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CIJE BOARD MEETING
August 26, 1993

September 23, 1993

Morton Mandel, (Chair)), Daniel Bader,, Mandell Bermakiy,
Charles Bronfmam, John Colmam, Billie Gold,, Thomas
Hausdorff, Gershon Kekst, Mark Laimewr,, Matthew
Maryles, Melvin Merians, Charles Ratmer,, Esther Leah
Ritz, Richard Schewer, David Teutsch, Isadore Twersky,
Bennett Yanowitz

Gall Dorph, Seymour Fox, Adam Gamoram, Annette
Hochsteim, Stephen H. Hoffmam, Alan D. Hoffirarm,
Barry W. Holtz, Ann G. Kleim, Arthur Rotmam, Jonathan
Woocher, Shmuel Wygods, Virginia Levi (Sec'y)

Chaim Botwimiclk, Robert Hirt, Richard Meyer, David
Samadt,, William Schattem, Louise Steiim, Paul
Steinberg, Ilene Vogelstein

I. Welcome and Progress Report

The chair weleomed all participamits in the meeting and introduced three
new members of the board -- Billie Gold, President Elect of JESNA: Gershen
Kekst, Chairman of the Board of the Jewish Theological Seminary of
Ameriea; and David Teutsch, new President of the Reconstructienist

Rabbinical College.

He also welcomed the following guests from the Lead

Communities: William Schattem, chalr of Atlanta's Council of Jewish
Continuity and David Sarmmut,, Executive of the Atlanta Federatieow; Ilene
Vegelsteim, Chair of the Committee of the Lead Community Prejeet in

Baltimore,

Advancement of Jewish Educatiom;

and Chaim Botwinick, Director of Baltimore's Center fer the

Louise Steim, Co=chair of Milwaukee's

Commission on Vislons and Initiatives in Jewish Education and Richard
Meyer, Executive of the Milwaukee Federaftiom.

The chair expressed his pleasure in introducing Alan Hoffwanin, newly

appointed executive director of CILJE.

Alan has taken a three year leave

of absence from his position as directeor of the Melton Centre fer Jewish
Education in the Diaspera, of Hebrew University, where he has beeh sinee
1980. This is the largest academie training center in Jewigh edueatien in

the werld.



II..

ke ehair noted his thanks to both Steve Hoffman and Art Rotmam for
getting CIJE off the ground while retaining their full time
regpensibilities with their own agencies. He noted his strong sense gf
optimism regarding the potential for positively impacting Jewish edueatiap
under the leadership of Alan Hoffmamm, as CIJE's first full time

professional director.

Co nts of Executive Director

Alan Hoffmann remarked that he loocks forward tdoweakimpgelosely withh this;
board, many of whom he knows in other contexis. A%s astudertndf othehe

process of change in Jewish educatiom, he looks forward to having a
central role in this bold new enterprise. At itsHeemtr is the belief dihat

systemic change is possible at both the local amdlcoortdivesritzdl lbwedbs. BBy
building a new generation of educators and mobilizing top leadership, we
can build on the revolutionary climate which has arisen over the last ten
years to serieusly impact Jewish educatiom.

He noted that the process CIJE has undertaken ik @ loogy ome.. He hopes
during the three years of his assignment to lay a strong foundatiom, and
looks to this board for its help and counsel.

A. CIJE has four clear objectiwes:

1. Build the profession - create a new generation of professiomals
and leadership for Jewish educatiom.

2. Mobilize community support - bring to Jewish education a new
generations of champions.

3. Establish a research agenda and secure funding for that agemd..

Establish Lead Communities as laboratories in which to implememnt
reform for Jewish education based on building the profession and

mobilizing community supporft.
B. staffing
Alan noted that one of the attractioens for him is the staff with whom

he will work im this venture. He introduced the staff as follews:

1. Core staff

Gail Dorph comes from the position of director of the
Fingerhut School of Education at the University of Judaism.
She will work full time with CIJE and will be the primary

liaisen to the Lead Commaumities..

a.

b. Barry Holtz has been consulting with CIJE while retaining his
position as co-director of the Melton Research Center fer
Jewish Education at the Jewish Theolegieal Seminary ef
America. He joinsg CIJE full time for twe years and will
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continue to direct the fiest Practices project and work with
the Lead Communities on the establishment of pilot projects.

Adam Gamoran of the University of Wisconsin and Ellen Goldrinfr
of Vanderbilt University co-direct the Monitoring, Evaluation
and Feedback project. Working with them are Julie Tammivaara
in Baltimore and Roberta Goodman in Milwaukee, serving as full
time field researchers. A field researcher for Atlanta is

being sought.

d. Virginia Levi will serve as administrative coordinator from
the CIJE head office in Cleveland.

2. Consultants
a. Seymour Fox - on the issue of vision and goals.

b. Annette Hochstein - working with the monitoring, evaluation
and feedback project.

c. Steve Hoffman - advising on community development.

d. Daniel Pekarskv - North American consultant on goals and

vision.
e. Shmuel Wygoda - on training opportunities in Israel

Lead Communities Project

Alan noted that a two day meeting in Baltimore had just concluded at
which representatives of the three Lead Communities and CIJE had
worked together intensively on the content of the project. This
followed a similar meeting in May during which structural and process
issues were resolved. We have learned that it takes time to
understand, absorb and transmit the centrality of the building blocks
identified by the Commission: personnel development and community
mobilization. He listed the following challenges for CIJE:

1. How do we get on the community agenda? Can personnel and
community organization be a way to organize local priorities in
those communities which already have their own strategic plan for

Jewish education?

2. We will soon have a diagnostic profile of educators in the Lead
Communities. How can these be used to develop a plan for

upgrading personnel?

3. How can we take the Best Practices documentation and research and
translate it into projects in the Lead Communities? Elsewhere?

4. How can we help Lead Communities engage in the debate about the
goals and outcomes of Jewish education?



5. How can we help Lead Communities raise the priority of Jewish
education on the local funding agenda?

Alan concluded by noting that there is no recipe for quick change in
Jewish education. It is a complex process which requires that we
learn to talk carefully with one another. The Lead Communities are
laboratories for demonstration. CIJE has yet to determine fully how
to disseminate what is learned in those laboratories. This 1is the

challenge that we face in the years ahead.
- Lead Communities at Work

A. Project Overview

The chair introduced Charles Ratner, Chair of the Lead Communities
Committee of CIJE. He noted that Mr. Ratner is an exceptional leader
who cares deeply about the Jewish condition. Charles chaired
Cleveland's Commission on Jewish Continuity which resulted in a new

design for Jewish education in Cleveland.

Charles noted that the Lead Communities project aims to demonstrate

the following:

1. What can happen, if funding, leadership, and planning coalesce on
behalf of Jewish education.

2. How the two building blocks (personnel development and community
mobilization) can be actualized within a community and what can

occur if this happens.
3. The impact of using Best Practices as a curriculum for change.

4. To put monitoring and evaluation in place to show how the process

is working.

Charles noted that the early euphoria of the selection of Lead
Communities evaporated quickly, and was replaced by confusion on just

what it meant to be a Lead Community. In the following months it was
necessary to develop a common language, identify the tasks of the
communities, and determine the role of CIJE. These initial steps have

now been accomplished and a number of concrete steps have been

undertaken.

1. A quantitative survey of educators has been administered in
Milwaukee and is scheduled to be done in Atlanta and Baltimore
this fall. It will provide us with rich data on the
professionals in each community.

2. An ethnographic study of the "professional lives of educators"
is being undertaken in each of the three communities and will
provide us with qualitative information on the Jewish



educators of those communities: their background, attitudes,
motivatien, Jjob stability.

3. THec moonitowingy, essadlatfdioon apdd feedliagkk prog pett ibs wwéllupnder
way wiitth fiijedldd nessenalierss inn Pl bgec aadd ppeidddee reppatd ngy teo
the commumndtijes;.

4. The: Hasdt Bhachiicass gnojfcdte Hess compliedad] ditss finsd twe sStwdies
and ifs; weskdingg; ta) user ther negesits; tay develbpp giillhit projects im
the communities.

An August meeting in Baltimere of the Lead Communities and CIJE staff
was seen as a turning point for the Lead Community preocess. The
communities have begun to strategize and prieritize, and jeint werk
plans are being developed together with CIJE staff. The shared
experience and pain of moving this preeess forward has led to a sense
of mutual trust and partmership. Having been a part of the team that
visited prospective Lead Communities and recommended the final
seleetioms, Charles noted his sense of the wisdom of selecting these
three wonderful communities whieh are committed to succeedimg. He
noted that we are now ready to shoew the world what ean happen when all
of this comes together.

