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CIJE BOARD MEETING
August 26, 1993
AGENDA
(Lunch 12 . 1:00; Meating 1 - 4:00)

I. Welcome and Progress Report
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Iutroductory remarks, comment on CIJE role with Tespect to lead

Communities, €te., and introducs Alan Hoffmann,

IT, Comments

Alan Hoffmann

Introduce Gail Dorph, commans O new status of Barry Holez,

discuss staffing,

ITI. Overview of the Lead Communities Project

Responses by chairs of Lead Communi ty Proj

Atlanta . William Schatten

Baltimore . CGenine Fidler, Ilene Vogelstein

Milwaukee - Jane Gellman, Louise Stein

Iv, MOnitoring, Evaluation & Feedback Report
Al Introductory Remarks
B. Update on Overall Projact

c. Prelimary Report on Educators:’ Survey

V. Update on Best Practices & Piloe Projects
A, Introductory Remarks

B. Report

VI, D'var Torah
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CIJE EXECUTIVE COMMITTEE MEETING
August 26, 1993

AGENDA

(Refreshments 9:30; Meeting 10 - 11:30)

L. Introductory Remarks MIM

II. Progress Report ARH

111. Proposed Workplan | A. Hoffmann

Iv. Development Report by AJN (If we have a Blau;tein or Jim Joseph gifc

e
to report)

v. Budget for 1993 A, Hoffmann
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August 10, 1993

Dear CIJE Board Member,

The past six months have been a period of intensive efforts by the CIJE, and we will be able
to report significant progress at our board meeting on August 26th. In particular, we will be
reporting on the following:

1. The CIJE professional team: Our Selection Committee has completed its work and we
are pleased to announce that we have engaged Alan D. Hoffmann as full-time Executive
Director of the CIJE. He will be assisted by a team of two outstanding professionals to
lead the work of the CIJE. They are Dr. Barry W. Holtz and Dr. Gail Dorph.

a. Alan D. Hoffmann — Executive Director

Alan Hoffmann has been the Director of the Melton Centre for Jewish Education in
the Diaspora at the Hebrew University, Jerusalem since 1986. As director, he has
developed training programs in formal and informal Jewish education. The Centre’s
Senior Educators Program has thus far provided North America with some 60
graduates who occupy key positions in a variety of communities, while its Summer
Institute provides ongoing staff development for major U.S. day schools. Alan has
been responsible for the development of curricula, and has supervised an elaborate
research program in Jewish education. He has provided consultation services to
schools and to educational networks throughout North and South America.

Alan assumed the position of Executive Director of the CIJE on August 15, 1993.

b. Dr. Barry W. Holtz — Chief Educational Officer

Barry Holtz has served as Co-Director of the Melton Research Center for Jewish
Education at the Jewish Theological Seminary, New York City, since 1980. He has
been responsible for their program in curriculum development and teacher
education. He is a well-known author and his publications include: Back to the



Sources and Our Way. At the CIJE, Barry Holtz has been responsible for the Best
Practices Project and has now joined the staff full-time as of July 1st, 1993.

¢. Dr. Gail Dorph — Project Officer

Dr. Gail Dorph has served as Chairman of the Department of Education at the
University of Judaism in Los Angeles since 1989. In that capacity, she has been
responsible for an elaborate program of teacher education and in-service education.
She has long experience in the preparation of educational materials and has served
as a consultant to Jewish communities throughout the United States. Gail Dorph has
assumed her position as of August 15th, 1993.

We are grateful for the important contribution Dr. Shulamith R. Elster has made to the
CIJE over the past two years. Dr. Elster has decided to accept the position of Professor
of Jewish Education at the Baltimore Hebrew University. We look forward to working
with her in her new capacity.

2. The three lead communities — Atlanta, Baltimore and Milwaukee — have established
their local commissions on Jewish education, and each has engaged staff to work with
these commissions. They have undertaken comprehensive surveys of the educators in
each community to establish base-line data. The results of the surveys will inform the
commissions as they plan the recruitment, in-service training, professional development,
and terms of employment of educators—as well as the way communities will address
their future personnel needs. The survey in Milwaukee has already been completed;
those in Atlanta and Baltimore will be completed by the early winter. The Best Practices,
and the Monitoring, Evaluation and Feedback projects have been introduced in each of
these communities and discussions are underway with Dr. Barry Holtz towards the
development of pilot projects. At our board meeting, we will hear updates from
representatives of the lead communities on the work that they have undertaken in their
communities. The partnership between the three Lead Communities and the CIJE was
intensified when the first of five annual joint seminars was held in Cleveland during the
month of May. The various components of the project were jointly discussed, a common
workplan was established, and regular lines of communications were set up. Ongoing

visits by CIJE staff were scheduled. The second seminar is to be held in Baltimore on
August 23rd and 24th.

3. The Best Practices Project: At our last board meeting you received a publication on best
practices in the supplementary school. A publication on best practices in early childhood



education is now at the printer. I am enclosing a memorandum by Dr. Barry Holtz on the
Best Practices project in which he describes the work that has been undertaken in other
areas of Jewish education, among them: day schools, the JCCs, college campus
programs, camping/youth programs, adult education and the Israel Experience. This
project, which is involving outstanding educators from the field and from key
educational institutions, is generating significant debate and deliberation at major
educational gatherings around the continent — from CAJE to the Network on Research
in Jewish Education to conferences of denominational educational organizations.
Sessions are being devoted to the presentation of this project and to the implications of
its introduction into the lead communities.

4. Monitoring, Evaluation & Feedback Project: a key element in the concept of lead
communities is the notion that intensive monitoring, evaluation and feedback is
necessary if we are to learn by doing. Furthermore, monitoring, evaluation and feedback
will provide the basis for the decisions concerning the dissemination of findings to
additional communities throughout the continent. This project is directed by Dr. Adam
Gamoran of the University of Wisconsin and Dr. Ellen Goldring of Vanderbilt
University. As you will read in their progress report, the CIJE has introduced a full-time
field researcher into each of the communities and they have already submitted initial
reports to the local commissions and to the CIJE.

I look forward to your participation at our board meeting on August 26th. It will take place
from to at

I believe you will want to hear the reports from Chairs of the Lead Community Project, to
meet our staff and to discuss with them the proposed plans for 1993/94.

With best regards.

Sincerely yours,

Morton L. Mandel



MEMORANDUM

July 13, 1993
To: CIJE Board
From: Dr. Barry W. Holtz

Re: Update —The Best Practices Project

The Best Practices Project is an operation that has many long-range implications.
Documenting “the success stories of Jewish education” is something that has never been
done in a systematic way and it is a project that cannot be completed within a short range of
time. This memo outlines the way that the Best Practices Project should unfold over the next
1 to 2 years.

Documentation and Work in the Field

The easiest way to think about the Best Practices Project —and probably the most useful —is
to see it as one large project which seeks to examine eight or nine areas (what we have
called “divisions”). The project involves two phases of work. First, is the documentation
stage. Here examples of best practice are located and reports are written. The second phase
consists of “work in the field,” the attempt to use these examples of best practice as models
of change in the three Lead Communities.

The two phases of the Best Practices Project are only partially sequential. Although it is
necessary to have the work of documentation available in order to move toward
implementation in the communities, we have also pointed out previously that our
long-range goal has always been to see continuing expansion of the documentation in
successive “iterations.” Thus, the fact that we have published our first best practice
publication (on Supplementary Schools) does not mean that we are done with work in that

area. We hope in the future to expand upon and enrich that work with more analysis and
greater detail.

In the short run, however, we are looking at the plan below as means of putting out a best
practices publication, similar to what we’ve done for the Supplementary School division, in
each of the other areas. What we have learned so far in the project is the process involved in

getting to that point. Thus it appears to be necessary to go through the following stages in
each of the divisions.



The Steps in Documentation: First Iteration

Preliminary explorations: To determine with whom I should be meeting
Stage one: Meeting (or multiple meetings) with experts
Stage two: Refining of that meeting, leading to a guide for writing up
the reports
Stage three: Visiting the possible best practices sites by report writers
Stage four: Writing up reports by expert report writers
Stage five: Editing those reports
Stage six: Printing the edited version
Stage seven: Distributing the edited version
Next Steps

For this memo, I've taken each “division” and each stage and tried to analyze where we
currently are headed:

1) Supplementary schools: Mostly done in “iteration #1”. There may be two more reports
coming in which were originally promised.

2) Early childhood programs: Here we are at stage six. The volume is in print.

3) JCCs: Here we are at stage three. This will require visits, report writing, etc. The JCCA
is our partner in implementing the documentation.

4) Day schools: Here we are at stage one, two or three, depending on the religious
denomination. Because this involves all the denominations, plus the unaffiliated schools,
this will be the most complicated of the projects for the year.

5) College campus programming: Here we are at stage three, with the national Hillel
organization as a partner. One question to deal with is non-Hillel campus activities and

how to move forward with that. As to Hillel programs, we need to choose report writers,
visit sites, etc.

6) Campinglyouth programs: Here we are at the preliminary stage. We should be able to

have a stage one meeting this year. It’s probably fairly easy to identify the right
participants via the denominations and the JCCA.

7) Adult education: Here we are at the preliminary stage. We should be able to have a stage
one meeting this year. Here gatliering the right participants is probably more complex.



8) The Israel experience: We hope to move this project forward with consultation from the
staff of the CRB Foundation. As they are moving forward with their own initiative, we

hope to be able to work jointly on the “best practice issues” involved with the successful
trip to Israel.

9) Community-wide initiatives: Finally, I have recommended that we add a ninth
area—Community-wide initiatives using JESNA’s help. This refers to Jewish education
improvement projects at the Federation or BJE level, particularly in the personnel or lay
development area. Examples: The Providence BJE program for teacher accreditation;
the Cleveland Fellows; projects with lay boards of synagogue schools run by a BJE;
salary/benefits enhancement projects. This project would use JESNA’s assistance and
could probably be launched rather quickly.

Lead Communities: Implementation—and How to Do It

In previous reports I have quoted Seymour Fox’s statement that the Best Practice Project is
creating the “curriculum” for change in the Lead Communities. This applies in particular to
the “enabling options” of building community support for Jewish education and improving
the quantity and quality of professional educators. It is obvious from the best practice
reports that these two elements will appear and reappear in each of the divisions under
study.

The challenge is to develop the method by which the Lead Community planners and
educators can learn from the best practices that we have documented and begin to introduce
adaptations of those ideas into their own communities. This can occur through a wide range
of activities, including: presentations to the local Lead Communities’ commissions about the
results of the Best Practices Project, site visits by Lead Community lay leaders and planners
to observe best practices in action; visits by best practices practitioners to the Lead
Communities; workshops with educators in the Lead Communities, etc. The Best Practices
Project will be involved in developing this process of implementation in consultation with
the Lead Communities and with others members of the CIJE staff. We have already
discussed possible modes of dissemination of information in our conversations with the
three communities.

How Can We Spread the Word?

The first report on supplementary schools has engendered a good deal of interest in the
larger Jewish educational community. One issue that the CIJE needs to address is the best
way to make the results of the Best Practices Project available. How should the
dissemination of materials take place? How should the findings of this project have an



impact on communities outside of the Lead Communities? Certainly we should find ways to
distribute the materials as they are produced. Perhaps we should also begin to consider a
series of meetings or conferences open to other communities or interested parties, as the
project moves forward.



CLJE Project on Monitoring, Evaluation, and Feedback in Lead Communities
Progress Report — August 1993

Dr.Adam Gamoran and Dr. Ellen Goldring

How will we know whether the Lead Communities have succeeded in creating better
structures and processes for Jewish education?

On what basis will CIJE encourage other cities to emulate the programs developed in Lead
Communities? Like any innovation, the Lead Communities Project requires a monitoring,
evaluation, and feedback (MEF) component to documert its efforts and gauge its success.

- By monitoring we mean observing and documenting the planning and implementation of
changes. Evaluation entails interpreting information in a way that strengthens and assists
each community’s efforts to improve Jewish education. Feedback consists of oral and
written responses to community members and to the CIJE.

This progress report describes the activities in which the project has been engaged during
1992-93 and the products it has yielded. The main activities include: (1) Ongoing monitoring
and documenting of community planning and institution-building; (2) Development of
data-collection instruments; (3) Preparation of reports for CIJE and for community
members.

L Ongoing Monitoring and Feedback

To carry out on-site monitoring, we hired three full-time field researchers, one for each
community. The field researchers’ mandate for 1992-93 centered on three questions:

(1) What is the nature and extent of mobilization of human and financial resources to
carry out the reform of Jewish education in the Lead Communities?

(2) What characterizes the professional lives of educators in the Lead Communities?
(3) What are the visions for improving Jewish education in the communities?

The first two questions address the “building blocks” of mobilization and personnel,
described in 4 Time to Act as the essential elements for Lead Communities. The third



question raises the issue of goals, to elicit community thinking and to stimulate dialogue
about this crucial facet of the reform process.

Monitoring activities involved observations at virtually all project-related meetings within
the Lead Communities; analysis of past and current documents related to the structure of
Jewish education in the communities; and, especially, numerous interviews with federation
professionals, lay leaders, rabbis, and educators in the communities.

Each field researcher worked to establish a “feedback loop” within her own community,
whereby pertinent information gathered through observations and interviews could be
presented and interpreted for the central actors in the local lead community process. We are
providing feedback at regular intervals (generally monthly) and in both oral and written
forms, as appropriate to the occasion. An important part of our mission is to try to help
community members to view their activities in light of CIJE’s design for Lead Communities.
For example, we ask questions and provide feedback about the place of personnel
development in new and ongoing programs.

We are also providing monthly updates to CIJE, in which we offer fresh perspectives on the
process of change in Lead Communities, and on the evolving relationship between CIJE and
the communities. For instance, in July 1993 we presented views from the communities on
key concepts for CIJE implementation, such as Lead Community Projects, Best Practices,

and community mobilization. This feedback helps CIJE staff prepare to address community
needs.

I1. Instrumentation

A.Imgndmﬁﬁmgmh

The MEF team developed a series of interview protocols for use with diverse
participants in the communities. These were field tested and then used beginning in
late fall, 1992, and over the course of the year. The interview schema for educators
were further refined and used more extensively in spring, 1993.

B. Survey of Educators

We also played a central role in developing an instrument for a survey of educators in
Lead Communities. The MEF team worked with members of Lead Communities,
and drew on past surveys of Jewish educators used elsewhere. The survey was
conducted in Milwaukee in May and June, 1993, and it is scheduled to be
implemented in Atlanta and Baltimore in the fall of 1993.



The purpose of the educator survey is to establish baseline information about the
characteristics of Jewish educators in each communty. The results of the survey will
be used for planning in such areas as in-service training needs and recruitment
priorities. The survey will be administered (was administered in Milwaukee’s case
with a response rate of 86%) to all teachers in the Lead Communities. Topics
covered in the survey include a profile of past work experience in Jewish and general
education, future career plans, perceptions of Jewish education as a career, support
and guidance provided to teachers, assessment of staff development opportunities,
areas of need for staff development, benefits provided, and so on.

III.  Reports

A R he Professional Lives.of Jewish Ed

Each community is to receive three types of reports on educators: A qualitative
component, describing the interview results; a quantitive component, presenting the
survey results; and an integrative component, which draws on both the qualitative
and quantitative results to focus on policy issues. The schedule for delivering these
products is dictated by the specific agendas of each community.