Atlanta Update

The chair then called oen Dr. William Sehattem, chair eof the Atlanta
Council for Jewish Contimuilty, to report on Atlanta's progress.
William noted that a planning process resulted in the recommendatien
te restructure the delivery of Jewish education serviece in Atlamta. A
new organization has been created deveted to serving Jewish eduecators.
Atlanta ie now working to develep a program wiith Emeory University for
in-service training of Jewish educaters.

The Atlanta Federation has undertaken a planning and eoerdinating role
through the Counecil for Jewish Centinuity of whieh Dr. Sehatten is
chaix. The CJC ig broadly representative of the lay and professional
community in Atlamta. The CJC's work plan for the year involves teen
trips to Israel, continuing professiomnal educatiem, and JCC
programming in Jewish educatien as well as starting a loag range
planning process. An academic symposium with the Hebrew University on
Jewish education is scheduled teo take place in October. In additiem,
Emory University will offer a new masters program in Judaie studies in
September 199%4. William noted ¢that with CIJE's help, Atlanta will
continue on a path of positive ehange for Jewish educatjem.

Discussion

In the discussion that followed William was asked whether the
atmosphere in Atlanta is significantly different from that of a year
age. He noted that there is a sense of excitement in Atlanta as a
result of this process. Many new beginnings have securred ineluding



‘e appeintment of a direetor of the new Jewish Educatiomal Services:
Atlanta is at the peint of moving from dream to reality..

Ceuld €he ehanges now occurring in Atlanta have taken place withim the
2ld seruyeture? It was suggested that the previous structurs was not

meeting ecurrent community needs. With respect to the Jewish education
serviees, inmsufficient attention was being given to the educators and

educeatisnal institutioms.

Im respense ko a guestion about the relationship of the Coumeil for
Jewish CGentinuity and Jewish Educational Services to the Atlamta
Federatiom, it was noted that the CJC is the educatiom desk of the
Federation for conceptualizimg, plamnimy, and coordimatiing. Amomg the
activities it coordinates is the work of the JES.

RBaltimore

The chair introduced Ilene Vogelsteim, chair of Baltimore"s Committes
on the Lead Community Project. She noted that Baltimore had been
iimvolved in a number of activities prior to May 1993, when the Lead
Communities and CIJE staff met. Before that time Baltimore was
engaged in the development of a strategic plan which yielded 53
recommendations, 14 of which relate directly to persomel. Baltimore
has also restructured its Center for the Advancememt for Jewish
Education, whose director staffs the CIJE project. Ilene also
enunerated a series of educational initiatives which are in various

stages of planning and implementatiom.

Fellewing the May meeting of Lead Communities and CIJF¥,, Baltimore
established its wall-to-wall coalition of lay and professiomal
leaders. It began a process of clarification of goals and precedimas..
Alse following the May meetimg, Baltimore participated in the desigm
of the educators survey and began plans for its admimistration,

scheduled for this fall.

For Baltimore, the August 23-24 meeting of Lead Cemmumities with CLJE
produced the follewing results:

established a sense of team among CIJE and the three
communities

crystallized the conecept @f EIJE

helped shew how to interfaee Baltimere strategic plam with
CLIE s geals

As a result, Baltimere staff and lay leadership °are ready te Weve
forvard. I[a additiem, a meeting of Referm rabbis and Jewish edueaters
has been scheduled te diseuss CIJE imitiatives.

Beltimere sees iftself with the fellewing ehallemges as it RewRS
fhorward wWith the CIJE projeet.



The community expects that the Baltimore commissiom has a "paf
of gold™ ready to fund innovative ideas.

The need ko6 ensure psychological and systemic change rather
that just the implementation of new program initiatiwes.
Baltimore hopes to help its community to look at Jewish

education differemtly..

Immediately impact comprehensive retraining and preofes-
sionalization of Jewish educators..

Need principles and educational goals such as those being
identified through the Best Practices project..

- Need to work to include people and organizatioms frem outgide
the Federation system.,

Ilene concluded by moting that Baltimore is very proud te be a Lead
Community, is energized and ready to have a significant impact eon
Jewish educatiom.

Discussion

It was noted that many people in the Lead Communities are aware that
they have been selected to be Lead Commumities, but beyond a small
core, they are not clear on what that meams. Communities need te
communicate clearly what being a Lead Community is abouf:..

Baltimere is responding to the financial challenge by establishing a
Fund for Jewish Educatiom. Milwaukee is working te go beyend the
Federation in its search for financial support. It was noted that the
mobilization of community support is critical to this funding se that
financial resources are redirected to Jewish educatiem. Baltimere
agreed and indicated a conscious effort is being made to bring a range

of people into the process.

Milwaukee

Louise Stein characterized the work of the Milwaukee Lead Community
project to date as a tremendous investment of time, plannimg, learning
and a leap of faith. She described Milwaukee as a “living laberatery
for systemic change in Jewish education.™ Milwaukee began by
identifying a project director and by raising questions within the
comnunity and with CIJE. A broad coalition of 60 community
representatives was established and has begun meeting to identify
issues and to establish a vision of the ideal Jewish commumity. IE is
defined as a community which provides an educating enviremmenit, where
learning is life long, people are sericus about their Judaism, and

Jewish values are lived.

Two task forces have been established,, one te werk on persenpel issues
and the second to develop a strategie plam. A family edueatien Ehink
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aplk has been established. The quantitative survey of educators has
been eempleted with an 86% return and analysis ef the data is now is
process. This will serve as the basis for planning by the persommel
aslk foree. In additiom, Milwaukee is encouraging indivyiswsl
imgeitutions ko establish goals in conjunctien with the Best Practice
prejeet. The Moenitorimg, Evaluation and Feedbaek project is begimmimg
te provide valuable feedback information to the commumity which can be
wged ko help move the community forward on a strategie plan threugh

ks task Forces.

Hilwaukee looks forward to forging ahead, working with the mew staff
of CIJE, sharing the common Llanguage forged at the recenmt semimar of
Lead Communities. I[Louise concluded by thanking the Milwaukee
Federation for its support, CIJE for its respomsivenmess and support as
Milwaukee began this undertakimg, and a deep appreciation to the Helem
Bader Foundation ffor funding the project director to help move this

process forward.

Discussion

The board was reminded that the denominational institutioms of higher
Jewish learning were involved in the work of the Commission and are
represented “ail’' this board. They have been asked to prepare to work
with their constituencies in the Lead Communities and te respond to
requests from the communities for support..

It was noted that a substantial portion of the Jewish population iz
mot actively imvolved with the imstitutiems that make wp the Jewish
communal system. Has thought been given te reaching these people? It
was moted that a number of Federations are workimg more closely with
synagogues than they have in the past as a meams of reaching out more

broadly.

Conclusion

Charles Ratner imdlicated his belief that the Lead Community Seleetiem
Committee did a wonderful job, as evidenced by today's presemtativrs.
He continued, noting that Cleveland's experience with the
idlentification of funding shows how important it is to dream these

dreans..

Cleveland began by establishing a bread-based coalitien which was
asked to design a pregram witheut regard te funding:. Over a peried of
three years, the process of “dreaming™ moved abead), ihvelving a wide
rznge of the ceommunity. Fellewing the submission of a3 reporty, work
began en the establishment of 3 funding eealitiun. Initiallly, ERis
imvelved the Federatieon Endewment Fund and three private families for
a tetal of 4 millien dellars. Feur years latew, in a second rowrd, 8
million dellars were ceommitted for £he next four year peried  This
imveolves the decision of the Federatien te ehange hew it funds Jewhsh
education and the imclusien of an additienal six families supperhing

ihe effe¥t.



Moral ef the story: If you put an exciting program in plase,, it will
draw finaneial support. He noted that what is happening in the three
communities is so worth while that it has to work.

The chair thanked the presenters, noting that after his working twelve
yedrs on behalf of Jewish educatiom, these reports today proved that

it was all worthwhile..

IW.. Monitorimg. Ewaluation and Feedback Project

A.

Introductory Remarks

Esther Leah Ritz, chair of the Momitorimg, Evaluation and Feedback
Committee, was asked to introduce this presentatiem. In doing so, she
noted that the consultants working with CIJE from the University of
Wisconsin epitomize the high quality people involved in the world of
general education who are being attracted to Jewish education by the
CIJE. She imtroduced Dr. Adam Gamoram, Professor of Sociology at the
University of Wisconsin since 1984. He is interested in tracking in
public education and has just returned from a year in Edinbumrgh,
Scotland where he had been working on a Fulbright scholarskhiip..

Project Update

Adam Gamoran asked: How will we know whether Lead Communities are
successful in creating change? How will we understand the barriers

and how they are surmounted?

We need an evaluation project in order te create useful knowledge -=--
to disseminate the learning of this experimemi. We also need
evaluation to provide the individual communities and CIJE with
feedback as well as to facilitate reflective practice within the Lead
Communities. We are asking the communities to take thhc tiimec tbo chhiirkk
systematically about what they are diwimg sp ditt we canaalwapiwbgsbe
finetuning and improving on our work. It is our hepe that this
process of constant review and revision will become a norm in the

Jewish community..

During the past year, as trhe Lead Communities were selected and
established, the MEF project was invelved in decumenting the process
of engaging the communities. This first year was one which focused
more on community dynamies than on eilucetion.

A field researcher was assigned to eeath czempumity. Thedin jiokh
initially, was to document the extent and nature of community
mobilization for Jewish educatiem, te characterize the lives of Jewish
educators in the cemmunities, and te determine «he visiems and geals
of the communities for Jewish educatiom. Working with the
communities, they developed and began to implement interview protecols
to study the lives of Jewish educateors in the commumnities. They alse
developed a survey of educateors whieh is new being administered and
the results analyzed. ITn additiom, they are previding the
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comtunities with a fresh perspective and the interpretatiom of am
eutsider as they move forward with the project and are keepimg CIJE
inlformed of what they are learnimg.

Im lecking at the characteristics of Jewish educatems,, the resecarchers
have been conducting interviews to provide a sense of how people feel
about their work. They are now preparing in depth analysis of these
interviews which will result in a written report of their findimgs.
The reports will be policy eriented, their purpose to help the
communities determine future directioms.

For example, fthe qualitative study is showing that substamntial mumbers
of Jewish educators have had little or no formal traimimg. While

communities offer a wide range of professional developmemt
experiences, these are often sporadic and the likelihood of attractimg

the untrained educators is uncerxtaim. These twe findings, viewed
together, raise the concern that many educators are getting neither
pre-service nor in-service trainimg.

During the year ahead the Moniterimy, Evaluation and Feedback preject
plans to:

1. Continue ongoing monitering and feedbachk. Specificallly,, the plam
is to document the process of articulation of goals and to develep
measures by which the process can be assessed;; to meniter the
progregs in establishing broad-based community coalitioms for
Jewish eduecatiom; and, having established a base line on the lives

of educators, to evaluate ehange.

2. Become more deeply invelved in ¢the proecess of cemmunity self-
Situdhy .
The researchers will werk with the coemmunities to develep
profiles, Locking at the imstitutions fer infermation on the
participants, program componemnts, supporting reseourewss, and
sources of finaneial suppert. This sheuld lead,, ever time, te

needs analyses and market surveys.
3. Seek assessiment jinstriments fer use in Weasuring outewirRS.

Adam neted that the prejeet will be sueeessful if each Lead Commumity
eonies o tealize the eentrality ef evaluatien in its werk.

Piscussion

When asked whethe¥ base-lipne interviews have been cepdueked with
metbers of the wall-te-wall eealitiomsy, Adam heted that seme
interviews had been eondueted. Hewevenw, interest has been raised in
the ripple effect of peeple's invelvement with Ehe eealitidh, i.e. Ehe
EXEtERt & which they are Eaking eur ideas back €8 their heme ager@ies:
This has net been studied but sheuld be in the fubuze-.



It was reported that there will be an evaluatien cempenent of each
project in the communities whieh is elearly identified as a "Lead
Community prejeet.™ Early in the proecess, the emphasis was en
monitoring and evaluaftiem. As the field researchers have moved
forward, their role has changed te some extent frem observing only te
becoming somewhat invelved in the community preeess. It was noted
that now that CIJE staff is in plaee, the rele eof the field
researchers will return primarily te that of ebserver.

Esther Leah Ritz eonecluded by neting her hepe that this proeess will
help us develop the capacity for leng term studies of the impact of
our work.

V. Best Practiees Preject

A. Introductory Remarks

Jehn Colmam, chair of the Best Practices committee was asked teo
introduce this presentation. He noted that we are lucky to have
Dr. Barry Holtz direecting the Best Practices Project, on leave
from his position as co=direeter ef the Melton Research Center for
Jewish Education at the Jewish Theeolegical Seminary of America.
He described Barry as a man of broad scepe, skepticism, and the
modesty of a trained elinieiam. He referred to the July 13
written update on the Best Practiees projeet ((included in
materials circulated to the Beard) as a geod review of the
complexities of the projeet. The methed that has been developed
of continuous analysis, feedback and applieatien is vital te the
work of CILJE.

B. Project Update

In light of the day's fecus en the Lead Community enterprise,,
Barry indicated his intention te look at the relationship ef the
Best Practices project to the Lead Communities. He noted that the
Best Practices project is a means of establishing a research base
by documenting success stories in Jewish edueatiem. At the same
time, the project is intended to introduce new ideas (best
practice) inte Jewish educatienal practiee. The project is
intended to estahlish standards eof quality.

The proeject haas identified nine areas for study in Jewish
educatiem. The first volume on Besi Practices in Supplementary
Schoeols was completed in Jamuary, 1993. A seecond study on Best
Practices in Early Childhood Edugcatien has just been cempleted and
was available at the meetimg. Each of these studies will be
rewritten in greater depth in the future. At the same time, work
is progressing on a volume on besl practices in Jewish compunity
centexs, heing prepared in cleose cooperatioen with the JCC
Associattieom. Werk is also under way on a volume on best practices
in day scheools,, being develeped in eenjunetien with the
denominatiens and JESHEA.
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Iﬁ%%h%‘wiﬂg is a sample of seme of the Findings in the early childhood
volume:

h. There is an explesion of programs in this area and a tremendouws
5Erain on the system. There is no area where the issue of
personnel shortage is more acute than this. In fact,, a
significant number of teachers are non-Jewisih.

2. THEeepkestpphacideesitéss itdeniiféddaaseantltaastaasggoddagsaany
early childhood programs in North America. There is evidemce that
they are having an impact on the Jewish commitment of families..

3. There is better supervision in early childhood programs than in
any other area of Jewish educatiom. This is attributable to
licensing requirememnts..

4. Theainiimng s & serdonss lissuee iin ematly ottilllitlvood ppogzeanas. Hemy of
the teachers have no Judaic training and many others hawe no no
education training.

5. Early childhood programs provide us with a "window of opportunity*
with families. Typically there is significant interactiom wiith
families at this level and many of the good programs see provisiom
of family education as their responsibility.. The rate of
continuation with day schoel edueation is higth..

Barry concluded by noting that there is no plan te take amy of the
best practices and "dirop" them into a community. BRowewer,, they
provide an excellent curriculum for thinking through the charge
PrOCEsss..

VIL.. Comcluding Comments

The chair intreduced Rabbi Isadore Twersky to conclude the meetimg with a
p'var Torah. He began by responding to a question pesed by Charles Rateer
esrlier in the meeting about a sourece for the concept of leveragiing. He
noted that this might be traced to Hillel, the Eldex, about whom it is
Said, "He leved all peeple and breught them clese te Terah." This is
interpreted as drawing people together at the fountain of Tewallh, whexe
they have an opportunity te leverage each other's suppori.

lle Roted that in the disecussien abeut the werk eof Lead Cemmuniitdgss,
reference had been made to bringing in the people en the periwied-. e
paraphrased Franz Resenzueig, whe wrote that we need ts *let the center

ridiate qut te the periphery.*

Rebbi Twersky noted that Hhere has indeed been remarkable eharge in the
seciological setting, atmosphere or attitude. He suggested that rather
than 2iming selely for “change,“ we sheuld seek imprevenhy,
intensification, and implementatien as key ideas guiding CIJE weik-.

12



WIL

by his B'War Terah, he likened Jewish education to a seed that keeps
BTewing, burgeening, and budding. As a seed grows long after planttiing,
rah study eentinues e imstruect and direct intellectually and
experientially long after the cenclusion of the formal lnstructiom. He
pted ©mat the visien of CIJE is to help provide a Jewish educatiom wihieh
will comtinue o resonate, to stimulate and sensitize youmgsters and

The

admbEs o contemplate the poetry and pageantry of our traditiom.
visisn, wltimately, is ko continue to preserve our people as proud

commi tEed Jews.