The qualitative reports elaborate on elements of personnel described in A Time to
Act, such as recruitment, training, rewards, career tracks, and empowerment.
Examples of key findings in reports written so far are the extent of multiple roles
played by Jewish educators (e.g., principal and teacher; teacher in two or three
different schools), and the tensions inherent in these arrangements; the importance
of fortuitous entry into the field of Jewish education, as opposed to pre- planned
entry, and the challenges this brings to in-service training; and the diversity of
resources available to professional development of Jewish educators, along with the
haphazard way these resources are utilized in many institutions.

B. Reports on Mobilization and Visions
Information about mobilization and visions has been provided and interpreted for
both CIJE staff and members of Lead Communities at regular intervals. In
September, we are scheduled to provide a cumulative Year-1 report for each
community which will pull together the feedback which was disseminated over the
course of the year. These reports will also describe the changes and developments we
observed as we monitored the communities over time.



IV.

Plans for 1993-94

A. Ongoing Monitoring and Feedback

A central goal for 1993-94 will be the continued monitoring and documenting of
changes that occur in the areas of educational personnel, mobilization, and visions.
In addition, we are proposing to play a larger role than we initially anticipated in the
community self-studies, just as we did with the educators survey. (The educators

survey is in fact the first element of the self-study, as described in the Planning
Guide.)

In the spring, our field reseacher for Atlanta notified us that she would be resiging
her position, effective July 31. Although we regret her resignation, we are trying to
use it to our advantage by hiring a replacement whose skills fit with the evolving
responsibilities of the MEF project. The new field researcher in Atlanta will have
expertise in survey research, and will play a lead role in working with the
communities to carry out the self-studies.

B. Qutcomes Assessment

Although specific goals for education in lead communities have yet to be defined, it
is essential to make the best possible effort to collect preliminary quantitative data to
use as a baseline upon which to build. We are proposing to introduce the diagnostic
Hebrew assessment for day schools, created by Professor Elana Shohamy of the
Melton Centre in Jerusalem, as a first step towards longitudinal outcomes analysis.
The great advantage of the Shohamy method is its value as a diagnostic tool,
encouraging schools to use the results of the assessment to guide their own school
improvement efforts. The tests have common anchor items, but are mostly designed
especially for use in each school.

C.. Encouraging Reflective Communities

The MEF project will be successful if each Lead Community comes to view
evaluation as an essential component of all educational programs. We hope to foster
this attitude by counseling reflective practitioners — educators who are willing to
think systematically about their work, and share insights with others — and by
helping to establish evaluation components in all new Lead Community initiatives.
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. COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing address; 163 Third Avenue #128 . New York, NY 10003
Phone: (212) 532-1961 FAX: (212) 213-4078
- g
MEMORANDUM
TO: CIJE Board _qf Directors DATE: December 7, 1992
| FROM: Morton L. Mandel SUBJECT: February Board Meeting

receiving a notice of the exact location of the meetings within a few weeks. In all
likelihood we will begin with coffee at 9:30 a.m. and the Board meeting will get
underway promptly at 10:00 a.m. We should conclude about 3:30 p.m.

Attached is a copy of the Minutes from our August Board meeting. We will furnish you
with background material for the February meetings as soon as the agendas have
been finalized.

CC: Shulamith Elster Marty Kraar
Seymour Fox Ginny Levi
Ellen Goldring ArtNaparstek
Sol Greenfield Lenny Rubin
v Annette Hochstein Jack Ukeles
Barry Holtz Jon Woocher

Stanley Horowitz Hank Zucker

Please hold the date of Thursday, February 25, 1993, for the next meeting of our Board
and the CIJE Annual Meeting. The meetings will be held in New York and you will be
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MINUTES
COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
BOARD OF DIRECTORS MEETING
August 25, 1992
10:00 A.M.-3:30 P.M.
—_ UJA-Federation of Jewish Philanthropies
" New York, NY
Attendance:
Board Members: David Arnow, Mandell Berman, Charles Bronfman, Gerald Cohen, John Colman,
Alfred Gottschalk, Neil Greenbaum, Thomas Hausdorff, David Hirschhorn, Mark
Lainer, Norman Lamm, Morton Mandel, Melvin Merians, Charles Ratner, Esther
Leah Ritz, Richard Scheuer, Isadore Twersky, Bennett Yanowitz
Policy Advisors Shulamith Elster, Seymour Fox, Ellen Goldring, Annette Hochstein, Stephen
Consultants, Hoffman, Barry Holtz, Stanley Horowitz, Martin Kraar, Virginia Levi, Arthur
and Staff: Naparstek, Arthur Rotman, Jo Ann Schaffer, Jacob Ukeles, Jonathan Woocher,

Henry Zucker

----------------------------------------------------------

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

nir i

Mr. Mandel prefaced his remarks by saying that in seeking an Executive Director for CIJE, the
Search Committee confirmed the need for the American Jewish community to cultivate
professional talent. The Committee was therefore especially pleased that Art Rotman agreed to
serve as Executive Director of CIJE while retaining his position as Director of the Jewish
Community Centers Association. CIJE has entered into a Purchase of Services agreement with
JCCA for certain facilities, services and personnel to run the CIJE operation.

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

Mr. Rotman said that he had accepted this position because of his own assessment of the enterprise
and his desire to play a part in its success. He said that the Purchase of Service agreement would
allow him to utilize the experlise of several JCCA executives. Mr. Rotman added that he was
excited by the opportunity of working with the kind of people involved in this endeavor.
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The chair introduced Dr. Norman Lamm, President of Yeshiva University, a member of the
Commission, and now a member of the CIJE Board, to give his reactions to the CJF Population
Study.

y o
Dr. Lamm noted that the most shocking thing about the fact that out- marriage in the Jewish

community in North American Is now about 52-53% Is that anyone was shocked at all. He laid
much of the blame on the diluted Jewish education children now receive.

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

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

Lead C i Worl

Mr. Mandel stated that the Lead Communities Project may be a key factor in the success of
American Jewish continuity and education. He noted that this is a high risk and expensive
enterprise, but has the potential 1o improve the situation substantially.

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

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

The nine candidates for Lead Communities were: Atlanta, Ballimore, Boston, Columbus,
MetroWesl, Milwaukee, Oakland, Ottawa and Palm Beach.

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

The Lead Community project will be characterized by the content, scope and quality of the
endeavor. Each community will emphasize two basic elements: building the profession of
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Jewish education to meet the shortage of qualified Jewish educators, and mobilizing
community support. In addition, each will articulate their visions and goals.

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

A Lead Community must also be characterized by the scope of its endeavor: most institutions
in the community dealing with Jewish education will be invoived in the Project which should
touch the lives of most members of the community.

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

Best Practices Project

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

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

There are currently four areas being examined:

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

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

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

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

For 1992-93 four new areas will be studied: the day school, the college campus, summer
camps, and adult Jewish education.
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Implementation of examples of Best Practices remains to be designed. The Lead Communities
will learn about a new project by visiting it, by bringing the people from that project into the
community, and by creating seminars for its educators so they can learn how to adapt that
example to thelr community.

Dr. Holtz noted that the team remains open to what he calls the "Depariment of Dreams" --
innovativerideas in Jewish education that have not yet been implemented and which may
inspire Lead Communlties to move in new directions in Jewish education.

Monitoring. Evaluati (Easdnani Braleat

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

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

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

During 1992-93 the researchers will focus on three guestions:

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

(2) To what extent is the community mobllized, not only in terms of leadership, but
financially as well.

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

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

The Lead Communities will be Invited to form a local committee to serve as the locus of
responsibility for the implementation of the Project. The role of the Lead Community
Committee will be to convene all leaders, educators, rabbis, and institutions in the community
and invite them to join in the decision making, planning, and implementation of the Project.
During the first year it is expected that the local committee will prepare a one year plan for
1992-93, underlake a self-study, begin to develop pilot programs, and draw up a five-year
implementation plan. The Committee will manage the process of implementation by
coordinating the efforts of various agencies, by initiating programs and efforts where
required, and by facilitaling improvement where necessary.
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Lead Communities Selection

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

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

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

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

Dr. Ukeles reported that 57 communities received program guidelines; 34 participated in a
national satellite teleconference, and 23 submitted proposals. Each proposal was reviewed by two
four-person panels. An overall rating and a composite score was agreed upon for each proposal
and the results were submitted to the Lead Communities Selection Committee .

The finalist communities were Atlanta, Baltimore, Boston, Columbus, MetroWest, Milwaukee,
Oakland, Ottawa and Palm Beach County.

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

There were two important, unanticipated by-products of this process: (1) the site visits
increased the understanding and enthusiasm for the Lead -Communities Project across the
continent; and (2) the site visits themselves acted as catalysts in many communities to advance
the commitment to local initiatives for excellence in Jewish education. Communities reported
that these visits helped local advocates for Jewish education focus attention, generate excitement
and heighten community interest in Jewish education.

Board member John Colman was asked to describe his site visit to Milwaukee.

He reported that he, Shulamith Elster, and Sol Greenfield of the JCC Association had visited
Milwaukee looking for symptoms of strengths and weakness in the community. They were
conscious of the fact that they were dealing with first impressions and were aware of the
importance of putting the community's presentation in perspective.

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

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

The Committee recommended that Baltimore, Atlanta, and Milwaukee be invited to become Lead
Communities. Each is Involved in building the profession and each has brought new talent to the
community in the very recent past; each has mobilized community support and demonstrated
leadership on both the lay and professional levels; and. each has a vision and articulated goals.

2
The Committee also recommended that the three communities be asked to enter into a formal letter
of understanding with CIJE which would clarify the roles of each in the partnership.

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

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

Concluding Comments

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

Mr. Berman spoke about his involvement in Jewish education which began in the 1950s. He noted
that at that time there was very little commitment among lay leaders to Jewish education. He
admitted that four years ago when it was decided to form a commission to study issues affecting
Jewish education and recommend new directions, he was skeptical. However, he would be leaving
this meeting with his skepticism dissipated. He had watched the process; watched as leaders from
around the Jewish community were sensitized to the issues. Mr. Berman noted that this is only a
beginning, but he was enthusiastic. He felt that this group was committed to making a difference..
"For that, Mort, | thank you."
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Ouvening Remarks

The chair welcomed board members to this meeting and introduced Daniel
Bader of the Helen Bader Foundation, newly appointed board member, and
Shmuel Wygoda, 2 member of the staff of the Mandel Institute, Jerusalem,
He reviewed the materials in the meeting workbook, calling parcicular
attention to updates on the best practices.project and the monitoring,
evaluation and féedback project.

The ¢hair noted that CIJE has a very strong board representing a wealth
of combined experience in Jewish communal endeavore and impressive
ongoing incerests as noted by the turnout at the annual meeting. He
neted that the professional team is in formation. Dr. Shulamith Elster,
Chief Education Officer, is devoting full time to CIJE as are the three
field researchers, and Dr, Barry Holtz will come ‘on board full time in
June. The remainder of the staff is working on a part-time basis and we
continue to seek-the right persen to take on the role of full-time
executive director. He noted that the organization is cstablishing
several board committees and intends to work through the committee
process. The ¢committees and their chairs are as follows: Best
Practices, John Colman; Lead Communities, Charles Ratner; Monitoring,
Evaluacion and Feedback, Esther Leah Ritz, CIJE will shortly be sending
board members a list and brief summaries of the committees and will
invite them to indicate their preferences. The committees will be asked
to write up their charge, share it with the full board for resction, and
then set priorities and work plans,
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II. Mo oring the Lead Communitias

The chair noted that the board would now have an opportunity to look
closely at the monitoring, evaluation and feedback project of CIJE.

The project is directed by Adam Gamoran, Professor of Sociology and
Educational Policy Studies at the University of Wisconsin-Madisen.

The Associate Director is Dr. Ellen Goldring, Professor of Educational
Leadership at Vanderbilt University. Dr. Goldring is filling in for

Dr. Gamoran this year while he serves as a Fullbright Scholar at the
University of Edinburgh. In addition, the project has hired three
full-rtime field researchers, one working in each of the Lead Communities.
Roberta Goodman, the field researcher for Milwaukee was present with

Dr. Goldring for the presentation on monitoring, evaluation and feedback.

A. Rationale

‘As an innovative project, the work with Lead Communities must be
studied to document its efforts and gauge its success. How will we
know whether the Lead Communities have succeeded in creating better
structures and processes for Jewish education? On what basis will
CIJE encourage other communities to emulate the programs developed in
the Lead Communities?

The cbjectives of the project are as follows:

1. Evaluate the success of the Lead Communities in creating improved
structures and processes for Jewish education.

2. Gather information which can be used Ey other communities to
emulate successful progrems developed in the lLead Communities.

3. Document the processes, efforts, programs, and impact of the Lead
Communities project. -

4. Provide the Lead Communities with ongoing, timely information as
planning and implementation proceed.

5. Provide an open exchange of experiences, ideas, information, and
successes among the three communities.

Monitoring involves observation and documentation of planning and
implementation. Evaluation provides for interpretation of
information to strengrthen and support cach community's efforts.
Feedback offers oral and written response to the communities and
CIJE.

B. Content and Farly Focus

In its initial stages, the project is studying the process of change
and its product. The field researchers are looking at the extent of
community mobilization--breadth and depth of participation. Thay are
also studying the nacture of the professional life of Jewish educators
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in the communities, i.e. the conditions under which they work. In
addition, they are documenting the “structure and culture" of each
community in order to study how a particular configuration might
influence change. Finally, they are documenting the process to
"strengthen the collective mémory” in an efforc to atrribute
long-range change to our work.

The goal during the first year is to monitor the process of becoming
a2 Lead Community and to focus on the current state of affairs and the
vision of change in each community. The project is focusing
initially in four areas,

1. Introducing the field rerearchers to the communities--helping
them to learn about the communities and establishing an effective
relationship with the communities.

2. Focusing the content on launching and gearing up- the process.

3. Emphasizing the CIJE goals of working with personnel and
communicy mobilization.

4. Helping each community to believe in the importance of
evaluation,

C. As a demonstration of the kind of interviews being undertaken in the
communities, Dr, Goldring then conducted an interview with Ms.
Goodman,

1. Who are the researchers and how are they working in Lead
Communities?

The researchers bring a variety of perspectives. One is a
sociologist, the second & secular classrecom teacher, and the
third a formal Jewish educator. They work as a team, consulting
and checking regularly with each other.

2. What is the researcher's role?

The researchers serve as the mirrors of the communities., They
let the communities know how their work is being perceived and
provide them with an opportunity to confirm their approach or
revise it,

3. What methodologies other than interviews are the researchers
using?

They are reviewing records and reports provided by the
communities on earlier work in the area of Jewish education,

They attend planning meetings, conduct observations, and take
detailed notes. They stay in c¢lose touch with all chat is
happening in the community in order to be familiar with the range
of activities,
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4. How was entry into the communities negotiated?

The researchers were introduced to the communities by Shulamich
Elster. Following this initial inctroduction, local lay leaders
and professional staff have helped pave the way. The researchers
have discovered that when they are properly introduced in
advance, the interviewing process goes very smoothly.