Adioummmemnt
The <hair thanked Rabbi Twersky and the meeting was adjourmed at
4:00 P.M.
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COUNCIL FOR INITIATIVES IN

JEWISH EDUCATION

UPDATE
April 1994

In August 1993, the CIJE appeinted a full-time Executive
Director, Alan Hoffmamm, and two new full-time senior educatiomall
professiomals, Barry Holtz and Gail Dorph. The new full-time
professional team, supported by Virginmia Levi, Admninistrative
Director, is supplemented by consultants on Researclh, Menitoring
and Evaluation ((@dam Gamoran and Ellen Goldring), Commumnity
Organization ((Stephen Hoffman), the Goals Project (Seymour Fox
and Daniel Pekarsky), and Planning ((Bnnette Hochstein). 1In
additiom, three full-time field researchers make up the staff of
the Monitorinmg;, Evaluation and Feedback project. As of January
1994, CIJE has an office in New York. We now have in place the
professional capability we need to achieve our agendma.,

Over the past eight months, CIJE has concentrated its energies in
several directioms:

1. It has imvested in building its own policymaking and
planning capacity, leading to the emergence of a Pregram
Steering Committee and four standing Board Committesess,
which will meet for the first time at the April 1994
Board meetimg..

2. In the "laboratories™ of the Lead Communities
(Milwaukee, Atlamta, Baltimore), CIJE and local
community leadership have pioneered a medel which meves
from multi-dimensiomall research about the Jewish
educational personmel of that commumity, througk pelicy
analysiis, to the building of a comprehensive personmel
action plan for the community.

3. A fall Institute for Educational Leadership will be one
of the first results of joint persommel actiem plams
invelving a number of communitiess.,

4. The Goals Project will engage educaticmal institutiems
and lecal cemmunities in a process of learming;, self=
refleetieon and analyeis to define their missiom.,

In additiem, work proeeeds on the Moniterxing; Evaluation and
Feedback prejeet in the three Lead Communities;, and on the
documenting of outstanding Jewish educatiemal practice threugh
the "WBest Prastices" prejeect.



Of major importamce, CIJE is now poised to share these
developments with a widening circle that will involve other North
American communities who wish to be engaged with us in seeking
systemic reform of Jewish education in their commumitiiess..

CIJE Structure Today

In summary, CIJE was created by the North Americam Commission on
Jewish Education with a highly focused mission which incorporated
three major tasks: Building the Profession of Jewish educatiiom;;
Mobilizing Community Leadership for Jewish education and Jewish
econtinuity; developing a Research Agenda while at the same time
securing funding for Jewish educational research.. These
""building blocks% all involve major long-term improvements in
infrastructure for the North American Jewish community amdi, as a
result, the Commission mandated the creation of Lead Commmuumitiiess..
These are development and demonstratiom sites where,, by
mobilizing the leadership of the local community and by improvimg
the quality of personnel for Jewish educatiom, significamt change
and impact could be shown to be possible over a period of time,
while the national infrastructure itself was undergeimg major
reform.

Four Board committees have been formed which represent the major
areas of CIJE’'s work: Building the Professieom; Commumnity
Mobilizatiom; Content and Program; and Research and Evaluatiom.
Board members will all serve on a committee along with other
participants not members of the CIJE Boarxd. These committees
will review in depth the work of their committes,, and cffer input
and direction to our Board and stafff. The chairs of these
committees and staff currently make up the Program Steerinmg
Committttee,.

Personnel Action Plan

By December 1993, all three Lead Communities had completed data
collection both for a gualitative study of the Professiomall Lives
of Educatores and a guantitative Educators Survey. Takem
together, the two reporte which have either been completed or are
about to be completed form the majer part of a diagnostic prefile
of all formal Jewish educatore in that particular commumity..

In Milwaukee, the personnel survey is already being shared and
analyzed by the Lead Community strategic planning group with
consultation from CIJE staff. CIJE lay leaders have met with teop
Milwaukee Federation leadership te think through the long-range
implications of a comprehensive plan for in-service traiming;,
recruitment and retention of educators in that cemmumiity.,
Educators themselves are being involved in the setting of
priorities within a personnel actiem plam. €IJE is providing
Milwaukee with expert ocutside censultants te censider the
implications of develeping the persenmel plam.



Within the coming six months, this process will have been
replicated in Baltimore and Atlamta, with the appropriate
adaptations for each community’'s nuances and differemees. A
major integrative report which pools the joint findings from all
three communities will be published and released to the North
American Jewish community leadership in the fall or wimten..
Joint personnel activities across communities which emanate from
this process will be under way by the fall of 1994. An example
is a forthcoming Institute for Educatiomal Leadership which CIJE
is planning with Milwaukee:, Baltimore and Atlamta in October
1994.

CIJE is now able to share this sequence,, running from research on
personnel to a personnel action plam, with a wider range of
communities who are committed to the centrality of building the
profession in Jewish educatiomal refomm..

Goals Project

The Goals Project is a multi-pronged effort to catalyze a
"vision" for Jewish education institutioms. During the work of
the North American Commission on Jewish Education it was
deliberately decided to defer discussion on the goals of Jewish
education to a later stage. As CIJE began to work with local
communities, both institutional and community leadership raised
the issue of the outcomes of our work. What do we hope will
happen? It appears timely to give serious attention to the
mission ((or missioms)) of Jewish education in those communities
with which we are workimg.

The Goals Project will engage educaticmal institutioms and local
communities in a process that will enable them to defime their
institutional visiom, understand its educatiomal implicationss,
and use that knowledge in setting priorities and in plammimg.

A seminar for key community lay and professiomal leadership -
including institutional leadership - from communities who are
prepared to engage in this task will take place this summer.,
Participants will meet with some outstanding individuals who have
pondered the question of what is an educated Jew, and towards
what should Jewish education be educating.. Participamts will
have opportunities to develop an understanding of the ways in
which a guiding vision can contribute to the desigm and
effectiveness of an educating institutiem. They will wrestle
with the problem of developing both their own institutiomal goals
and with creating a community climate which encourages and
promotes this approacih. It is CIJE’s intentiom that the trainimg
institutions and education departments of the denominations will
join with us as this Project develaeps.
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CIJE: The CIJE
A Catalyst Strategic
for Change Agenda

aunched in 1990, the Councilfor
Initiatives in Jewish Education (CIJE) is
an independent organization dedicated to
the revitalization ofJewish education across
North America through comprehensive,
systemic reform. Through strategic planning
and the management ofchange, CIJE
initiates reform by working in partnership
with individual communities, localfedera-
tions, continental organizations, denom-
inational movements, foundations, and
educational institutions. CIJEfocuses on
critical educational issues which will
ultimately impact on thefuture ofJewish
life, for Jewish education is a cornerstone

of meaningful Jewish continuity.

CIJE was established to implement the
recommendations of the Mandel Commis-
sion on Jewish Education in North America,
a distinguished coalition of community

and foundation leaders, scholars, educators,
and rabbis from all denominations. After
deliberating for eighteen months about how
to "enlarge the scope, raise the standards,
and improve the quality of Jewish education,"
the Commission concluded in June 1990 that
educational reform depends foremost on

the achievement of two vital tasks: building
the profession of Jewish education and
mobilizing community support for Jewish
education and continuity. These are the
building blocks of the CIJE agenda.

m Building the Profession

Although there are many talented educators
involved in Jewish education, the system
suffers from a shortage of quality teachers,
principals, educational directors, camp
directors, and other professionals committed
to the field, in both formal and informal
settings. CIJE's efforts to enhance the Jewish
educational profession are multi-pronged.
On the local level, CIJE strategizes with
communities to develop plans and initiate
action to recruit new educators and to offer
better salaries and benefits, ongoing profes-

sional development programs, and career



track opportunities. Simultaneously, CIJE
serves as an intermediary with universities,
training institutions, and continental agencies
to create innovative programs to build an
infrastructure for attracting excellent people
to the field.

m Mobilizing Community Support

One essential element of community mobiliza-
tion is significant new funding, another is
leadership. CIJE promotes local efforts to attract
anew generation of leaders committed to
Jewish education and to recruit and build
"wall-to-wall coalitions"—community leaders
in tandem with educators, academic specialists,
philanthropists, and rabbis, with all segments
of the community represented—to support
and sustain reform. CIJE also works to develop
a cadre of leaders at the continental level

who will be advocates for Jewish education.

o demonstrate these interrelated principles
in concrete ways, CIJE has established lead
communities — laboratories for change—where
CIJE staff works closely with lay and profes-
sional leaders. In these cities, CIJE seeks to
showcase the positive results that emerge when
personnel and community issues in Jewish
education are taken seriously. Atlanta,
Baltimore, and Milwaukee were selected in
Fall 1992 as the initial lead communities.
CIJE's next step is to widen its efforts and form
new partnerships, disseminating the lessons
learned in the lead communities to communi-

ties across North America.