5. How are the communities responding to the idea of evaluation?

While people are somewhat uncomfortable with the idea of
evaluation, the communities seem to respond generally favorably,
In the case of Milwaukee, the fact of having been selected as a
Lead Community provides some reassurance that they are generally
on the right track. With this in mind, the researcher is
relatively ‘well accepted. The response of professional educators
to the evaluation process is especially enthusiastic as they
realize that someone is paying attention to them and that their
opinions are valued,

C. Discussion

The presenters were asked whather there is any fear that active
involvement in the process will change the product. IT was noted
that evaluation cannot be divorced from implemencation, but that the
emphasis is on process. The communities articulate the goals and the
evaluzators measure the outcomes. One step in the documentation
process is to lay out biases from the start.

It was suggested that it is important that the researchers and the
local community work together as allies, One outcome of this

process should be te develop the sense within the communities that an
ongoing evaluation component is erictical to¢ all serious projects
undertaken by a2 community. It was suggested, in fact, that the
process of establishing and implementing the Lead Communities project
itself be monitored and evaluated.

It was suggested that the f£ield researchers be invited to meet with
the local commissions in their respective communities to explain
their work. It was noted thet the board committee on monitoring,
evaluation and feedback might be helpful in encouraging support of
the project among local lay leaders.

The process we are undertaking to model evaluation, evaluate, and
show how evaluation can impact the process is a complicated but very
important one.

1I1TI. Concluding Comments

e e = e

The meeting concluded with a thoughtful D'var Torah delivered by Neil
Greenbaum, president of JESNA.
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We are pleased to report to you on the activities of the Council
for Initiatives in Jewish Education since the last Board meeting
on February 25. The next Executive Committee and Board meetings
are scheduled for 9:30 a 4:0 .1 sday, August 26

at UJA/Federation of Jewish Philanthrepies, 130 East 59th Street,
New York City. Please save the date.

d Co ities

The Lead Communities Project remains the focus of CIJE
activities, and in each of the three lead Communities--Atlanta,
Baltimore and Milwaukee--activities are under way to develop
these cities as local laboratories for Jewish Education.

In Atlanta, under the able chairmanship of Dr. William Schatten
and with the strong leadership of Board member Gerald Cohen, the
Commission on Jewish Continuity has begun its work on the Lead
Community Project and in the development of lay and professional
leadership for Atlanta's education agenda for the year 2000.

In Baltimore the official "launch” of the project will take place
in the Fall under the leadership of Laroy Hoffberger. This
initiative will closely follow the release of the community's
Strategic Plan for Jewish Education, an ambitious undertaking
that has taken scome four years to complete, and has involved all
aspects of Jewish education in the community. The CIJE project
will now focus on the personnel and community mobilization
aspects of this plan.

In Milwaukee the Commission on Visions and Initiatives in Jewish
Education, the local lLead Communities coordinating body, has been
actively led by co-chairs Louise Stein and Jane Gellman. They
have assembled and are working with a Steering Committee and a
local Commission that represents many of the elements of the
Milwaukee Jewish community. With the support of the Helen Bader
Foundation, Milwaukee has a full-time professional director of
the Lead Communities Project,
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Each of the three communities has been visited several times over the past
several months by the CIJE staff and consultants, and we are pleased with the
partnerships and the collaboration that have begun.

This report is being written just days following the conclusion of a most
productive working seminar of the key professional leadership of the
communities, with staff and consultants of the CIJE. The agenda was developed
in collaboration with the three communities, so that following the meetings in
Cleveland each of the communities and the CIJE would have a calendar and
action agenda for the year ahead,

In addition to informative updates from the field researchers on progress in
each of the communities, the topics and issues focused on systemic approaches
to change through the "enabling options" (personnel development and community
mobilization) and the integration of the CIJE projects-- Best Practices;
Monitering, Evaluation and Feedback; and a new project being designed to help
the communities set long term goals with the involvement of the institutional
and denominational resources marshalled by the CIJE,

Best Practices Project

Critical to the success of the Lead Communities Project are the continuing
activities of the CIJE in the area of Best Practices. Since the Annual
Meeting, the project has been active in the implementation of best practices
in supplementary schools, and in the development of consultations in the areas
of day schools and college campus activities. We anticipate the publication --
in the coming months--of the materials on Early Childhood education, an area
that has been identified as of concern and interest to the communities and the
field. To date, the day school consultation has involved educators from the
Orthodox community--convened by Yeshiva University--and the Conservative
movement through the efforts of the Solomon Schechter Day School Association.
Similar consultations invelving the Reform community and community day schools
will be convened in the near future, The campus consultation was convened by
the Hillel Foundation and included Hillel directors and campus professionals
from throughout the céuntry. Additional meetings are planned in both areas,

Monitoring, Evaluation and Feedback

The Field Researchers have been in their assigned communities since the
project began, collecting baseline data for use in monitoring progress and
providing feedback to both CIJE and the communities as we move ahead.
Community representatives worked with CIJE consultants to design an educators
survey to be administered this spring (in Milwaukee) and next fall (in Atlanta
and Baltimore). The results, when analyzed, should provide us with extremely
useful information on which to base our plans for future personnel training,

So far, so good. We look forward to sharing more detail on these activities
at our August 26 meeting in New York.

Warmest personal regards.
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Outline for Camper Notes for August 1993 Board Meeting

I. CIJE Organization and Staffing
A, Executive Director
B. Program Staff
1. Barry Holtz - £/t on leave from JTSA
2. New Staff

I1. Lead Communities - Update
(refer to Talking Points -6/93)

A. Atlanta - Commission to meet in August
Bill Schatten as Chair

Lauren Azoulai - Senior Planner as staff in addition to hex othex
responsibilities

Educators (teachers and prinicipals) survey scheduled for fall
B. Baltimore - Official launch in September

Ilene Vogelstein and Genine Fidler as Co-chairs

Chaim Botwinick and Nancy Rutler will staff the commission

Educators (teachers and principals) survey scheduled for fall
C, Milwauvkee - Launched

Full-time Project Director, Dr. Ruth Cohen - position funded by Helen
Bader Foundation

Commission and Steering Committee appointed and have been meeting
Louise Stein and Jane Gellman - active Co-chairs

Educators (teachers and principals) survey - completed
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June 22, 1993

Talking Points on the Lead Communities Project 6/93

1, The project and CIJE - Why?

The CIJE sees itself as a catalyst, working with existing national and
local organizations to develop comprehensive and experimental initiatives
to achieve major improvements in Jewish education in North America.

The CIJE 's strategy is to begin with Lead Communities as local
laboratories for major improvements and then to encourage thelr use in
other communities,

2. What will be the role of the lead Communities?

The expectation is that Atlanta, Baltimore and Milwaukee, the three lesad
communities, will demonstrate whaf can happen when: :

- the importance of Jewish education is recognized by the community
and its leadership;

- there is an infusien of outstanding personnel; and

- the necessary resources of all kinds are secured to meet
additional needs,

The purpose, in short, is to "demdnstrate what Jewish education at its
best CAN achieve.”

Lead Communities will function as local laboratories for Jewish education
- as an entire community engaged in a major development and improvement
program.

Lead Communities will demonstrate how:
- to mobilize community support to create more understanding,
knowledge and support for Jewish education in the community-at-
large.

- to build and enhance the Juality of life for educators and
professionals in Jewish education,

= to develop a research capability that will provide the knowledge
needed to make informed decisions and guide development.

- to establish a local commission (wall-to-wall coalition) to be the
catalyst for local change.
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3. What do_we hope will happen in the community?

- Leadership will develop and articulate a vision of where the
community wants to be, what it wants to achieve.

- Individual institutions or groups of institutions (e.g.
Conservative synagogues, educators, rabbis, lay leaders and
parents) will artieulate specific educational geals.

- These activities will create much debate and ferment in the
community, will focus the work of the communities, and will demand
that communities face complex dilemmas and choices.

- The Institutions of Higher Jewish Learning, the denominations, and
the national organizations will join in this effort,

4, Enablin tions - the Ke s

"Personnel” and "community mobilization" were identified by the
Commission as "enabling options," which undergird the implementation
of any, or all, other educational programs. Communities are
encouraged to look at local educational problems from these
perspectives, CIJE will help to mobilize the denominations in the
Lead Communitias to help deal with these issues at the appropriate
time.

5. The three lead Communities-Backgrpund

£90 " 3d8d

Atlanta

Atlanta has a growing Jewish population. Atlanta's early '80s
demographic study of the local Jewish community was followed by the
development of a strategic plan. Included were recommendations to
reorganize the services of tha Bureau of Jewish Education, and
reassign functional responsibility to other appropriate agencies. A
Commission of Jewish Continuity has been established as a Jewish
Education Fund.

Baltimore

Baltimore has a stable Jewish population of 92,000. A two-year
planning initiative concluded in 1990 with a series of recommendations
ineluding the need to increase funding for Jewish education (since
then it has increased from 25% to 33%) to establish a commission te
look at the local Jewish education system. Outcomes include a
strategic plan for Jewish education and the establishment of a Fund
for Jewish Education which is currently undertaking a $10 million
campaign.
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Milwaukee

With a population of 28,000, HMilwaukee has four day schools in
addition to an array of camps and pre-school opportunities. Community
strengths include the centrallty of the federation, the availability
of scholarships for day schools and a common cost for each day school,
and coordination of teen programming. The cost of Jewish education is
a central issue in a community where average incomes are relatively
low. The community must also contend with a shortage of trained
personnel and a 15% decline in campaign income over the last three
years. A Jewish Education Takk Force was established in July 1391 and
developed a plan for refocusinhg the Central Agency for Jewish
Education. For many years Milwaukee has taken the lead in putting
Jewish education high on its communal agenda and funding it
accordingly.

6. Communitv Updates: What is happening

Milwaukee

a. The Commission on Vision and Continuity has been established under
the chairmanship of louise Stein and Jane Gellman

b. Steering Committee = meets every six weeks
¢. Task Forces have been established in the following areas:
1l. Personnel -~ on a two year time line

2. Strategic planning - working on five year plan including
visioning and goals préject,

d. Educators' Survey was administered in June '93, data
analysis Summer '93

Market analysis
Needs analysis ] --- Fall '93
following plan outline )
@. Fund Development - beginning November '93
f. Full-time Project Director, Dr. Ruth Cohen funded by grant from

The Helen Bader Foundation (Daniel Bader - new member of the CIJE
Board)
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Baltimore

a. The Center for Advancement of Jewish Education has just been
formed (CAJE). It will ba headed by Dr. Chaim Botwinick.

b. CAJE will establish a CIJK committea - July 1, 1993. Eileen

Voglestein will be one of the two Co-chairs,

c. Strategic planning by CIJE committee - July to August '93.

d. Convene rabbinic and senior educator leadership - August '93.

e. Launch CIJE Committee - September '93,

f. Conduct Educators' Survey - September to QOctober '93,

g. Monthly meetings of CIJE Committee - October '93 to June '95.

h. Finance resource development.

Atlanta

a. Council on Jewish Continuity - has met twice and continues to meet
every two months (August 93 next meeting). It is chaired by Dr.
William Shatten,

b. New director of Jewish Educational Services to begin July 15,
1993, (Janice Alper)

¢. Educators' Survey - to be administered in September '93,

d, Task Force on Israel Experience - to be formed in August/September
v93.;

e, Task Force on Teacher Training - to be established Fall '93.

f, JCC Judaic content study to be undertaken,

g. M;gkec study on formation of second Jewish high school - Spring
'

h. Resource development - ongoeing

7 e

ct and Visio

The communities are working toward developing visions for Jewish education
to serve as the basis of mission statements. The basic question is what a
Lead Community should look like in the twenty-first century. The
denominations and their training institutions ara working with CIJE to
help clarify objectives for use by local denominational groups.
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July 1, 1993

Ilene Vogelstein

William Schatten

Jane Gellman

Louise Stein

Dear : ' EE

A meeting of the board of directors of the Council for Initiatives

in Jewish Educaticn iz scheduled for Thursdav, August 26, 1993 at

UJA/Federation of Jewlsh Philanthropies of New York. 130 East 59th

Street, New York. Tha meeting will begin with luncheon at 12:00

noon and cenclude b 10 Jm,

I am writing to invite you to attend that meeting. On the agenda
will be a report by Cherles Ratner of Cleveland, chair of the CIJE
Lead Communities Committee, on the work of the Lead Communities,

If you can come, would it be possible for you to respond briefly to
Chuck's comments? An outline of Chuck's ramarks will be provided

to you in advance.
I do hope that you will be able join us. Pleass call me or

Virginia Levi at (216) 391-8300 if it is possible for you to be

with us.

Morton L., Mandel -- Chair

cc: Federation Exec
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AGENDA FOR THE CIJE STAFF MEETING.
AUGUST 19-20th 1993.
American Friends of the Hebrew University.
Institute of Contemporary Jewry
11 East 69th street. New - York . N-Y

Session 1. Thursday August 19th: 10a.m.-12p.m.

The conception reconsidered.

Background material:
- Commission background reports ( meetings of June 14th 1989;

October 23rd 1989; February 14th 1990 ) .
- Time to Act ;

- Minutes of the May 1993 CIJE / LC Cleveland seminar

Session 2. Thursday August 19th: 12:45 - 2:15 p.m.

Discussion

Session 3: Thursday August 19th: 2:30 - 4:00 p.m.
Some basic concepts:

" Systemic reform "

" Content, Scope , Quality "
Background material

- " Lead Communities at Work "
- " Lead Communities Preliminary Work plan 1992-93 "



Session 4: Thursday August 19th : 4:15 - 6:00
Working with the Communities:

1) Planning

2) Local Commissions

3)Problems in implementing the idea of the Lead Community

Background material:
CIJE Planning Guide : February 1993

Session 5: Thursday August 19th: 7:00 - 8:30 p.m.
Working with the Communities: ( continuation )
4)Community mobilization ; Wall to wall coalition ; Partnership, Funding

5) Programmatic options ; Enabling options
6) Educational profile of the Communities

Session 6: Friday August 20th: 9:00 - 10:30 a.m.

Content and Goals for Lead Communities:
Ideas, Vision, Visioning, Goals
Background material:
- Goals for Jewish Education in Lead Communities
- David Cohen: " The Shopping Mall High-School ", pp.304-309

- Sara Lightfoot: " The Good High-School”, pp.316-323
- Smith & O' Day: " Systemic School Reform " pp.235-6, 246-7



Session 7: Friday August 20th : 10:45 a.m. - 12:15 p.m

Support Projects: Best Practices, Monitoring Evaluation & Feedback

Background material:

- Best Practices project's director's report to the CIJE Board
- MEF project's director’s report to the CIJE Board

Session 8: Friday August 20th : 1:00 - 2:30 p.m.

Work plan:
- 1993-94 Qutcomes
- 1993-94 Process

Session 9: Friday August 20th : 2:30 - 4:00 p.m.

Next meetings:

- Friday August 27th, 1:00 - 5:00 p.m.
Meeting place: To be decided upon
Agenda: Next steps

- October
- Future agenda for staff
- Seminar in Israel



BALTIMOCRE AGENDA

To put across to all of them - having a discussion of what the
first year is going to be:
Two types of meetings:

a. Preliminary
b. Meeting with each community around the meals

1. What do they want to discuss

2. Their response to the question of what they want discussed -
what they are planning for the year.

SW will be in touch with VFL and work out what each document will
consist of.

will be a composite:

- What they want
- What we want

Report back to us on basis of that an agenda for the next meeting
can be prepared.

Agenda will include:
1. Introduction of staff and their roles

2. A second discussion on contribution of the CIJE to local
commission.



DRAFT 1: TENTATIVE AGENDA

CIJE & LEAD COMMUNITIES 2nd SEMINAR.

BALTIMORE. AUGUST 23rd - 24th 1993.

- Session 1: Monday August 23rd : 1:00 - 2: 30 p.m.

The Lead Communities project : Update
- Developments in the Lead Communities
- Developments in the CIJE

- Session 2: Monday August 23rd: 2:45 - 4:15 p.m.

Systemic change
- The concept
- Content, Scope, Quality

- Session 3: Monday August 23rd : 4:30 - 6:30 p.m.

The Lead Communities project
- Enabling options ; programmatic options
- What is a Lead Community project.

- Session 4: Monday August 23rd: 7:15 - 9:00 p.m.

The Goals project
- Goals, Vision and the Educated Jew Project
- Content as shaped by Goals

- Session 5: Tuesday August 24th : 9:00 - 10: 30 a.m.

The support projects:
- Best Practices
- Monitoring Evaluation and Feedback
- Goals
- Session 6: Tuesday August 24th’: 10:45 a.m. - 12:15 p.m.



CLJE resources
a) Staff
b) Working with Denominations, Training Institutions and
Institutions in Israel
¢) Involvement of Lay Leadership.

- Session 7: Tuesday August 24th : 1:00 - 2: 30 p.m.
Work plan for 1993-94

- Planning Process

- Pilot Projects

- Session 8: Tuesday August 24th : 2:45 - 4:00 p.m.

Summary and conclusions



BALTIMORE

Lead Communities reconsidered
a. Systemic
b. Lasting
c. Enabling as means
- Content through goals

d. Standards, scope

Seeing lay people, personnel, goals, Israel
CIJE contribution

- Who will what

Seeing the support projects
Monitoring, Evaluation and Feedback

Best Practices

///planning process
Therefore year 1 plan
&“ﬂpilots

Working together
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Minutes:

Date of Meeting:

Date Minutes Issued:

Participants

Copy To:

Lead Communities Consultation
May 11-12, 1993
May 18, 1993

Lauren Azoulai, Chaim Botwinick, Ruth Cohen,
Shulamith Elster, Seymour Fox, Adam Gamoran, Jane
Gellman, Ellen Goldring, Annette Hochstein, Alan
Hoffmann, Stephen H. Hoffman, Barry Holtz, Virginia
F. Levi (Sec'y), Marshall Levin, Arthur Naparstek,
Daniel Pekarsky, David Sarnat, Louise Stein, Shmuel
Wygoda, Henry L. Zucker

Morton L. Mandel

| Overview

A. Welcoming Remarks

Henry L. Zucker opened the meeting, reminding participants that the
Lead Communities Project is a long-term effort to impact Jewish
education for the entire North American Jewish community. It is being
undertaken as a partnership among three local communities and CIJE, a
continental organization. The need to reconcile the autonomy of the local
communities with the agendas of continental organizations is evident, and
will require adjustments as we progress, since it is a new kind of
partnership between a national body and local communities.

The Commission on Jewish Education in North America reflected a
serious concern for Jewish continuity among North American lay
leadership, and a shift in perspective which places Jewish education at the
top of the community agenda. This reflects a major change in the point of
view of lay leaders. The Commission brought about a new alliance among
educators, community lay leaders, family foundations, rabbis, religious
leaders and other Jewish professionals. The result was a commitment to
improve the quality and quantity of well-prepared and dedicated Jewish



educators and to mobilize the Jewish community to provide adequate
financial and moral support for Jewish education.

Mr. Zucker noted that the Lead Community concept is a new one and that
its implementation is bound to include some tensions between CUUE and
the local communities. It will be important to discuss and resolve
differences as we move forward. This seminar was intended to clarify the
Lead Communities concept and to enhance the partnership between CIJE
and the communities and among the three communities.

B. Introduction and Review of Materials

Following introductions of the participants in the workshop, Annette
Hochstein reviewed the agenda, making clear that it was to serve as a
starting point for these deliberations and was open to revision.

It was agreed that the primary goals of the consultation were:
1. To continue joint planning and intensify partnership.

2. To foster and develop relationship within and across Lead
Communities and with the CUE.

3. To agree upon the role, content, and method of implementation of
each element involved in the Lead Communities project.

4. To develop an integrated joint action plan and calendar for each LC
and for the three LCs and the CUE for the next 18-24 months.

II.  Partnership and Joint Planning

A. Marshall Levin led a discussion intended to identify the partners in this
project and their relationships. The initial discussion referred to the
relationships among professionals involved in the project. His formulation,
as modified through discussion, is as a series of concentric circles with
communications flowing from the center. In the center are two circles of
CIJE personnel and Federation senior staff in each Lead Community.
Communications between these two groups are direct and comprehensive.
Following, then, is a list of the groups within each circle working out from
the center (see chart, attached).




1. CIJE
Professional staff (Cleveland and Jerusalem)
Consultants
Field Researchers

2. Federation senior staff
3. Senior educators and rabbis

4. Other educators, other Federation staff, and staff of other
Federation-funded agencies

S. Informal Jewish education organizations, foundations, and universities

It was suggested that the Federation senior s:aff serve as the
intermediaries between CIJE staff and all others in the community.
Federation’s role is to manage the process for a broader community. Ideas
may come from the center of the circle, i.e. CIJE or Federation senior
staff, or they may come from any other group within the community, in
which case they will be brought to the CIJE by the Federation. In any case,
buy-in and sign-off must occur with both CIJE and Federation senior staff.

It was suggested that this might be described as a “partnership with parity.”
Partners come together with different perspectives and work together to
define the partnership from each perspective so that others can buy in.

It was noted that the model was being put forth as a communications tool,
not necessarily a means for making policy decisions. It puts the burden on
Federation senior staff to manage communication, probably by designing
new and different modes of communicating within the community.

Elements of Systemic Change

Seymour Fox opened the discussion by reminding participants that the
Commission on Jewish Education in North America had concluded that the
basic elements necessary to upgrade the quality of Jewish education are
personnel and community mobilization. These two elements have been
identified by the Commission as “enabling options,” i.e., options which enable
the implementation of any, or all, other educational programs. Communities
are encouraged to look at local educational problems from these perspectives.




CIJE will help to mobilize the denominations in the Lead Communities to
help deal with these issues at the appropriate time.

For example, while considering a specific programmatic area of Jewish
education, e.g. family education, a community would focus on personnel
needs. The Best Practices Project could then help to identify a means of
meeting those needs. It was suggested, however, that in order to bring about
systemic change, the scope of the total Lead Communities discussion must be
broad. The content component for work on personnel is the Best Practices
Project. It was noted that there is a direct relationship, which was described as
follows:

Personnel—>needs “content”/Best Practices—>scope—standards/quality

If, in the example, described above, a community were to come to CIJE with a
serious interest in family education, CIJE would work with the community on
how to approach personnel through family education. In order to bring about
systemic change of sufficient scope, family education would be viewed within
the larger picture of the community’s vision and goals.

The discussion concluded with a reiteration of the centrality of personnel and
community mobilization to the work of the Lead Communities project.

Calendar

A. CIIE Calendar

A proposed calendar of meetings of various groups related to the Lead
Communities project was presented for discussion. It was proposed that
key lay leaders and professionals of the Lead Communities and CIJE meet
three times a year, including one meeting to be held in conjunction with
the GA. The purpose of these meetings would be to bring lay people on
board and get their input.

It was suggested that the key professionals of the Lead Communities and
CIE meet five times each year, for two or three days each time, to work
together on the overall design of the project. In addition, CIJE staff would
be in each Lead Community every four to six weeks.

It was suggested that the location of the joint meetings be rotated among
the Lead Communities. This would save on expense while permitting the



B.

communities to share their work. The issue of cost was discussed. It will be
important to make the case for the centrality of these joint meetings in
order for funding not always to be an issue. It was suggested that by
dovetailing the meetings of lay leaders with those of professionals, some
savings could be realized.

At the conclusion of the seminar, the proposed calendar was reviewed and
revised to reflect deliberations. A copy of the revised calendar is attached.

Local Calendars

Each community was asked to outline its local calendar of Lead
Community activities.

1. Milwaukee
a. Commission—will continue to meet quarterly beginn}ng June 1993
b. Steering Committee —every six weeks (ongoing)
c. Task Forces
1. Personnel—on a two year time line
2. Strategic planning —working on five year plan including
visioning and goals project.
d. Educators’ Survey —administered now through June ’93, data
analysis Summer ’93.
e. Market analysis ]
Needs Analysis — Fall'93
following plan outline |
f. Fund Development —beginning November 93

2. Baltimore

d.

Fomtho oo o

The Center for Advancement of Jewish Education has just been
formed (CAJE).

CAJE will establish a CIJE committee —July 1, 1993.

Strategic planning by CIJE committee — July to August *93.
Convene rabbinic and senior educator leadership — August 93.
Launch CIJE Committee —September "93.

Conduct Educators’ Survey — September to October '93.
Monthly meetings of CIJE Committee —October 93 to June ’95.
Finance resource development.



3. Atlanta

@ e oo

h.

Council on Jewish Continuity — continue to meet every two months.
New director of Jewish Educational Service to begin July 15, 1993.
Educators’ Survey —administer in September ’93.

Task Force on Israel Experience —form in August/September ’93.
Task Force on Teacher Training —establish Fall "93.

JCC Judaic content study to be undertaken.

Market study on formation of second Jewish high school —Spring
'93.

Resource development—ongoing

In the discussion that followed, communities were asked to consider how
their calendars work to further the goals of community mobilization and
personnel development as two key enabling options. It was suggested that
the local commissions consider these issues in relation to their current
priority concerns. It will be important for CIJE to work closely with the
local commissions as they set their agendas.

Lay Leadership Relationships

A chart for communications among lay leaders was designed to parallel the
chart designed for professional staff. The concentric circles of a parallel chart
move from the center outward as follows:

A. CIJE

Board members

B. CJF and Local Federation Leadership
(As with the professional staff, these first two groups would work together
closely)

C. Local congregations and synagogues plus continental denominational
leadership; local schools and agencies; informal Jewish education
organizations; national Jewish education organizations (e.g., JESNA,
JCCA, Hillel, etc.); universities.

D. Foundations cut across all these lines.

It was suggested that the model for lay leaders requires further refinement.



Goals Project

Seymour Fox described a project of the Mandel Institute on “the educated
Jew.” This is a theoretical approach to the desirable products of Jewish
education. It grapples with such issues as what might be the ideal outcomes of
Jewish education and what might an educated Jew look like.

As this project is unfolding, CIJE is working with the major training ~
institutions and denominations for help in defining goals for their own groups.
Each movement is working on its own set of objectives which will be available
for local denominational groups to use.

Discussion focused on the importance of goals for the measurement of

outcomes. It was noted that this will be an ongoing discussion as this project
unfolds.

Funding and Fundraising

Art Naparstek reported on his activity related to fundraising for CIJE. He is in
touch with both Jewish foundations and secular funding sources for support of
various aspects of the project. In addition, it was suggested that we should

work together to tap into sources of local community support and Federation
endowments.

It was suggested that ongoing support for the Lead Communities Project
should be sought locally, while national sources might be approached to
support innovative ideas. The approach to national foundations should be
coordinated through CIJE, which can help by demonstrating the potential for
impact beyond the local communities.

It was suggested that a development committee be established within CIJE, to
include representatives of the Lead Communities as well as the CIJE board.
This committee would go to the Lead Communities to challenge their peers to
support the project.

The role of CIJE is to work with national foundations where there is a specific
focus and to help the local communities develop a coordinated approach to
certain foundations which would be more interested in a project which spans
the communities. At the same time, individual communities will have their
own interests and should be able to approach CIJE for assistance in
submitting proposals to foundations.

e



VIII. Additional Issues

A. Definition of the Feedback Loop

It was noted that there is a field researcher in each of the three
communities for the Monitoring, Evaluation and Feedback Project. Among
the tasks of the field researcher is to observe work related to the Lead
Communities project and continually feed in useful information on a
timely basis. As the project moves forward, feedback should be provided
on a monthly basis to designated CIJE and Federation senior staff and lay
leadership. This process should highlight issues raised by the Lead
Community as well as those which the field researchers believe are
important to address. At present, this is a process of monitoring and
feedback. Evaluation can begin once the goals of the project are more
clear.

A survey is being conducted on the professional lives of educators in each
of the communities. The first round of the Educators’ Survey will entail
formal educators. The Educators’ Survey will provide information to the
community about the following items on Jewish educators:

e Their perceptions of Jewish education

e Their current and prior experience

e Their training and staff development experience
e The schools they work in

e Their personal background.

As a report is drafted, CIJE will check with each community to determine
issues which should be addressed.

B. Definition of a Lead Community Project

It was noted that in the excitement of the identification of each community
as a Lead Community, projects are being initiated and identified as “Lead
Community projects” by people or organizations in a particular community
without these necessarily going through any process of content, quality
control or sign-off by either the community or CIJE that would make it
part of the LC Project.

It was suggested that CIJE and the local community be open to requests
for the names of people who might be helpful in the development of a



project. However, in order for any project to be a “Lead Community
project,” it must fit within the goals of the LC project and its specific plans.
Guidelines should include the following:

1. Process—has to fit within the plans defined by the local CIJE
comumission.

2. Content—has to fit within the enabling options.
3. Scope—has to be strategic, with potential for long-term impact.
4. Quality—has to fit within the goals of the Lead Communities project.

If a CIJE consultant or staff member is approached by someone in a Lead
Community for advice on a project, that person should report this to the
local Federation contact for follow- up—outside the Lead Communities
process. o -

. Vision

Besides the goals project described earlier in the seminar, it was noted that
the communities are working toward developing visions for Jewish
education to serve as the basis of mission statements. The basic question is
what a Lead Community should look like in the twenty-first century. It was
suggested that it is important to set forth the ideal in order to develop the
strategies necessary to move forward.

. Concluding Remarks

It was reported that Shulamith Elster has decided that the time has come
for her to work closer to home. She will be available to work with CIJE on
special projects in the future, but will be leaving her role as Education
Officer for CIJE. All present noted their gratitude for the work she has
done in moving this project forward and in being the CIJE’s link to the
communities.

At the conclusion of the meeting it was suggested that participants take
some time to reflect on the deliberations and to absorb what was said,
following which decisions should be operationalized by CIJE and
Federation senior staff. This was seen as the first of a series of meetings to
help us move forward together toward a common goal.



: Draft 2

PROPOSED CALENDAR OF MEETINGS
LEAD COMMUNITIES AND CIJE

1993 1994

MEETING May | June | July | Aug. | Sept | Oct. | Nov. | Dec. [ Jan. | Feb. | Mar. | Apr.
1. Key Lay Leaders X X X
& Pros—L.C.s &
CIJE (2X/Year +
GA)

2. Key X X X X X

Professionals L.C.s
% CIJE (5X/Year)

3. CIJE Staff to
Each LC (Every 4-6
Weeks)

Atlanta X X X [X X X X X [X |X |X
Baltimore .XXXXXXXXXXX

Milwaukee X X| X X| X| X| X| X Xl X X

4. Educator’s
Survey

Atlanta

Baltimore

Milwaukee

D




Universities

Federation-Funded Agency Staff

Rabbis

Foundations
Other Educators
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Communications & Policy Model
Within Local LC
Pro



Mandel Institute

Lead Communities Simulation Seminar

April 27-29, 1993

Participants:

I.