Reform
Through
Thoughtful
Action

CIJE sees itself as an architect for reform—
planning an innovative strategic design for
Jewish education and working with others
to implement it. If building the profession
and mobilizing community support are the
foundations of CIJE's plan, its support

projects are the pillars:

Documenting Success—
The Best Practices Project
Throughout North America there are exam-
pies of successful Jewish education—outstand
ing early childhood programs, supplementary
schools, day schools, summer camps, adult
education, and other venues of Jewish
education that do work. CIJE researchers are
identifying and documenting successful
models; published guides based on their work
analyze and explore how such models can
be translated to other educational settings.
Through the Best Practices Project, CIJE is
furthering the understanding of the compo-

nents of excellence.

Building "Vision-Driven"
Institutions— The Goals Project
The Goals Project is a CIJE initiative toward
the development and actualization of visions

and goals for Jewish educational institutions.



Some educational institutions have underly-
ing, but often unspoken, visions of what
they seek to accomplish; many others need
to generate a comprehensive vision of their
mission. When visions and goals are clarified,
communicated, and put into action, they can
play a significant role in shaping the educa-
tional experience. Through the Goals Project,
CUE engages educational institutions and
the local community in a process of learning,

reflection, and analysis to define their institu-

tional vision, understand its educational
implications, and use that knowledge in set-
ting priorities and planning. An important
aim of the Project is to create a climate in
communities that encourages and supports
serious gttention te this process.

Creating a Framework for
Educational Research
Ongoing analysis and research informs
and supports all of CLJE's efforts. A leader in
bringing professional tools of monitoring
and evaluation to Jewish education, €HJE
is invelved with researeh on two Jevels:
building a eomprehensive research agenda
for Jewish education and using eutting-edge
technigues to evaluate its ongoing projects
in the field. In its work with the lead
eommunities, CUE moves responsively
from research to analysis te action,

CIJE At Work:
A New Vision
of Jewish
Education

CUJE's staff includes experienced educatons;,
cansultamts, amd intermatiomally-remorwmed
experts in the areas of Jewish and| gemenal
education, communmity plamming, Judkic
Studies, educatiomal phikosoply. reseancln,
leadership, amd organizational change. They
bring the latest thimking in their fields te
the endeaver of Jewish education.

Engaged in efforis with commumities acioss
North America and with a wide range of
commumnal organizations, founditionss,
univessiies, and denominational movements,
€UE is bringing together a pew alliance of
talented people committed to its agenda of
Jewish educatiomal reform. CHIE is forging
new connections, developing effective means
to joim forces toward a commeon goall.
Through its innovative approach and strategic
parteeusinips;, CUE seeks to dememstrate the
significant breakthrowghs that are pessible
when fupding, planning, and leadership
eoalesee on behalf of Jewish education.



Council for Imitiatives in Jewish Education

Design Document -- preliminary draft

"Profession building will be accomplished by creating a North
american imnfrastructure for recruiting and training increasing
numbers of qualified persommel; expanding the faculties and
ffacilities of training imstitutioms; intensifying in-service
education programs; raising salaries and benefits of educatiomal
personmel; developing new career track opportumiities;; and
increasing the empowerment of educators.™ (A Time to Act, p.56)

Mission of the Committee on Building the Profession

The committee on Building the Profession will focus on four domaims that are
critical to the revitalization of Jewish education in North Americs::
recruitmemt, professional developmemit, retention and positive perceptioms of
Jewish educatiom. It will discuss issues of policy and priorities and make
recommendations for action as appropriate..

We will monitor our activities and strive for measurable and meamnimgful

i .

I.

Recruitmemt: Developing and Aequiring Persennel
Develop, test and imstitiutienalize recruitment strategies andjob
opportunities that focus on:

a. young people who could be brought inte the field
b. mid-career professiomals..

A. Oppertunities

1. Young people today are searching for "meaningful"™ career
opportunities,.

2. Jhrsudisdh edligaddioon ass da G@4eesT Gadn Drevi fige Dpopp ke witth aa wayy
te express their Jewisherss.

3. Mid-career professienals ean bring knowledbs  oexppeibanes aand
ma iy

B. Obstaeles

1. Neggie vee PeEECPB i D8ss el Bc off thige fHkd Ud ddge too ites 1bow
status and lew ecenemie remunerativm.

2. The field has rpo recogmizable eanestr ladinir.

3. There are mo starnderdized waws of "retoelimgl mifdceseesr
professienals .



II.

Professional Develepment

Seek out or develop effective strategies for ongoing professiomal
dievelopment ffor:

a, ledbsdhiip aff Jhaikéh esthoastibomd ! fimseiimbrt poss
b. dinflommmed]l eardd foomedl Jkewd 65h esthaadooss (Hesatkess ,
youthprogrammers, etc.);

Develop and strengthen Jewish education programs as needed at
denominational imstitutioms, general wuniversities and local and
regional Hebrew colleges..

A, Opportunities

I, Regsrarah conling, aur of CIFE'ss studdy aff edhoeddibond] peesonned 1
in lead communities speaks to the lack of adequate
professional preparation and inservice oppertumities in a
powerful way and can be used to mobilize the commumiityy..

2. Stardbndss fanr pnofbssd bord ] linmrasemitee neopiieseatss cedbst i@n
general educatiom. They can be used as a guide toward
standarde toward which we might strive.,

B. Obstacles

L. Griensdl uniivessitiessd' Indddicea pnaggeass aree nodt diinesdesd
toward teaching the subject matter needed by Jewish
educators..

Z: hoeall nestorcess , bedth Minearedid] anddl Hwawan, aree pressadil by
inadequate te suppert cemmunal strategies fer upgrading
persennel eurrently in the field.

III. Retentien

Erezte znd improve salary benefits packages (bhealth, pemsiiony,
professienal development eppertunities)) fer full time and part time
edweaters;

Pevise approaches to issues of credentially, licensing, standardy,
Develep career track oppertumities.
A: Oppertunities

E: Reswlts of GIJE xeseandh substanidihe iIMpRTEdte OF
benefiks. WheRn teachers are asked, what faeters weuld
ehcourage them £9 think abeut werking full Eime, health and
pension benefits are the First tws items they menktien with
jeR tenure ceming thixd.



B. Obstacles
1. Coomptt L ivee sedbat tes aaddbbaséfteswiill reqquicenpeseddeldngs.

2. Tttwiillbbke offed 1 bexmyg hop too crrasée aaneéffetttwe sypsemmod £
credentials and licensing in a voluntary enterprise such as
Jewish educatiom.

3. Méaryy coesiitiboss iim titee fisdd wiil]l nesmd bnppatc tiime (whibth iss
a plus to certain populatioms, but may be a mimus in terms
of establishing norms of educational preparation and
standards of professionalism) .

™, Positive perception of the enterprise of Jewish education by a variety
of publics (@mcluding community leaders, both professiomal and lay;
parents; educators themselwves). This particular issue will also need to
be addressed by the committee dealing with issues of community
mobilizatiem.

A. Opportunities

1, Thee genenal] criisis et Jhwissh aoritiimiityy Hess noaiissedd titibs
issue on the communal agenda. Tn many commumities,, it is at
the very top.

B. Obstacles

1. For soige, attitudbss tewand Jesisth edliesdtiiom nefflleatt gamered |
ambivalence about Jewish identity.

2, Chengling athiitudbes eanm bee a long avdl difficdlt posesss .
Some Possible Activities of this Commititee:

1, A qualitative and gquantitative study of teachers and heads of

schoeels has been completed in each of the three lead commumitticss.,
Seen each community will receive an integrated report highlightimg
the findings of their ewn study. By the fall, a report addressinmg
the implications of these studies aecress the communities will be
published. This committee will study the results of these reports
and examine the variety of implications of the findings for Jewish
educatien in Nerth America.

2. Based on these repeirty, the lead commumitiies anre im thee Umess of
develeping cemprehensive pergsonnel actien plams. Members of this
committee will be kept informed of this process and discuss issues
and implicatiens that emerge from this ground breaking work. This
is a proeess that many communities will be able te use if they se
choose,.

3. The commitiee will hear experts in gererall edigdIGAIr Qi sEiBL4ISS
strategies for professienal develepwenit, approaches to
licensing/eredentials/eareer ladders (ete) arahdefdfdectoronide
pessibilities and ehallenges that faee the Janish ommumiity &6 we
tEy €6 apply what is knewn in general educatien te eur own wWok
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AGENDA

Introduction of Committee Members and Staff

Review of Design Document

Report on Recent Work of CIJE: From Research to Personnel Action Plan

Next Meeting Date



COUNCIL EOR INITIATIVES IN JEWISH EDUCATION
Memorandum

BOARD COMMITTEE ON COMMUNITY MOBILIZATION

The Jewish cemmunity has not yet recognized the
imdiispensable role it must play in order for Jewish
edwcation to achieve its goal. Community leaders have oftem
ffailed to make the connection between the educatiomal
process and the knowledge that leads to commitmemt..