Harriet Blumberg, Ami Bouganim, Seymour Fox, Annette Hochstein, Alan Hoffmann,

Marshall Levin, Daniel Marom, Oriana Or, Marc Rosenstein, Carmela Rotem, Shmuel
Wygoda

Concerns That Need to be Addressed

Both the CIJE staff and the LC leaders have expressed various concerns regarding the lack of
clear progress in the project. In large part these concerns seem to be due to deficiencies in
communication and in lack of a clearly defined joint planning and decision-making process
involving all players.

Specifically, the communities are concerned about:

a) “false starts”

b) alack of clarity about who the CIJE is and who speaks for it

c) a feeling that the CIJE and the community may not be pursuing the same agenda
d) confusion over the role of the field researchers placed in the communities

e) whether and how they can expect to get funding assistance from the CIJE

f) alack of clarity about the structure of the relationship of the LCs to the CIJE: are they to
operate as individual clients, or as a group?

g) a lack of clarity about who holds decision-making power: is this an equal partnership be-

tween the LCs and the CIJE? And where do the national denominational organizations fit
in?

h) a lack of understanding of what is meant by systemic change: how broad is the scope of the
program, and how much room does it have for modest initiatives?
i) why does there seem to be no long-term plan; why do decisions get made on short notice?

The CIJE is particularly concerned about the failure of the communities thus far to generate
involvement by the intended broad spectrum of lay and professional leaders; indeed the CIJE
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feels rather at a loss, as this lack of involvement is accompanied by a lack of knowledge of the
dynamics and the structure of the communities’ leadership: a “mapping” is needed.

Partnership: “The Wall-to-Wall Coalition”

It turns out that the “wall to wall coalition” that has been assumed as a precondition for the
LC process is not so easily achieved; nevertheless, it is essential. While the CIJE cannot step
in and organize local communities, there was consensus that part of the joint planning process
to be carried out by core community leadership with CIJE staff must include the preparation

of strategies for effective communication of the LC program to all players, and for “bringing
on board” all relevant constituencies.

It was suggested that for purposes of this communication, communities be seen as concentric
in structure, with the professional leadership described by the following sequence from core to
periphery:

1) CIJE

2) Senior Federation staff

3) Senior educators and rabbis

4) Federation line staff, other educators, staff of Federaticn funded agencies

5) Informal educational organizations, foundations, universities

Levels 1 and 2 will constitute the key decision-making level (“core community leadership”);
level 3 will be the primary link to the community at large and to the supra-communal religious
(“denominational”) institutions.

What remains to be done is to develop a similar analysis of lay leadership, and to plan the
process of communication to and involvement of lay leaders.

It was emphasized that the appearance on the horizon of the CIJE, the “commission process,”
and the LC project has not suddenly erased the deepseated conflict between the Federation
world and synagogue- based institutions. While research has convinced Federation leaders of
the importance of maintaining religious institutions, and while synagogue and denominational
leadership supports and participates in the Federation process, the relationship is still a tou-
chy one. We must beware of the danger that synagogue-based leaders and educators will see
the LC project as just another power-play by the Federation, designed to take over control of
Jewish education.

The Goals Project may help bring these two worlds together, as it uses the resources of the
Federation and the CIJE to address issues of educational content, but does so through the
denominational movements. Thus, by forging a partnership on the national level, we expect to
be able to stimulate the formation of parallel partnerships on the local level. Moreover, this
project helps to bridge another gap: that between the “scientific” approach of communal (i.e.
Federation) administrators who require measurability and the traditional “Torah for its own
sake” approach of the religious education establishment. An important objective of the Goals

2




Project is to stimulate civilized competition among the movement institutions, challenging
them to take an active role in supporting local communities, especially in the areas of person-
nel development, and of educational goals.

III.  Scope

It is crucial to the success of the LC project that all involved understand the goal of systemic
change. If communities perceive the LC project as simply a mechanism for obtaining funding
for interesting local programs, then the point will have been missed. Therefore we must be-
ware of pursuing “pilot projects.”

An important means for conveying the “systemic change message” is to focus on the supra-
communal nature of the LC planning process: while each community is unique and will
develop its own program in consultation with the CIJE and the denominational institutions,
we must cultivate an additional layer of planning and joint activity, involving all three lead
communities as a group. .

Another element in our communication strategy must be the clarification of the distinction
between the two key “enabling” options and the various support projects. All LC activity must
be focused through the lenses of personnel and community mobilization. We must make it
clear that the support projects (Goals, Best Practices, Mcnitoring, Evaluation-Feedback) are

merely means to address the two key issues and should not be seen as the essential core of
CIE’s activity.

IV.  CIJE-Community Relationships

With respect to funding and fundraising, it is important to clarify the process, so that the
communities. expectations and those of the CIJE will match. If indeed all parties see them-
selves involved in a joint planning process, it should follow that they will see themselves as
involved in a shared responsibility for fundraising. The CIJE must make it clear to community
leaders that it is only prepared to assist with fundraising (from extra-communal resources) for
efforts that foster systemic change and that address one or both of the two enabling issues. At
the same time, the CIJE must demonstrate sensitivity to the communities’ need for lead time
in planning any significant change in local fundraising priorities—and to the reality that while
education may now have become a higher priority, it is still not the only priority.

If a relationship of trust is to be established between the CIJE and the local communal
leadership, we must engage in a thoughtfully designed program of joint planning. A partner-
ship cannot work if either side feels manipulated or disenfranchised. While the communal
leadership accepts wholeheartedly the need for large-scale change, and respects the CIJE
leadership and staff, the relationship to this pointhas not been free of such feelings of manipu-
lation and disenfranchisement. It is essential that the May planning seminar be the first step in
a process that takes “process”seriously (see below).

w



With respect to decision-making regarding programming, the concentric hierarchy (above)
must be followed: each successive level (starting from the core) must “sign off” on a new
program or policy before the idea is presented to the next level of leadership. While the CIJE
can of course withhold support from projects the community adopts over its objections —and
while the indirect costs to a community of flaunting CIJE opposition can be substantial —the
CUE cannot dictate community policy. Clearly, if an effective joint planning process is in
place, such head-on collisions should be avoidable. A case in point of a planning glitch that
has caused tension —but which may in the end turn out to be beneficial —is that of the station-
ing of the field researchers in each community. These were intended to serve as impartial
observers,gathering data to do a proper evaluation of change in the communities. However,
since they landed in the communities before any other manifestations of CIJE involvement
were apparent, they ended up being perceived as representing the CIJE. In some cases, they
accepted that role; in addition,their being fully funded by the CIJE gave the impression that
the CIJE was indeed a funding agency. Now, the CIJE and the local communities must decide
together exactly what role these researchers should play, and who should “own” them: it may
indeed be best for them to work for the community directly, rather than to serve as the eyes
of “big brother.”

¥ The Process
What we need now:
a) a two tiered action plan: individual LCs and the three LCs as a unit
b) clarity of expectation, and lead time: a two-year planning calendar

c) a plan for communicating the general ideas and specific programs of the LC project to all
community constituencies (see above)

d) some visible results (new programs), to convince the communities that the project is real
and worthwhile

e) a joint planning process in which both LC leadership and CIJE have power and responsi-
bility based on a shared vision of the overall approach

The May 10-11 Planning Seminar: “Towards a Joint Action Plan”
Day 1

1. Opening presentation (Henry L. Zucker) on the current understanding of the LC process,
its successes and setbacks,based on the list of concerns raised a the simulation seminar
(see above, I).

12

Presentation and exercise on partnership structure (Marshall Levin): concentric circles
professional leadership;development of parallel chart for lay leadership.

3. Presentation of draft action plan and 28 month calendar of milestones and planning semi-
nars for the CIJE with the group of three LCs (see below, “key elements of calendar”).

4




Projection of developments in the two enabling options and the three support projects to
fit the proposed calendar.

Assignment for overnight homework for representatives of each community: prepare draft
of local action plan to fit with group action plan proposed in 3-4 above.

Integrate group and local plans to produce a master grid, to be studied in each community,
for formal approval at session of lay and professional leadership in August/September

Session on fundraising or goals (?)

Session for responding to various concerns and questions of community representatives
not dealt with in agenda thus far.

Key elements of calendar:

key lay leaders with top professionals and CIJE will meet twice a year plus once at the GA
for a more ceremonial gathering.

project directors will meet as a group with CIJE staff bimonthly (except summer) plus the
three above-mentioned lay leadership meetings

visits by CIJE staff to local communities: every six weeks

should be some kind of Israel experience each year Preparatory materials:

It was agreed not to send participants heavy doses of background reading, but rather to pre-
pare a binder containing worksheets for use during the meeting itself, to be distributed upon
arrival.



August 12, 1992

A.

LEAD COMMUNITIES AT WORK

INTRODUCTION

The Commission on Jewish Education in North America completed its work with five
recommendations. The establishment of Lead communities is one of those recommenda-
tions, but it is also the means or the place where the other recommendations will be played
out and implemented. Indeed, a lead community will demonstrate locally, how to:

L.

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

Mobilize community support to the cause of Jewish education;

Develop aresearch capability which will provide the knowledge needed to inform decisions
and guide development. In Lead Communities this will be undertaken through the
monitoring, evaluation and feedback project;

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

. The fifth recommendation is, of course, the lead community itself, to function as a local

laboratory for Jewish education.

(The implementation of recommendations at the continental level is discussed in separate docu-
ments.)

B. THE SCOPE OF THE PROJECT

it

A Lead Community will be an entire community engaged in a major development and
improvement program of its Jewish education. Three model communities will be chosen
to demonstrate what can happen where there is an infusion of outstanding personnel into
the educational system, where the importance of Jewish education is recognized by the

community and its leadership and where the necessary resources are secured to meet
additional needs.



LEAD COMMUNITIES AT WORK

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

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

3. The Lead Community project will deal with the major educational areas — those in which
most people are involved at some point in their lifetime:
e Supplementary Schools

Day Schools

JCCs

Israel programs

Early Childhood programs

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

o Adult learning

e Family education

o Summer camping

e Campus programs

e FEic..

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

5. Alarge proportion of the community’s Jewish population would be involved.

C. VISION

A Lead Community will be characterized by its ongoing interest in the goals of the project.
Educational, rabbinic and lay leaders will project a vision of what the community hopes to
achieve several years hence, where it wants to be in terms of the Jewish knowledge and
behavior of its members, young and adult. This vision could include elements such as:

® adolescents have a command of spoken Hebrew;

® intermarriage decreases;

® many adults study classic Jewish texts;

® educators are qualified and engaged in ongoing training;

® supplementary school attendance has increased dramatically;
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e a locally produced Jewish history curriculum is changing the way the subject is addressed
in formal education;
e the local Jewish press is educating through the high level of its coverage of key issues.

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

1. At the communal level the leadership would develop and articulate a notion of where it
wants to be, what it wants to achieve.

2. At the level of individual institutions or groups of institutions of similar views (e.g., all
Reform schools), educators, rabbis, lay leaders and parents will articulate the educational
goals.

It is anticipated that these activities will create much debate and ferment in the community,
that they will focus the work of the Lead Communities on core issues facing the Jewish
identity of North American Jewry, and that they will demand of communities to face complex
dilemmas and choices (e.g., the nature and level of commitment that educational institutions
will demand and aspire to). At the same time they will re-focus the educational debate on the
content of education. A

The Institutions of Higher Jewish Learning, the denominations, the national organizations
will join in this effort, to develop alternative visions of Jewish education. First steps have

already been taken (e.g., JIS preparing itself to take this role for Conservative schools in
Lead Communities).

D. BUILDING THE PROFESSION OF JEWISH EDUCATION

Communities may want to address the shortage of qualified personnel for Jewish education in
some of the following ways:

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

o

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

3. Develop ongoing in-service education for most educators in the community, by program-
matic area or by subject matter (e.g.the teaching of history in supplementary schools; adult
education in community centers).
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4.

5.

6.

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

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

Develop a thoughtful plan to improve the terms of employment of educators in the
community (including salary and benefits, career ladder, empowerment and involvement
of front-line educators in the Lead Community development process.)

Simultaneously the CIJE has undertaken to deal with continental initiatives to improve the
personnel situation. For example it works with foundations to expand and improve the
training capability for Jewish educators in North America.

E. DEVELOPING COMMUNITY SUPPORT

This could be undertaken as follows:

1.

Establishing a wall-to-wall coalition in each Lead Community, including the Federation,
the congregations, day schools, JCCs, Hillel etc...

Developing a special relationship to rabbis and synagogues.

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

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

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

Establish a local implementation mechanism with a professional head.

Encourage an ongoing public discussion of and advocacy for Jewish education.
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F. THE ROLE OF THE CIJE IN ESTABLISHING LEAD COM-

MUNITIES

The CIJE, through its staff, consultants and projects will facilitate implementation of

programs and will ensure continental input into the Lead Communities. The CIJE will make
the following available:

i

2

BEST PRACTICES

A project to create an inventory of good Jewish educational practice was launched. The
project will offer Lead Communities examples of educational practice in key settings,
methods, and topics, and will assist the communities in “importing,” “translating,” “re-in-
venting” best practices for their local settings.

The Best Practices initiative has several interrelated dimensions. In the first year the
project deals with best practices in the following areas:

*  Supplementary schools

Early childhood programs

Jewish community centers

Day schools

Israel Experience programs

*
*
x

*

It works in the following way:

a. First a group of experts in each specific area is recruited to work in an area (e.g,
JCCs). These experts are brought together to define what characterizes best practices

in their area, (e.g., a good supplementary school has effective methods for the teaching
of Hebrew).

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

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

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

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

b. To evaluate progress in Lead Communities — assessing, as time goes on, the impact
and effectiveness of each program, and its suitability for replication elsewhere.
Evaluation will be conducted by a variety of methods. Data will be collected by the
local researcher. Analysis will be the responsibility of the head of the evaluation team
with two purposes in mind: 1) To evaluate the effectiveness of individual programs and
of the Lead Communities themselves as models for change, and 2) To begin to create
indicators (e.g., level of participation in Israel programs; achievement in Hebrew
reading) and a database that could serve as the basis for an ongoing assessment of the
state of Jewish education in North America. This work will contribute in the long term
to the publication of a periodic “state of Jewish education” report as suggested by the
Commission.

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

During the first year the field researchers will be principally concerned with three ques-
tions:

(a) What are the visions for change in Jewish education held by members of the com-
munities? How do the visions vary among different individuals or segments of the
community? How vague or specific are these visions?

(b) What is the extent of community mobilization for Jewish education? Who is involved,
and who is not? How broad is the coalition supporting the CIJE’s efforts? How deep
is participation within the various agencies? For example, beyond a small core of
leaders, is there grass-roots involvement in the community? To what extent is the
community mobilized financially as well as in human resources?

(c) What is the nature of the professional life of educators in this community? Under
what conditions do teachers and principals work? For example, what are their salaries
and benefits? Are school faculties cohesive, or fragmented? Do principals have of-
fices? What are the physical conditions of classrooms? Is there administrative support
for innovation among teachers?

The first question is essential for establishing that specific goals exist for improving Jewish
education, and for disclosing what these goals are. The second and third questions concern
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4.

the “enabling options” decided upon in A Time to Act , the areas of improvement which
are essential to the success of Lead communities: mobilizing community support, and
building a profession of Jewish education.