Tt is this lack of understanding that has prevented the top
conmunity leadership in North America from rallying to the
cause of Jewish education in the same way it has to other
pressing needs of the Jewish people. The constituencies of
most mational and local organizations have not yet
recognized that Jewish education is indispensable to their
futurress..

As a result, the environment in the Jewish community is not
sufficiently supportive of the massive investment required
to bring about systemic change. This affects the priority
given to Jewish educatiem, the status of the field of Jewish
education, amd the level of funding that is gramted.

Imevitably, imsufficient community suppert limits the
aspirations, imhibits the visiom, and stifles the creativity
of those imwolved in all aspects of Jewish educatiieam.

(A Time to Act, p. 40-4h)

The goal is clear. As one commissioner observed, a majority
of community leaders must rally to the cause of Jewish
education. "The chances are,™ he said, "that in 1930, omnly
a ffew of these leaders thought Jewish education was a
burning issue, many thought it was importamt, and the rest
didn’t spend much timethhikkiggahbeutitit. Ihn199%, it meay
well be that there are si?hi@ﬁﬁﬁhﬂﬂyhmm@éedﬁmmuﬁﬁﬁyfl@@ﬁé@t
who think that educatien is a burning issue, more whe thimk
it is impertant aand fhswarwhiono don't @hivee it tose mwekh
attention. The cHallllange liss Widt Dy thike Vgear 2000e, the wast
majority of these cemmunity leaders sheuld see Jewish
edlucation as a burning isbosuandndhdiarsest sHmilld a8 least
think it is impertant. whHEerhilklssisapheesgdy "thhke
comiissioner concluded, “money will be available to finamee
fwlly the massive pregram envisiened by the Cemmission.'

(B Fime te Aet, p. 64)

An axiom of the werk off (IUE i tHat tHere e e idT prdEsen-
ditiens for systemie off Jididh ediedtion ih Ne3rth abveatiles:
building the prefessien of Jewish edueatien and mebilizimg
community leadership for Jewish edueatiom. The Committee em
Community Mobilizatien will review and direct CIJE's werk iR ERiS
1ztter iy, @£§§u§§mg peliey and f@é@fﬁfﬁ@ﬁ@iiﬁ%ééﬁi@h. in
additien, the committee has eversight respensibBility fer the Lead
CORMURity Preject.



The Ggmmittee will concentrate on several areas which have been
identified as key to mobilizing community support both locally
and continemtzlIlyy:

recruiting top community leaders to the cause of Jewish
educatiom;

raising Jewish education to the top of the communal agenda;

creating a positive environment for effective Jewish
educat: iom;;

providing substantially increased funding from federatioms,
private foundatioms, and other sources;

+ using lead communities as laboratories for learning about
mobilization of community leadership for Jewish educaticm..

Some possible activities for the Committee which may be
cons idered:

1. In the communities with which CIJE is actively engaged,,
certain minimal conditions of community mobilization were
mandated as prior conditions to CIJE's involvement in those
communities. An example is the creation of wall-to-wall
coalitions of all imstitutions engaged in Jewish education
most broadly conceived. To what degree has this mechanism
been successful and what have been the positive lessons
and/or obstacles to this process? What can other
communities beginning this process learn? What light can
the work of CIJE’s field researchers in the moniteorinsy,
evaluation and feedback project shed on this process? Have
other communities been more or less successful in using
different models for mobilizatiomn?

2. An early assumption of CIJE was that major investment in the
development of personnel and community leadership in Lead
Communities would lead to the creation of centers for
dissemination and replication for all of North America.

CIJE is now facing the issue of how to share its
developments with a wider group of communities. This stems
both from CIJE’s sense that there is much in which we are
engaged which is of great value te communities who share our
commitments. On the other hand, several communities are
asking CIJE to provide support and consultation to their
local continuity processes, particularly requesting expert
support in personnel developtent and community mekilizatiem..

3. Is there some educational process for community leaders of
Jewieh education whieh would accelerate the process of
imcreasing their knowledge and understanding of key Jewish
educational issues both of content and pelicy? Both Wexner



.

and CLAL have had some experience in this field. Should
CIJE be joining forces with these and other agencies to
develop models for building a more knowledgeable leadership
for Jewish education?

Although arbitrarily separated in our committee structures,
CIJE has argued that building the profession and mobilizing
leadership are intertwimed. How can the articulation of a
personnel action plan at the local community level and the
development of continental personnel initiatives become
arenas for engaging key lay leadership and key funding
sources?

Similarly, the Goals Project which falls within the purview
of the Committee on Content and Programs has as a major goal
of the 1994 Summer Seminar the fostering of understanding of
the importance of vision-drivenness among key leadership -
both at the community and imstitution level. An ultimate
objective of this project may be a "coalition* of visiomn—
driven institutioms. Yet part of the process will be the
development of a new cadre of lay leaders of Jewish
education who understand and insist on this approadh. Can
the Goals Project become a methed and model for engaging
ever—-increasing circles of top lay leaders in our work?

What about the Jewish imtellectual community in the United
States and the mission of CIJE? A huge proportion of
leading thinkers, researchers and intellectuals are
identified Jews who the organized Jewish community has not
succeeded in recruiting into leadership positiems. Can the
work of CIJE be a path to harness this huge pool of talemt
and enerqgy for leadership?

The Rabbinate - while commonly considered as professiomal
Jewish leaders, rabbis often function as powerful community
leaders, particularly in the domain of Jewish educatiam.
Should our committee consider different models for using
rabbis both to build and to be part of our mobilizing
process? What has been the experience of communities where
rabbis have been viewed as inhibiting or enhancing the
process of coalition=-building?

Funding: the revitalization of Jewish education will
require a substantial increase in funding. Where will seed
money come from and where will long-term support come from?
Should this committee study and learn from the experience of
different communities in dealing with this issue? How will
CIJE provide leadership in this arena?

How can the Board and committee structure of CIJE itself be
used to build continental lay leadership?



Dissemination of the work of CIJE as part of building a
climate of change in Jewish education in North America?
Should this committee be considering a communications plan?
In what national and logal Jewish fora should our story be
told?



COUNCIL FOR INITIATIVES IN JEWISH EDUCATIOM

BOARD COMMITTEE ON COMMUNITY MOBILIZATION

APRIL 21, 1994

AGENDA
1. Introduction of Committee members and staff
2. The Lead Community Project - status report
3. Discussion of memorandum towards clarifying Committee

terms of reference

- recruiting top community leaders to the cause of Jewish
ediication

raising Jewish education to the tep of the communal agenda

- creating a pesitive envirenment fer effective Jewish
education

proeviding substantially inereased funding frem federatiens,
private foundatiems, and other seurees

- using lead cemmunities as laberateries for learning abeul
mobilization of eemmunity leadership for Jewish educaltivh.
4. Next meeting
Dake
- Centent



Council for Imitiatives in Jewish Educatiom
Hemorandum

CIJE Board Committee on Content and Program

Deffimition and Purposes

Tihe Committee om Content and Program will deal with the contemts,, methods and
evaluation of the educational program areas of the CIJE werk. In specific the
Committee will address two major CIJE projects currently undexway,, the Best
Practices Project and the Goals Project. As the CIJE extends its scops, other
projects comcerning educational program will also beecome part of the
Committee's focus. The Committee will serve as the forum to discuss the
progress of these projects, to explore significant issues that emerge from the
work and to recommend program and policy cheoieces to the Boandl.

The meetings of the Committee will serve three purposes: a) to inform the
members of the Committee about the CIJE efforts in these areas, increasimg the
knowledge of Committee members; b) to gain advice from the Committee members
about issues of policy and priority;; ¢) to suggest new project areas for CIJE
exploration.

The Best Practices Project is an effort te decument exemplary models of Jewish
educational work and te use these examples for improving the quality of Jewish
education in the field. The preject is direeted by Dr. Barry Holtz (Jewish
Theological Seminary of America) .

The Geals Preoject is an effert te foster an understanding of the critieal reole
that Vision, Geals and Objectives play in Jewish educatien and te collaberate
with lecal cemmunities to translate these leadership qualities inte commumal
practice. The prejeet is direeted by De. Daniel Pekarsky (University eof
Wiscomsilny .. The Geals Preject ceerdinates its work elesely with a leng-term
rescareh enterprise of the Mandel Institute in Jerusalem ealled "The Educated
Jew Prejeet." This preject imvites leading Jewish thinkers te artieculate
their respective visiens of an educated Jew and thepn to work with educators teo
tramslate their visiens inte terms that will make them usable in educatiemal
Sertrtinees .