PROFESSIONAL SERVICES

The CLJE will offer professional services to Lead Communities, including:
a. Educational consultants to help introduce best practices.

b. Field researchers for monitoring, evaluation and feed-back.

c. Planning assistance as required.

d. Assistance in mobilizing the community.

FUNDING FACILITATION

The CIJE will establish and nurture contacts between foundations interested in specific
programmatic areas and Lead Communities that are developing and experimenting with
such programs (e.g., the CRB Foundations and youth trips to Israel; MAF and personnel
training; Blaustein and research).

. LINKS WITH PURVEYORS OR SUPPORTERS OF PROGRAMS

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

G. LEAD COMMUNITES AT WORK

The Lead Community itself could work in a manner very similar to that of the CIJE. In fact, it
is proposed that a local commission be established to be the mechanism that will plan and see
to the implementation and monitoring of programs.

What would this local mechanism (the local planning group) do?

a. It would convene all the actors;

b. It would launch an ongoing planning process; and

C.

It would deal with content in the following manner.
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1. It could make sure that the content is articulated and is implemented.

2. Together with the team of the Best Practices project and with the Chief Education Officer,
it would integrate the various content and programmatic components into a whole. For
example: it could integrate formal and informal programs.

It could see to it that in any given area (e.g., Israel experience) the vision piece, the goals, are
articulated by the various actors and at the various levels:

e by individual institutions

® by the denominations

e by the community as a whole.

In addition, dealing with the content might involve having a “dream department” or “blues-
kying unit,” aimed at dealing with innovations and change in the programs in the community.

H. LAUNCHING THE LEAD COMMUNITY — YEAR ONE

During its first year (1992/93) the project will include the following:
1. Negotiate an agreement with the CIJE including:
a. Detail of mutual obligations;

b. Process issues — working relations within the community and between the com-
munity, the CIJE and other organizations

c. Funding issues;

d. Other.

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

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

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

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

6. Undertake an educational self-study, as part of the planning activities:
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Most communities have recently completed social and demographic studies. Some have
begun to deal with the issue of Jewish continuity and have taskforce reports on these.
Teachers studies exist in some communities. All of these will be inputs into the self-study.
However, the study itself will be designed to deal with the important issues of Jewish
education in that community. It will include some of the following elements:

a. Assessment of needs and of target groups (clients).
b. Rates of participation.

c. Preliminary assessment of the educators in the community (e.g., their educational back-
grounds).

The self-study will be linked with the work of the monitoring, evaluation and feedback
project.

Some of the definition of the study and some of the data collection will be undertaken with
the help of that project’s field researcher.
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A. Function, Structure and Staffing Assumptions

The following assumptions guide this plan:

1.

The function of the CIJE is to do whatever is necessary to bring about the implementation
of the Commission’s decisions. This includes initiating action, being a catalyst and a

facilitator for implementation. The CIJE is not a direct provider of services except
consultations.

The CIJE is a mechanism of the North American Jewish community for the development

of Jewish education. Optimally an increasing number of leaders would see it as their
organization for purposes of educational endeavours.

It will always be a small organization with few staff and high standards of excellence. We
assume that its staff will include, in addition to the Executive Director, and an administra-
tive support staff, a planner, a chief education officer, a director of research and community
projects, as well as possibly some additional staff with content expertise.

The plan is based on the assumption that the assignment includes fundraising for the CIJE
and for the CIJE’s contribution to Lead Communities.

B. Establishing Lead Communities

The bulk of the CIJE’s work for this coming year will be the pro-active efforts required to
establish lead communities, to guide them and guarantee the content, the scope and the
quality of implementation, and to help raise the necessary funds for the CIJE’s share in their
work, as well as for the lead communities themselves (the CIJE’s role in funding was debated
at the August meetings —I am not sure that this formulation accurately reflects the debate).
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C. Elements of the Workplan for Lead Communities

o Immediate: Preparation, Negotiations and Launch

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

2. Prepare CIJE staff for the assignment with LCs and have periodic staff meetings for
ongoing work. Items 1 and 2 involve further preliminary development of the concept of
Lead Communities, its translation into specific content and practice.

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

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

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

6. Convene an ongoing (monthly?) planning seminar of the lead communities and the CIJE
to further develop and design the concept of LCs. Given the innovative and experimental
nature of the project, much needs to be worked out jointly with the best available talent
joining forces for the design and planning work. This will also provide a basis for networking
among LCs.

The character of the first meeting, to be convened as soon as possible, is yet to be
determined (e.g., should it be a major meeting aimed at socializing, acquainting, familiariz-
ing the leadership (lay and professional) with the ideas, staff, actors, projects, foundations,
related to the CIJE; or should it be a smaller meeting of several representatives of each
community and of the CIJE (see appendix B for possible scenario).

7. Setup the various expert contributions of the CIJE:

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

[§%]
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b)

d)

h)

)
)

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

Negotiate with foundations, organizations and purveyors of programs the nature of
their involvement and their contribution to lead communities. Begin training them for
the assignment (e.g., discuss the institutions of higher Jewish learning, their role in
in-service and pre-service training, as well as their role for the articulation of visions or
goals of Jewish education; work with the JCCA, JESNA, CAJE, CLAL: approach
program-oriented foundations with specific programs). This requires preparing back-
ground documents—for example, what would the Israel experience be in a lead
community —and discussing with the appropriate organization or foundation their
interest in taking all or part of the program upon themselves.

Provide funding facilitation as required.

Provide planning guidance for:

1) The self-study

2) The one-year plan

3) Pilot projects to be launched in year 1
4) The five-year plan

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

Introduce the Monitoring and Evaluation project in the community (field researchers
to conduct preliminary interviews) and help process the findings of the periodic
reports (first one in January 1993).

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

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

Develop networking between communities.

Develop means of communications and P.R.

8. Toward the end of the year: gear-up towards implementation
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e Ongoing Work—General CIJE and Related to Lead Communities

1) Board meetings (August and February), executive group, board committees (lead com-
munities, Monitoring/Evaluation, Best Practices) and camper assignments.

2) Senior advisory group meetings or conference calls.
3) Monthly CIJE-lead communities planning seminar.
4) Fundraising.

5) Ongoing contacts with constituencies (organizations, purveyors of programs, foundations,
lay leaders, educators, rabbis).

6) Staff meetings (for planning and discussion of educational content —twice a year).

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

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

D. Beyond Lead Communities:

Major areas of endeavor of the CIJE and suggested action in each area for the next 12 months
(please note: areas 1, 2, and 3 below must be dealt with both at the continental level and in
lead communities).

1. Community mobilization and communications

Plan and launch the activities that will hélp mobilize communities, organizations and leaders
to Jewish education and create more fertile grounds for access to the resources required
(beyond the three communities selected). Areas of endeavour might include:

e Work with the 23 applicant communities to the Lead Communities Project (or with
any differently defined large group of communities) to capitalize on goodwill, initial
interests, local initiatives. This should initially include a very limited number of ac-
tivities —until the CIJE’s work load permits more. For example: during the coming
year one might convene once or twice representatives of the communities to share
with them two topics
—findings of the Best Practices Project and methodology of the Monitoring, Evalua-
tion and Feedback Project
—and meetings with programs and representatives of programmatic foundations
(CRB for Israel; Melton for the adult mini-school; Revson for media; etc.).



DRAFT FOR DISCUSSION ONLY THE CIJE—PRELIMINARY WORKPLAN SEPTEMBER 1992

e TLaunch a communications program that will continue the work begun with the publi-
cation of A Time to Act. '

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

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

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

3. Developing a research capability

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

4. Establishing lead communities

(See above).




January 26, 1993

Fall Seminar—Some Suggestions

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

The components might include:

8

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

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

a. Communities introduce themselves, their views, hopes, ideas, past achievements, etc.

b. The CIJE introduces the present state of the lead community idea —its evolution from
the Commission to today. The notion of these communities as spearheads for systemic
change —for addressing the problems of Jewish education/continuity.

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

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

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

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

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

c. Monitoring, Evaluation and Feedback: same.

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

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

in-service training programs

CAJE

JESNA

JCCA

the Melton mini-school

the CRB foundation

etc.

7. Closing session and discussion of next steps.
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Laying the Groundwork for the Experiment in Congregational Education

Rhea Hirsch School of Education
Hebrew Union College-Jewish Institute of Religion
in partnership with
The Commission on Jewish Education for the Reform Movement

The Problems of Congregational Schools

It is estimated that 80% of Jewish children in America will attend a Jewish
school at some point in their lives. For over two thirds of these students, that
school will be a supplementary school under congregational auspices.
Critiques of the supplementary school date back to the 1880's, and have
remained remarkably constant over the years. Supplementary schools
having been faulted for being boring and irrelevant, having unqualified
teachers, and lacking substantive parental involvement and support. In
many urban centers the problems of supplementary schools have deepened,
as day schools have siphoned some of the most committed parents, as well as
the most professional teachers. These problems combine to limit the
supplementary school in its ability to provide its students with either
substantial knowledge of or a deep commitment to Jewish life.

Despite numerous attempts to address these problems through curricular
revisions and programmatic innovations, the essential structure and
organization of most congregational schools has not changed much since the
1950's. &

The Role of the Rhea Hirsch School of Education

in Improving Congregational Education

The RHSOE, the Reform Movement's premier graduate program for the
training of professionals in Jewish education, was founded in 1969. The
school has over 150 alumni who serve in congregations, schools, camps,
universities and other educational institutions throughout North America,
and in England and Israel as well.

During the spring and summer of 1992, RHSOE faculty and staff engaged in a
strategic planning process, which was supported, in part, by the Mandel
Associated Foundations. In the course of our deliberations we became
convinced that the RHSOE must not only prepare future educators, but also
work more directly towards the improvement of settings in which our
graduates work. While it would be unrealistic to expect that we could work
intensively with hundreds of schools, camps, and Jewish centers, the RHSOE
might well serve as a catalyst for improving these institutions through very

' targeted experiments, such as the Experiment in Congregational Education. A
second grant from the Mandel Foundation enabled us to initiate the ECE in
partnership with the Commission on Jewish Education.



The Experiment in Congregational Education

The purpose of the ECE is to stimulate a revitalization and re-configuration of
congregational education. The ECE will bring together a small number of
congregations (between four and eight) which will work together to re-think
their notions of Jewish education and explore ways of restructuring their
educational programs. Over the course of a three year period, these
congregations will engage in a process of examining: what their goals are for
Jewish education; what changes in their current institution will meet both
their needs and their goals; and what resources will be required to institute
these changes? As answers to these questions become clear, each of the
congregations will develop and implement a plan for the reconfiguration of
the totality of its educational programming.

The ECE is not undertaken with any fixed idea of the the final product that
will emerge from the process of reconfiguration. It is likely that a number of
different new structures will emerge, perhaps as many new models as there
are partners in the ECE. ' But while we have no preconceived notion of the
new structures which the experiment will yield, we do have some very strong
convictions about the process which each congregation involved in the
experiment will have to undergo. Our reading of research in educational
innovation in the public sector and our first-hand experience working with
congregational schools have led us to the conviction that school restructuring
can only be successful when the process of deciding on the new structure is
both broad and deep. The entire spectrum of congregational membership
must be represented in this process, which must involve incisive probing
into people's Jewish identities, commitments, needs, and values.

Beyond its immediate benefit in the improvement of education in a number
of congregations, the ultimate contribution of the ECE will be to the entire
field of Jewish education. After four years of analysis, intervention and
documentation, we will have a much more sophisticated understanding of
the internal dynamics of education in the congregational setting, and the
possibilities for change in Jewish education. We will have a number of viable
models of restructured institutions, and a wide range of new programmatic
alternatives. We hope to use this knowledge in the creation (four years
hence) of a “Laboratory for Congregational Education,” which will serve as a
resource to a larger number of congregations.

Phase One: The Initial Consultation

A new and complicated undertaking, such as the ECE, requires input from a
variety of sources. In launching the ECE, we wanted to draw on the expertise
of scholars and researchers in related fields, as well as congregational leaders
from a range of settings. Thanks to a grant from the Nathan Cummings
Foundation, a group of 25-30 scholars and congregational leaders with prior




experience and expertise in this area will be brought together for a two-day
consultation in May, 1993.

The goals of this consultation are:

1) To gain a deeper understanding of what it will take to assist congregations
in reconceptualizing and restructuring the full range of their educational
offerings.

2) To be in a position to decide:

a) how the consortium of congregations might operate;
b) how partners in the consortium might be selected;
c) how research at each site might be conducted.

While decisions of this sort will probably not be reached at the consultation
itself, the issues involved in making these dedsions will be discussed.

We have attempted to structure the consultation in such a way as to permit
-each participant to share his or her knowledge and expertise, and the group as
a whole to break new ground in applying its collective wisdom to the task at
hand. Five papers have been commissioned which cover five relevant areas
of scholarship:

a) What do the Jewish social sciences have to teach us about the current state
of congregational education? What can we infer from the work of
sociologists and anthropologists about the prospects for changing our
current structures? This paper will be written by Riv-Ellen Prell, professor
of anthropology at the University of Minnesota.

b) What are the cultural, economic and political forces internal to
congregations which result in particular educational arrangements, and
how might these forces br harnessed to expedite the process of
restructuring? This paper will be written by Joseph Reimer, professor of
Jewish education at Brandeis University.

c) What processes will enable congregations to reconceptualize their
educational programs and to prepare themselves for change? This paper
will be written by Susan Shevitz, professor of Jewish education at
Brandeis University. '

d) What accounts for the durability of the dominant model of supplementary
schooling? What attempts have been made to break this mold? Is
fundamental restructuring necessary? Is it possible? How does it differ
from innovation in a particular area? This paper will be written by Isa
Aron, professor of Jewish education at the Rhea Hirsch School of -
Education, HUC-JIR.



e) What can we learn from the past two decades of innovation in American
public schools that might be applicable to the private, voluntary, part-
time, anarchic non-system of congregational education? This paper will
be written by Larry Cuban, professor of education at Stanford University.

These papers will be sent out in advance, several weeks prior to the _
consultation. Participants will be asked to respond to the issues raised in the
papers, based on their particular experience and expertise. Then the group
will work together to define, outline and adumbrate the process of -
restructuring congregational education.



RHEA HIRSCH SCHOOL OF EDUCATION
Hebrew Union College-Jewish Institute of Religion

Reconceptualizing Congregational Education

Tentative Program for Consultation on May 17-18, 1993

Introduction

SESSION I

SESSION II

SESSION II

SESSION IV

-

The Synergy Required to Arrive at a New Vision or Paradigm
of Congregational Education

The mission of coneregations and congregational education
(Monday morning)

What cught to be the mission of congregations? What should
the role of Jewish education be, within this larger mission?

Drawing on our own knowledge, and our reading of the papers,

we will contrast ideal views with the current realities.

What operating assumptions guide our current paradiem of
congregational education? (Monday afternoon)

What are the implications of the assumptions that undergird
current paradigms of Jewish education? What might we
want/need to challenge in some of these assumptions?

What is Jewish learning? What power does it have to shape
and transform peoole’s lives? (Monday evening)

What experiences of Jewish learning in our own lives were
transformative? What factors made them so powerful? What
circumstances might make these kinds of experiences more
common for members of congregations?

Deriving conceptual principles as a euide for reconceptualizing

congregational education. (Tuesday morning)

What core affirmations and assumptions would be consonant
with an enhanced vision for congregational education? What
conceptual principles can we affirm?



SESSION V

SESSION VI

What _are the forces that enhance or inhibit change in
congregations? (Tuesday morning and afternoon) '

Presentations by representatives of Leo Baeck Temple in Los
Angeles and Congregation Beth Am in Los Altos Hills, on the
process of restructuring education in their congregations.

What can we learn from these two case studies about the -
necessary pre-conditions for restructuring, and guidelines for
the process itself? From this, we will derive a set of operational
principles for restructuring congregational education.

Where do we go from here? (Tuesday afternoon)

Presentation on how a coalition might work, drawing on several

_model_s.

Review of the "principles" arrived at in prcvio‘us sessions;
discussion of the relationship between the two types of
principles.

Next Steps
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MEMORANDUM
July 18, 1993

To: Annette, Seymour, and Shmuel

From: Adam

CC: Ellen, Roberta, Julie

Re: Ambiguities in CIJE terms and concepts

Attached are two documents:

(1) A glossary of key terms and concepts for CUE, which you may wish to
circulate.

) A discussion of ambiguities related to these terms and concepts. This is
intended as feedback to CUE,

Here's a brief explanation of the documents:

Glossary

At the May meetings in Cleveland it emerged that many of the key terms and concepts of
CUE were not fully clear to all participants, Consequently we decided to prepare a glossary
of terms and concepts. The primary purpose of the glossary is to ensure that our own
understandings are correct. However, we think the glossary might have more general
usefulness. For example, you may wish to ¢irculate it among CUE staff, Lead Community
staff, and/or Jay people. I'm writing to ask the following:

0 Are our definitions accurate and reasonably complete?

0 If you wish to distribute the glossary more widely, are there other terms you'd
like us to add?

Ambiguities

Preparing the glossary provided an excellent opportunity to discuss the issues and concepts
represented by these terms. We reviewed many long-standing ambiguities and raised new
issues as well. Hence, another reason I'm writing is to advise you of the ambiguities we
discussed. Some of these may be easily settled by you; if so, we'd appreciate your quick
response. Others cannot be addressed simply, but we hope that by raising the questions we
can help you prepare for future deliberations within CUE and with the lead communities and
others. Thus, the discussion of ambiguities is intended to be feedback to CUE.



CIJE -- A GLOSSARY OF TERMS AND CONCEPTS
July 1993

Abbreviations used in the Glossary

ATA: A Time to Act, The Report of the Commission on Jewish Education in North
America, Lanham, MD: University Press of America, 1990.

BPSS: _:sx_rammmwmmﬂmm edited by Barry Holtz,
ClIE, 1993.

CSR: "The Challenges of Systemic Reform: Lessons from the New Futures Initiative
for the CJE," by Adam Gamoran, CIUE 1992.

GIJE: “Goals for Jewish Education in Lead Communities," by Scymour Fox and
Daniel Marom, CUE 1993.

LCAW: "Lead Communities at Work," by Annette Hochstein, CUE 1993.

LCC: "Lead Community Consultation", minutes of the CIJE/Lead Community
meetings held in Cleveland, OH, May 12-13, 1993.

PlaG: Planning Guide, CHJE, February 1993.

ProG: Program Guidelines, CUE, January 1992.

Glossary of Terms

Best Practices -- A CUE project to develop an inventory of effective educational practices
which will serve as a guide to Jewish educational success. As a resource, Best Practices can
be adapted for use in particular Lead Communities.

Further reading: ATA 67, 69; PlaG 31-32; BPSS 1.
Content/Scope/Quality -- See Lead Communiry Project.

Goals Project —- A collaborative effort to stimulate a high level of discussion on the goals of
Jewish education in Lead Communities, Participants include: Lead Communities, CIJE,
Mandel Institute, Melton Centre at Hebrew University, Hebrew Union College-Jewish
Institute of Religion, Yeshiva University, and the Jewish Theological Seminary., Papers on
"The Educated Jew" serve as a resource for this discussion.

Further reading: GJE 1 - 2.



Lead Community -- A geographic community serving as a local laboratory for the
development of exemplary models of Jewish education, A Lead Community sets high
educational standards, raises additional funds for education, and establishes a wall-to-wall
coalition to guide its educational reform efforts. On August 26, 1992, Atlanta, Baltimore and
Milwaukee were selected as the first three Lead Communities in North America. (See also
Lead Community Project.)

Further reading: ATA 67 - 69; ProG 2,

Lead Community Project -- This term has been used in two ways: "THE Lead Community
Project" refers to the entire CIJE/LC enterprise, a joint continental-local collaboration for
excellence in Jewish education, "A Lead Community Project” refers to new programs and
initiatives in Lead Communities. These programs and initiatives are characterized by: 1) wide
scope, 2) high quality, 3) important content, and 4) an evaluation component.

Further reading: ProG 1; LCC 4, 9-10.

Mobilization -- Mobilization refers to organizing people and institutions for action directed
towards the enhancement of Jewish education, and the financial support necessary for such
action to be taken. Within Lead Communities, mobilization means involving people form
differing movements and roles, and to both lay and professional leaders; a mobilized
community has a "wall-to-wall coalition." Mabilization is one of the two essential building
blocks for the improvement of Jewish education,

Further reading: ATA 50, 63-66.

Monitoring, Evaluation and Feedback -- A component of The Lead Communities Project that
documents its efforts and gauges its success. "Monitoring" rafers to observing and
documenting the planning and implementation of changes. "Evaluation" entails interpreting
information in a way that will strengthen and assist each community’s efforts to improve
Jewish education. "Feedback" consists of offering oral and written responses to community
members and to the CIJE.

Further reading: LCAW 5-7.

Partnership -- The collaborative relationship between CUE and the lead communities, in

which both partners share ideas, plans, and policies for their mutual benefit. Partnership
also characterizes relationships within a Lead Community,

Further reading: LCC 2 - 3.



Personnel -- All those who work in the field of Jewish education including formal and
informal education and professional and volunteer staff, Attention to personnel is one of the
two building blocks necessary for the improvement of Jewish education. Personnel issues
must be addressed in all Jead community projects.

Further reading: ATA 49-50, 55-63.

Systemic Reform -- A plan for change that recognizes that one cannot improve Jewish
education by reforming one element at a time. Instead, the entire enterprise must be changed
in a coherent and coordinated fashion. Systemic reform requires a unifying vision and goals
and a broad-based (wall-ro-wall) coalition of change agents.

Further reading: CSR; also Marshall S. Smith and Jennifer O'Day, "Systemiic School
Reform," Politics of Edycation Association Yearbook 1990, 233-267.

Vision -- A desired state or process in Jewish education toward which the community as a

whole or segments of the community are working; an ideal characterization of Jewish
education in terms of structure, content and process.

Further reading: PlaG 26; LCC 9; LCAW 2,

Wall-to-Wall Coaljtion -~ The partrership within a Lead Community among participants

across denominations and levels of agencies and institutions, It includes lay people as well
as professionals. (See also Mobilization.)

Further reading: LCAW 4; ATA 63-66.



Ambiguities and Uncertainties
July 1993

Best Practices -- There is still a great deal of confusion in the communities on how Best
Practices relate to the building blocks of personnel and mobilization, How is Best Practices

supposed to be translated into action? How does it reach the educators? What sequence of
events is planned?

The concerns we raised in our Summary Report of February 1993 are still relevant:

"With Best Practices under way, the central challenge lies in strengthening what is
currently a vague articulation between CUE and the communities in the content area.
How, exactly, will the Lead Communities and the Best Practices project
interact?... Will the communities initiate the relationship by requesting assistance in
particular areas? Or will Best Practices provide them with a "menu” from which to
choose? Is Best Practices to serve as a source of information, inspiration, or both?

"The link between Best Practices and the communities may become stronger and more
clear after community educators have been drawn into the Lead Communities process.
Presumably, contacts between Best Practices and the communities will occur with
educators, not mediated by communal workers. When educators are drawn into the
coalitions, they are likely to develop content-related ideas for change that fit their
contexts, and to call on Best Practices to help them implement their ideas, Hence, the
need for better articulation may be best addressed by mobilizing the educators”
(Summary Report, Feb. 1993).

The role of Best Practices in systemie reform is also unclear. As we commented in
February:

"Another concemn is utilizing Best Practices in the context of systemic reform, A
principal feature of the Lead Communities project is that instead of addressing

isolated institutions or programs, it aims to reform the entire system of Jewish
education in the communities, This feature is seen as a strength by many respondents
across the three communities. Yet the Best Practices project, which focuses on
particular institutions one at a time, appears to conflict with the systemic approach,
How will CIJE encourage systemic use of Best Practices? Broader mobilization of the
community is required to ensure that Best Practices are drawn upon in a coordinated
rather than a fragmented way" (Summary Report, Feb, 1993).

This issue is a source of great confusion and uncertainty in the communities, particularly in
Milwaukee and Atlanta. - At the meetings in May, we came to understand that Best Practices
will be a resource upon which the communities can draw as they translate their visions into
site-based action. How this process will work is still not clear in the communities.



Goals Project -- This is not yet a coordinated and integrated effort, anq the lead -
communities have not yet been involved. What will push the goals project off the c!rawmg
board? What will be the forum for discussions? Also, some community members in
Baltimore and Milwaukee are wondering when they will reccive the Educated Jew papers.

Lead Community -- We have observed over time, and it was clear in May, that CUE staff
use the term differently than residents of the three communities. From the community
perspective, Atlanta, Baltimore, and Milwaukee arg lead communities; members of the
communities see their cites as models already. From the perspective of CUE staff, they are
in the process of becoming lead communities. CUE staff know these cities were selected for
their potential for radical reform in Jewish education, and the quality of current policies and
programs was not the key consideration.

Thus, for example, what CIUE staff term "business as usual” in Baltimore is seen as "the
lead community process” by members of that community. 1 may be oversimplifying a bit,
but I think it's not inaccurate to say that Baltimore federation leaders see their plan, which
has been progressing since 1989, as one of systemic reform, and one which is consistent with
CUE’s approach, CIJE has not effectively communicated to them, or has not succeeded in
convincing them, which elements are missing, and which if any elements are misdirected.
The two partners have at least agreed to disagree on the pace of change: CIJE believes it is
too slow, and Baltimore leaders believe it is the correct pace for effective change.

A perception held in Baltimore is that the strategic planning and visioning that is being
in%tiatf:d in Milwaukee, under CIJE's guidance, has already occurred in Baltimore, While
this was not brought about by CUE per se, it was very much influenced by the Mandel

Commission and by A Time to Act, as one can see by the language of Baltimore's strategic
planning documents. ,

Another ambiguity concerns the term "bottom-up" used in ATA (p.68), We found this term
confusing (and omitted it from our glossary definition) in two respects. First, the logic of
"bott.om—up" vs, "top-down" implies a hierarchy, but more recently CUUE has described its
relationship with lead communities as a "partnership." Second, "bottom-up" implies reforms
gengratcd from within the community, but thus far CUE has specified not only the two
"building blocks,"” but numerous structural elements such as the federation as the "central
address" for the project, a new role of lead community project director, monitoring designed
by CIJE, and other specific roles for consultants and CIJE staff. Best Practices also seems to
come across as a "top-down" reform, although it is not intended that way,

Thus far, discussions between CIJE and the communities have mainly focused on structure.

Perhaps as content begomes more central, the reform process -- and the relation between
CIJE and the communities -- will be more one of partnership.
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Lead Community Project -- Within the communities, there is still much uncertainty about (a)
what constitutes a "lead community project” and (b) how the criteria of content, scope, and
quality are to be applied. Do all lead community projects initiate with the central planning
(visioning) process within the community, or can they begin from the grass-roots as long as
the criteria are satisfied? (For example, a rabbi in Milwaukee wants to name his entire
supplementary school a Lead Community Project.) If the latter, who is to decide when the
criteria are to be satisfied? If the former, how can the good ideas of those not directly
involved be included? :

Planners in Baltimore and Milwaukee have expressed concerns about the "ownership" of
Lead Community Projects as they think about mobilizing large donors, How will they
provide a satisfactory level of recognition to donors who fund Lead Community Projects?
What degree of control can be granted to donors, and what level of accountability should be
worked out? I wouldn’t call this a problem at present, but it is on the minds of community
planners. A current example is the Machon L'Morim, a Meyerhoff-funded program for
selected teachers from three day schools in Baltimore, one each from the Reform,
Conservative, and Orthodox movements. It appears likely to meet CIUE criteria, but must be
clearly identified as a Meyerhoff program,

Finally, if there is room for grass-roots projects (i.e., those initiated outside the central

planning process) to become Lead Community projects, how can they be incorporated into
systemic reform? '

Mabilization -- We are avoiding the term "enabling option" which, although it does not
appear in ATA, has often been used by CUE staff, and is the source of much confusion.
"Enabling option" sounds as if one has a choice about it, but that is not so in CIJE's model.
It is important that CLJE staff stop using the term "enabling option."

During the staff meeting in May, the involvement of major donors emerged as especially
important during the discussion of the Milwaukee report. To our knowledge, this issue has
been raised with Milwaukee participants to the extent of ercouraging them to get Esther Leah
Ritz involved with the Milwaukee Commission and/or Steering Committes. If the concern is
a broader one, it still needs to be addressed.

From the community perspective, a difficulty in involving major donors now is the current
uncertainty as to the specifics of Lead Community projects, Ordinarily, we are told,
professionals in all three communities solicit major gifts for designated purposes. Without
the specifics of Lead Community Projects, professionals feel they lack sufficient
"ammunition” for soliciting funds. One can think about this problem as a sequencing issue:
Which comes first, development of content or mobilization of funds? In May, Milwaukee

participants explained that they wanted a better idea of the content of their reforms before
they approached major donors about funding the reforms.
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Another ambiguity is that so far, mobilization in the communities has meant representation of
diverse constituencies rather than full {nvolvement of these constituencies. At this time,
Commissions are generally inclusive in the sense that they involve representatives from a
wide variety of institutions. However, there is no established mechanism for these
representatives to inform and galvanize support in their constituencies. We are particularly
concerned with the involvement of educators. What CIJE or community resources will be
devoted to involving educators, not just as representatives of institutions, but more broadly as
developers and implementers of educational innovations?

Monitoring, Evaluation and Feedback -- Two important uncertainties about our project both
have to do with dissemination. The first concerns feedback to CIJE. Most of our reporting
is directed towards Annette, yet much of what we have to say is relevant to other staff,

What is the mechanism for distributing our update memos (such as this one) to other staff
members? Y

We can conceive of two approaches to feedback: one in which our reports go to Annette, and
they are then distributed as you see fit; and a second in which we report to whomever we see
fit as the occasion arises, including but not exclusively Annette,

The second uncertainty concems feedback to the communities. We have not established any
regular procedure or mechanism for getting feedback disseminated outside our central
contacts. We have had many informal conversations in which we provided feedback

requested by community members, but as we learned in May, these do not concern the issues
of central interest to CUJE.