Possible Activities ef the Committee

Best Practiees Prejest
The Gompittee will:

2 BRwleW, RRROFLSs of Wit Fndngss off White BRsdr Hesddress edpsdt

B)  Hrar e RSk Reaidicess neseadydifdss dRssdviPse Wied i wedtk

& Hrar Besh practdicsss Rrardditdidvass dissiiess el ehicedinded] programs
g) Wisit seheched beslk prachicess siitess



Following #hese inputs, the Committee will:

a} Evaluate issues arising the the documentation of best practices (e.g.
how should they be documented? what models currently exist,, if amy, for
documentatiom, etc.)

b) Discuss issues that relate to the implementation of best practices to
new settings (@uestions of "replicatiom™,, educatiomal projects that
emerge out of best practices work, etc.)

¢) Discuss "Wrew grootibesd" tthett dbed]l wikth siinibar ibssess

d)y Discuss odiher gosssiiile eyparsiorss of tee Bedt Poatibess Praoject & .@ .
—evaluwation of "best practitiomers";

—project on best practices of the pasts;;
—awnpilation of biographies of leaders from best practices sites, etc.

The Goals Project
The Committee willk:
a}) Learn about the aims and method of the Goals Project
b) Discuss lismess neldsd to goadbs iin Jhew bih adiheedd den
c) Explonre ttee "Edurmtred! Jew Praojpedt" andd ifbss nelltdbmstibp to Goalsppeddett
d) Hear presentations by writers of the Educated Jew Preoject
e) Discuss issues related to moving from Geoals teo actiem

f) Hear presentations by representatives of educatiomal institutiems that
are characterized by "vision-drivenmess"

g) Visit such institutiens



Appendix A

Committee on Content and Program
List of Petential Future Work
April 21, 1994

h. Dissemination of results of CIJE work
a. Target audience
b.. Metheods, e.g.:
~—~Rublications by CIJE
—Pregentations at academic and education conferences
—Genferences called by CIJE, etc.

2. Imcorporation of Best Bractices in Lead Communities and Other Sites
a. Imeidence
b.. Ewvaluation

B. Imcorporation of Goals Project in Lead Communities and Other Sites
a. Imcidence
bb.. Ewaluation

. W

4, Other Areas for Study of Content and Program



Appendix B

Cemmittee on Content and Program
Biographies of Staff
April 21, 1994

Barry . Holtz is Senior Education offiecer and Director of the Best Practices
Ebroject of the Couneil for Imitiatives in Jewish Education (C1J®).. He is am
hAsgociate Professor of Jewish Education at the Jewish Theological Seminary of
america and for the past thirteen years has been the Co-director of the
Samimary's Melton Research Center.

e received his undergraduate education at Tufts University and his Ph.D. frem
Brandeis University. Dr. Holtz was the editor of most of the volumes of the
Nelton Graded Curriculum Project, a set of teacher's guides and related
materials wsed widely im North America.. As author and editor, his books
timclude: Finding Our May: Jewish Texts and the Lives We Lead Teday (Schockem
Books, 1990), Back do #he Sources: Reading the Classic Jewishh Texts (Simon apd
Schuster, 1984) and, most recently, The Schocken Guide to Jewish Books (1992)..

Daniel Pekarsky is Professor and former Chairperson in the Departmemt of
Educational Policy Studies at the University of Wiscomsim-Wadliisom. He did hiis
doctoral work at Harvard University, where he specialized in philesephy of
edinration. Im addition to work he has done as a Jewish educater im
congregational and other settings, he has also been involved over the years im
the ediucation of Jewish educaters.

Im 1987-88, he served on the faculties of the Jerusalem Fellews amd of the
Melton Center for the Study of Jewleh Educatien in the Diaspera at the Hebrew
University. More recently, he took an extended leave from the Univwersity of
Wisconsin im order to direct the Cleveland Fellows Program at the Cleveland
College of Jewish Studies.
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CIJE Board Committee on Content and Program
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Introduction of Committee Members

Introduction of Staff

CIJE Content and Programs: Review of Memorandum

Status Reports
~-Best Practices Project

—--Goals Project

Focus of Next Meeting
Dates

Content



Council ffor Imitiatives in Jewish Education
Memorandum

CIJE Board Committee on Research and Evaluation

A research capacity for Jewish education in North America
will be developed at universities, by professional research
organizatimms, as well as by individual scholars. They will
create the theoretical and practical knowledge base that is
imdiispensable for change and improvement....The research
results will be disseminated throughout the Jewish community
for use in short-term and long-term planming. Data on Lead
Communities will be amalyzed to ensure that their individual
programs are educationally sound and are meeting with
SUSCRESSSS -

— A Time To Act, p. 70

Definition and Purpeses of the Committee

The Ceommittee on Researeh and Evaluatien is eharged with developing strategies
for creating a capacity feor research en Jewish eduecatien in Nerth Ameriem. Al
present, very little knowledge is being gathered and disseminated that can
help Jevwish eduecaters impreve. There is ne real {nfrastructure for Jewish
cducational researeh; there are enly a few prefessers ef Jewish edueatiom, and
they have many other responsibilities besides reseaxeh.

Another missien of the Cemmittee is teo fester self-evaluation of Jewish
educatienal pregrams threugheut Nerth Ameriea. Related te the near-absemece of
researeh, pregrams and institutiens in Jewish edueation rarely assess their
oWR Pregrams to meniter perfermance or gauge sueeess. A geal of CIJE is te
encourage evaluation-minded cemmunities’, Ehat is, communities that examire
thelr ovn programs as a step tewards self-improvememt..

CIJE Researeh and Evaluatien te Date

Thus far, research and evaluatien spensered by €IJE has eceurred im Lead
Communities, ouf "Tlesal laberateries™ for edueational imnevaktion. A
Monitering, Evaluation, and Feedback (MEF) team has studied edueaters and
issved policy-oriented reports on educational personpel Ee the ecommunitics.
fihe MEF dteam has 21se analyzed the precess of mebilizaktien fer Jewish
cdvcation in the Lead Communities. These reperts and analyses have beem
REFFQULY Eocused oR issues relevant te sducational change within the Lead
CommuRities. Ne steps have yet beeh taken towards wider disseniRallih.



Bessible Astivities for the Committse
A mumper of possible activities for the Committee may be considlensdl:

(L} The guestion of tramslating evidence gathered in Lead Commumities inte
wsable knowledge for the rest of North American Jewry may be a major topic
fror diiscussiom. What are the appropriate mechanisms for reaching out te
the wider Jewish community of North America? What should be the relatiwe
priorities within CIJE of data-gathering and report-writing for the
purpose of stimwlating action within the Lead Commumittiess, as compared
with the broader goal of disseminating information throughout Nerth
america?

(@) CLJE has a swall imternal research capacity, but the ultimate goal is to
stimulate research on a broad scale, involving many partners includimg
wniversities, foundatioms, agencies, and individual scholars. How can
CLJE move towards the broader agenda?

{3} How can CIJE encourage communities other than the Lead Commumities to
become more reflective? What activities or programs might stimulate amd
support self-evaluation in Jewish educatiom?



Adam Gamoran ---bio --July 1993

Adam Gamoran is Professor of Sociology and Educational Policy Studies at the University of
Wisconsin, Madison. He has taught at Wisconsin since 1984, when he received his Ph.D.
from the Department of Education at the University of Chicago. Most of his reseasch
concerns the effects of stratification in school systems, with special attention to differences in
the quality of classroom instruction for students in varied tracks and ability groups. He has
written numerous articles on these topics for academics and educators, of which the most
recent is "Alternative Uses of Ability Grouping: Can We Bring High-Quality Instruction to
Low-Ability Classes?™ which is forthcoming in the American Journal of Education.

In 1989, Gamoran was honored with a Spencer Fellowship by the National Academy of
Education. He spent 1992-93 as a Fulbright Scholar at the University of Edinburgh,
Scotland, where he carried out research on the standardization of the curriculum in Scottish
secondary schools, and its relation to equality of educational opportunity. Currently,
Gamoran is the Chair-Elect of the Sociology of Education section of the Americam
Sociological Association. He has also been active in the Research Network on Jewish
Education, serving as Program Chair in 1991.