Partnership -- Unfortunately the minutes of the May meetings did not reflect the depth of
discussion on what "partnership” means, and we welcome any elaboration,

Wall-to-Wall Coalition -- Are there some absolutely essential partners (e.g., large donors)?
Are some partners more essential than others?

a3



Cldc WORKPLAN 8/93-7/94: ITERATIUN #2 July 28
1993 1994
|. THE CIJE CORE For Discussion Aug. Sept. Oct. Now. Dec. Jan. Feb. Mar. Apr. May June
a. Board
" —Regular meetings March rather than Febru- A A
ary; Additional meetings in ADH
July rather than August
1994,
— Executive Committee Additional January &/or A A A A
May meeting. ADH ADH
—Committees operating (MEF, LCs, |Who staffs each A
Research) committee? ADH
—New board members (X3) A+ :
ADH
b. Staff
—Job definitions for CIJE staff A
ADH
— Planning function in place Full time/part time A
ADH
— Core staff meetings ADH/BH/GD/VL/AG A A A A A A A A A A
Israel Israel
— Advisory group constituted New professional advisory A A
group Constit. Meeting
—Review CIJE staff job descriptions A
ADH
Kdiind ;
—Satellite office NY A
SHH/ADH
—Satellite in Jerusalem A )
ADH
—Calendar events 1993/4 A

ADH/GD




ClJE WORKPLAN 8/93-7/94: ITERATIUN #2

1993

July 28,

1954

I. THE CIJE CORE

—Budget presented — 6 months
—Proposed budget 8/94-7/95

—Qutline events calendar 1994/35

| Fundraisi

—Plan for foundations—Jewish

—Plan for general foundations

CLIEE ive Di

—Plan for recruitment

- &
—Plan for 1294-95 conference for
sharing developments

— Brochure on CIJE

—CIJE Education Letter— 3 issues to
be developed
Natianal'D jo g

—National advisory group to be
established

— Connection with national
organizations

h. Di ‘. ua LG
—From 3 to 23: A plan

For Discussion

6 month interim budget
104-794

January-December or
August-July budget years.

CJF Commission relation-
ships

Aug.

Sept.

Oct. Nov. Dec. Jan.

A
1st Prop.l

Feb. Mar. Apr. June Ji

2nd Ver.

A
ADH

A
ADH/AH
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1993 1994

Sept. Oct. Nov. Dec. Jan. Feb. Mar. Apr. May June

Il. LEAD COMMUNITIES For Discussion Ailg,

- P

—Wall-to-wall coalition established A

—Multi-year strategy & plan
completed including: Self-study,
Educators’ survey, Personnel plan

—CIJE-LC Meetings A A ca A A A
sw ADH ' ADH ADH ADH
b. Pilot Proi BH
—Implementation of at least 1 in each
community

—Summer seminars in Israel

c. Calendar
—1993/94 LC ‘within’ & ‘across’ A
ADH/
Plannmer

—1894/35 calendar A

Planner

—1895/96 gross calendar

d. Local LC Team

—ClJEAocal LC joint team formed in A
each LC GD




CIJE WORKPLAN 8/93-7/94: ITERATIUN #2

Juty 28,
1993 1994
1. LEAD COMMUNITIES For Discussion Aug. Sept. Oct. Nov. Dec. Jan. Feb. Mar. Apr. May June Ji
e, LC Personnel Development
—Personnel statistical survey E‘G
—'Lives of educators’ inall 3 LCs A
—Senior educators/Jerusalem A
Fellows recruitment ADH
—Summer institute for strategically A Pian 4
targetted groups GD
—Plan for LC/training institutions per- A
sonnel initiative in LC AW
1. MEF
—Develop workplan A
ADHIAG
EG/AH
— Mid-year Report A
AGJEG
—1994/95 plan A
AGFEG
9. Goals Project
—Seminars for core CIJE staff October '3 seminar in A A A
lsraiel SW/ADH ADH/SF ADH/SF
- (Israsl)
—Seminar for local commission When will we be ready A
ADH/SF
—Summer retreat Lay & professionals? 4
Israel? ARk
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Il. LEAD COMMUNIT]ES For DiSCUSSiOﬂ Aug. Sept. Oct. Nov. Dec. Jan, Feb. Mar Apr. May June Jul
h. Best Practices
—Early childhood volume & A A éﬁ}_'
consecutive volumes (X3) BH
—Colloquium on supplementary Held in LCs for educators A
school for LCs & community leadership o
A

—Best practice ‘Pilot Project’ initiated
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1993

1994

July 28, 1

HI.BUILDING THE PROFESSION

—Training institutions: Personnel plan
consultation

—CIJE plan linking LC needs, training
institution capability & unmet
needs: First iteration

IV. COMMUNITY LEADERSHIP

—Information system initiated

—'Camper’ plan for key individuals

—Plan for major leadership
conference in 1995 on work of LC
& CIJE: First iteration

V. RESEARCH

—Consultation towards a plan for
developing a research agenda

For Discussion

Who staffs this?

Staff

Aug.

Sept.

Oct.

Nov,

Dec.

Feb.

Mar. Apr.

May

June

Jul

GD/BH

ADH/SF




NOTES TOWARDS CIJE WORKPLAN 1993-1994: ITERATION 2

1. This document is a first attempt to articulate tasks over time for the CIJE for 1993-94.

2. It is intended for staff discussion in New York (August 19-20); discussion with the lead community
partners (August 23-24); and for presentation, in gross form, to the Exedcutive of the CJE.

3. It takes those outcomes for July 1994 which were projected in June 1993 and plans them within a
timeline.

4. When this plan is approved, it will form the basis for detailed workplans for:
—Each LC
—Each staff member
—Each assignment.

CODE (for individual responsibility)

A = Milestones/Benchmarks
ADH = Alan Hoffmann

ARH = Annette Hochstein

SF = Seymour Fox

BH = Barry Holtz

GD = Gail Dorf

SHH = Steve Hoffmann

AG = Adam Gamoran

EG = Ellen Goldring

VFL = Virginia Levi
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TO: FAX NO, (O11) _872-2 . 619951 FROM: FAX NO. (216) _361 . 9962
Name __Seymour Fox ; Name Morton L. Mandel
Company Mandel Institute Company Mandel Associated Foundations
Street Address Tele. No, (216)_391-8300  Fyt, 2320

/ 4 L
City State Zip Country

Dear Seymour:

Attached is the latest draft of the paper prepared for the CJF

Commission on Jewish Identity.

You will find it interesting reading, especially since they imply
they are "breaking new ground"!!

Ve Warmest regards.,

Mort
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|
A CONTINENTAL COMMISSION ON JEWISH
IDENTITY AND CONTINUITY:
- ERAMING STRATEGIES
Draft; 7/8/83

Ihe Task

We begin willi (he findings of the National Jawish Pepulation Study, which esnfirmad
what we all knew or suspected: cur community’s continuity I8 In jeopardy because of
a weakening of Jewish Identity In North Amerlcan soclety. %,

Qur task s to begin to reverse this trend — not just to survive, but 10 creats vital
Jowish lives and Jewish communities for oursaives, the next generation and ths
generations to come. I

All Jewlsh Institutions have a stake and many have !mpaﬂanL diract and |ndirect roles
to play In fulfiling this task. For some — our congregations and thelr assoclated
roliglous ond sducational instititians haing tha maast natshis avamplan — nrnmnting
#orious, committed Jawish living Ras long constituted the very coro of thoir Institutional
mission, meaning and purpose. They embody the traditional foundations of Jewish life
— forah, avodah, and gemilut hassadim. It goes without saying that these Institutions
are central, in thair role and expertisa, to any effort to airanﬁthen Jewish Identity,

grewn up alongeide other traditional fo¢| — e.g., meeting |human needs here and
overseas as an expression cf thelr commitmant to zedakah and tikkun olam — but has
now bagun to move toward tha top of thelr agendae, Over the past few decades, meny
Federations have Increased thelr support for Jewish education. During this same
period, annual Feaeration campalgns have Increasingly taken on the character of sfforts
not just to ralse funds, but also to bulld Jewlsh community and to ralse Jewish
oonsclousness, Federations support several national agenclas — Including JESNA, the
Natlonsl Foundatian for Jawlah Gulture, and campus servica agencies — whe share
with the religious communlty a primary focus on enhancing Jewish [dentity, knowledgs,

and commitment. The Jewlah Community Centers Asscciatjon and many JCCs have
alsc made Jewlsh education a high prierity.

For others, such as Federations, bullding Jewish Identity rapjoenﬂ a concern that has

Despite this growing confluence In goals, the two great Institutional complaxes bullt
around the 8ynagogue and the Federation respsctively have not generally workad as
full partners in the effort to promote Jewish continuity. Today, howevsr,, there |s
growing recognition on all sidss that Just such m partnership must be effected, The
palpable threats to Jewish continully demand that Federaticns, Synagogues, and the
array of other institutions — educational bodies, membarship |organizations, community
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relations agencies, Israell and Zlonlst organizations — vitally concerned with the Jawish
future’work more closely together. | .

Yet, aven combining our institutional expertias on how to strerjgthen Jewish identity will
not be a sufficlent rasponse to the challenges wa face, Daespite our expertiss, neither
singly nor {ogether have wa baen able to provide definitive angwers to the fundamental
quastion that dafinas aur historic situation. How can we eénsure that Jews will sentinue

{0 chooss to be Jowish and to participate actively In a|vibrant, diverse Jewlsh
community within contemporary North American soclety?

Answsring this question will Invalve praviding mores suppert {0 existing Institutions and
programs which have demonstrated the ablilty to strengthen identity and community.
It will also Involve creating additional cpportunities for Jews of our era to find deep
perscnal meaning In thelr Jewishness and live out Jewish values and commitments,
To do both, we will need to wrestie with priority-sstling and expand the rssources we
Invest In identity- and community-bullding.

Much of what must be done to ensure our future can only be jmplemented locally; and,
indeed, local communities across the continent have begun to organize themselvas for
major initiatives In this arena, But there ars other components of the task — e.g.,
resaarch, recrultment and training of professional [sadership, validation of new priorities
— that will require collective continental action. Qur major cantinental movements and
aganciaa have begun to respond with Important Initlatives of thalr own, both individually

* 7 and cocperativaly through a varlety of endesvors, such as the Commigsion on Jewish '

-}O‘b ‘  Education In North America. Buf much work remains,

The process of communal mobllization for Jewlsh continuity will require, sbove all, &

willingness to implement dramatic and creative changsas beth within organizations and
in thelr relatienships to each other, |

Fadsrations locally and CJF continentally hava a special responsibiilty and exparlence
to bring to bear In bullding the community-wide coalitions that must take shape. It I8
for this reasor that CJF has taken the initiative to form & Commissien on Jewish

Identity and Continuity that would represent and energlze the unprecedented
partnership we ragulire,

Ihe Challenge.

Successfully carrying forward the work of the Commission, and even more the process
of changs it seeks to Inspire and assist, will not be easy. Some of what the
Commission alms to achleve draws on famliliar concerns and skilis, The Synagogues’

long experlance In Inspiring and educating Jews of all ages will be called upon, 8o too
wiil Federations’ historic talents in planning and financlal rasoures development.

2
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But other elemants of the Commission’s agenda will challando our past experience and
current capabllities. To give two examples:

1)  Finding the appropriate ways for Federations and congragations (locally) and the
federated system and denominational movements [nationally) to work mors
oclogely togaether Is more than a matter of simple desjre or & decision 1o do 80,
For both, it will requira ersating new kinda of ralationships with organizations and
leadership having very different histories, cultures, jand modes of eperation,
These must be ralationships of openness and equality, In which the autenomy
and unique characteristics of each institutional framework are respected, even
as tha level ¢of cooperation and mutual support grows.

2)  Our goal, in part, 13 1o halp the next genedation of Jews enjoy richer, desper
Jewish lives. Yat, many within this generation do pot percsive & weakensed
attachmant te Jewlsh life as parsonally problematic, Fer such Jews, our task I8
as much to create the desire for fuller Jawlsh engagemant and self-expression
as It (s to satlsfy that need,

There will be other challenges: ’
I

1)  To balance the pressures for shert-term accomplishment with recognition of the
need for a long-term, comprahensive approach,

2) To put forward a manageable agenda, without becoming euperficial.

3) To make the best use of axisting expertise, while allowing recom for new
knowledge and new paradigms for actior: to emerge

Conceptyal/Sategic Principles |

In light of the above, we propose the following framework of strategie principlas for the
work of the Commission: -

1) Creating the Commission Is an act of coalition-bullding. The Commission must
provide an envirenment in which particlpants can work together in naw ways and
develop new understandings of thelr own roles and mipsions, The Commission's
major task Is not to produce a program or & report,| but to help shape a new
reality In Jawish organizational Iife.

2) Commission members, leaders In their respective fields of activity, will bring
much knowledge and wisdom to it deliborations.| But thoy must alsc bo
prepered to learm and {o be affeciad by serving on the Commissien, .
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"These will require coordination, but also sufficient| space and Integrity to
accomplish what we need from each, For exampls, gathering and disseminating
exporiise (s quits different from sesking to facliitate organizational changs. The
Commission will need to approach thess two tasks with awarenass of this
differance.

8)  The Commission's work will incorporate several dlffeant tasks and processes.

4) The Commissicn will need to hear from and Involve & wide range of
constituencies and Interests, including Individuals from putside the organizational
networks represented on . It will nead to ensure that all relevant Information
and expartiss - Including that possessed by professipnals In tha "trenches" of
this effort — are avallable to It.

The Work of the Commission

To accomplish its mission, the Commission will:

. Gather, analyze and disseminate information on trends, developmaents
and Initiatives In Jewish Institutional and communal e Impacting upon
Jewish Identity and continutlty.

‘ Explore a varlety of ¢onceptual framewerks tb llluminate and come to

grips with the complex [ssues Involved.in prometing Jewish Identity and
continuity, ’

' Act a8 a catalyst for change by bringing togathlr In constructive dialogue

institutional leadership, experts and representailves of the various
segments of American Jewish life. |

. Develop guidelines, models and principles which can facilitate the
transformation of Inatitutional cultures and put In motion communal
[mitiatives to enhance Jewish life Into the 21st|cantury.

. Pool resources, expertise and the Influence of participating Institutions to
address issues that are oontinental In nature and best dealt with
collactivaly,

SUMMARY.

As we gather to reise our community’s consciousness |that Jswish Identity and
continuity are the priority 1ssues of our time, we will be helping the North Amarican
Jawish community reach toward a vision for and of itself ivat transcends any existing

4




JUL 18 '383 17:87 PREMIER CORP. ADMIN
JUL 12 *93 8:ii¢ JEWLISH LUMMUNLIT wiv. Al

CIF NEW YORK . TEL: 212-529-5842 Jul 8,93 16:21 Ne.030 P oo

reality.

The Commisslon's most Impertant role will be to create a new goalition of organizationa
forces to sustain, support, and extend this process by ites!f representing & new reality
In Jewish life. The process of the Commlssion’s work — cqliaborative, dellbarative,
forward-looking, guided by diverse Ideclogles, yet sharing & fundamental commitment
to am Yisrael, Torat Yisrasl, and amunat Yisras/ = will be & microcosm of the
community we seek {o build. |

All parties Involved In this procass will changs, not as & result of any collective declsion
or plan, but as & result of the new thinking which cen result from new dialogues and
relationships. Indead, an openness to change s, perhaps, the most important thing
which all can bring to the Commisslon and will bs the most important measure of our
Individual and collective credibifity In this historle undertakin

Wa will know that the Cemmiasion has fuffilled Its mission, npt with & final report, but
when the new organizational realitiss and new paradigms for :Eovlng into the future that

have emerged within the Commission become part of ths wormal operations of our
community. With this clear, but opan-anded goal, wa are repdy to begin our work.

—— T ——
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