Ellen B. Goldring

Associate Professor of Educational Leadership
Peabody College
Vanderbilt University
Nashville, TN 37205
(&15) 322-8000
fax (®15) 343-7094

Ellen served as a teacher and educational director in Jewish education
before receiving her doctorate at the University of Chicago. In Chicage, ghe
wags an evaluator for the Chicago Board of Education in the Department ef
Educational Research and Evaluatiom. In this positiom, she developed and
evaluated numerous imnovative programs, such as Paideia Schools. Upon
completion of her doctorate, Ellen was on the faculty at Tel Aviv University
and was Chair of the Program in Educational Administration and organizatien
before coming to Vanderbilt as Associate Professor of Educational Leadersihiip..
At Vanderbilt she is also a senior research fellow with the Vanderbilt

Institute of Public PFeicy.

Ellen's research examines the impact of changing forees, beth internzl and
external te the school, on the nature of primcipals" work. Speeifieally, her
work focuses on the way in which increased paremtal involvement in seheels
lmpacts on the principal and how principals and parents interact. In a bread
internatienal perspective she studies the link between parental invelvemenf
and public scheols of choice. Following this line of work, she is looking at
prineipals whe work in schools which have undergone major change efforts.. Hew
work explieates the image of the principal as envirenmental leader..

Presently, she is principal investigator in a research project that is
studying the impact of magnet schools on families, teachers and students

funded by the Spencer Foundatiom.

She has been invelved in numerous projects which have altered the rele
relatieonships between principals, paremts, teachers and central effice
superiers in sueh areas as decision makimy, curriculum planmimg, community
building and missien development. She has published artieles in such jourmals
a5 Educatienal Administration Quarterly. Educational Poliecvy. Urban Edueatien,
and is auther 6f a beok ((co-authored with Sharen Rallis), Prineipals of
Dynamie Seheols: Taking Charge of Change (Corwim/Sage, 1993))..
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MINODTES:: CIJE/LEAD COMMUNITIES SEMINAR - Baltimore

DATE OF MEETING: August 23 - 24, 1993

DATE MINUTES I SSUED: October 5, 1993

PRESENT: Janice Alper, Lauren Azoulai, Chaim Botwimick;, Ruth
Cohen, Gail Doxph, Genine Fidler, Seymour Fox, Adam
Gamoram, Steve Gelfand, Jane Gellmam, Roberta Goodmsm,
Annette Hochstelm, Stephen Hoffmmm, Alan Hoffimanm,
Barry Holtz, Marshall Levim, Louise Steim, Julie
Tammivaara, Ilene Vogelsteim, Shmuel Wygodm, Virginia
Levi, (Sec,y)

COPY TO;: Darrell Friedmam, Ellen Goldrimg, Morton Mamdell,

Richard Meyer, Charles Ratner, David Sarmat, William
Schatten, Henry Zucker

I.. Introducteory Remarks and Updates

A,

Developments im CIJE

Alan Heffmann opened the meetimgp, thanking THE ASSOCIATED for its
hospitality and the help provided in organizing the meeftings..

Alan reported that he has aecepted a three year assignment as
executive director of CIJE, on loan from the Hebrew Uniwewsdiitty.. His
decision to aeccept the position builds on ten years of working on
issues in Jewish education in the Diaspora and his academic interest
in issues relating to the process of change. The Commigsien on
Jewish Education in Nerth Ameriea is the mest systematie and serious
effort to establish a new strategie vision for Jewigh eduecation and
Jewish eentinuity. The recommendations of the Commission provide an
exeiting oppertunity te effeet ehange threugh the key building blecks
identified by the Commissiom. Alan noted that this ie cutting edge
werk beth for general edueatien and Jewish edueatien and that he
found the eppertunity te partieipate entieimg.

CLJE attemipts to get at fundamental issues by building consensus
aneng partners net used te working tegether. During the next three
years, CIJE and the Lead Cemmunities will werk together te create the
foundatiens fer the futuwme. The Lead Cemmunities precess i expected
te be a long term effort. He reminded the group that CIJE is
committed to the training of persenmel, lay leadership mebilization
and the establishment of a researeh agenda fer Nerth Ameriew, in
addition te working with the Lead Cemmunities.



B, The $taff of CIJE

Alan intredueed the staff of CIJE, promising a memo detailing the
respensibilicy of eaech and how they can be reached in the near
futune. .

1. The Core Staff
The core staff includes the followimg:

Alan Hoffmann - executive director

Barry Holtz - fuwll time as of July 1. Barry will rum the Best
Practices project and will coordinate the conceptualization and

development of pilot projects.

Gail Dorph - will be the first point of reference for the Lead
Communities. She will be visiting regularly, on a schedule to be
jointly determined.

Ginny Levi - will serve as the mission contrel, running the
office from the primary address in Clevelamndl.

» &S
Adam Gamoran and Ellen Goldring - (part-time)) together will
direct the monitorimg, evaluation and feedback functtiem..

Julie Tammivaara and Roberta Goodman - (full-time) are field
researchers working with the MEF project monitering,, evaluating,
and providing feedback to the Lead Communities and CIJE.

2. Consultant Team
Steve Hoffman - advising on community process

Seymour Fox - bridge between the Educated Jew project and the
goals project

Annette Hochstein - eonsultant on meniterimg, evaluatien and
feedback

stwmuel Wygoda -~ will coordinate personnel training in Israel and
will continue to wrok with the training institutieons.

Daniel Pekarskv - Nerth Ameriean eonsultant on the geals projeet

Mr. Heffmann neted his speeial thanke te Henry Zucker for his
consiltation and e€lese directien of the projeet te this poinit.

€. Developments in the Lead Commupities

Esch of the communities was asked fer a brief update on the status of
their weork.



Atlanta

=

A major restructuring of the Bureau of Jewish Education hag
talken place, resulting in a new organization with a more
clearly defined focus. The new directer of the Jewish
Educational SBewmitess, Janice Alper, was introdusssH,

A sourdh iis umbEr way to find staff for the Cownedill fomr
Jewish Continuity.

The educators survey will be administered in October..

The Council for Jewish Continuity is now establishing task
forces on the Israel experiemee, prefessiomal developasniy,
and Jewish education in the JCC.

An arcaiianiic sywpeediisn with Hebrew University is scheduled em
Jewish continuity and Jewish education for October 10, 1993.
The main speakers will be Sergio Delapergola and Zev
Mankeowitz, the new director of the Melton Centre in
Jerusalem. The audience will be rabbis, members of day
school and congregation education beards, and all educattwirs.

Baltimore

a,

Iy shnahegiic plamnm wess adisgad dn Jdyy.  Thelludddd in itss

recommendations were the establishment eof the Center for the
Advaneement of Jewish Edueatien and the Committee on the Lead
Communities Prejeck, whose members are presently being
igentified and appointed.

Tee edicabadiss Buriesy Wil bee adaminisdenedd i esddly QoEobbEr .

Iy conffenansee is sPRduld fur edicadesss 1in e trdiséadee
AFER -

Guvsidinaddion s Redigg Flieen teo wegtihgg wiibh thike SSeidsT
Educate¥s ahd Jerusalem Fellews pregrawms for training senior
persennel for Baltimere.

Milwaukee

&

B

Hite ST aitl QU dinss f iee BN SSs 06N Wn Jeakd 5h Vi B4 Dén
aRd Centinuity serve as a3 comprehensive team. The
Srganizatienal seruecture is iR plaee and task ferees are
being established.

Miiladiese 1S WAIKEN9E OOn Miedps Teo Jedt COBFEe8e DYy 1in teo tERe
concept of systemic change-



e¢: The educators survey has been administered and is now being
analyzed. Senior educators have also been surveyed and the
process of analysis has begum.

¢, Two sesslons have taken place on visioning as the basis for

determining community goals. A commission retreat is
scheduled for October, at which time a plan will be

developed..

e. Consultants are being interviewed to help in the area of
plannimg.

f. A think tank on family education has been establisied.,
Discussion
Much of the discussion that followed focused on Milwaukee"s woerk on
visionimg. It was described as the first step in developing a
strategic plam. It was suggested that there are no useful models for
how to go about this. The following might characterize a successful
visioning process:
1. Excitement and motiwvation
2. A new perception of what could be done -- moving to a new plane

3. The establishment of long-term goals

4, The beginning of a mission statement

IT.. Personnel and Community: The Building Blocks of Lead Communities

A,

Presentation

Barry Hoeltz noted that the concept of a Lead Community is
complicated, evolving, and lends itself to continuing analysis.

While we are learning what a Lead Community is as we proceed, CIJE
has a basic concept of what constitutes a Lead Commumitty. The first
criterion is that a Lead Community must address the building blocks,,
to be discussed in this sessiom. The second, that the Lead Community
must take a systemic approach; will be discussed in a later sessiem.

The work of the Commission on Jewish Education in North America was
reviewed. It was noted that the primary geal was to ensure Jewish
continuity through Jewish educatiom. When representatives of the
major segments of the Jewish community were asked for ideas on how
Jewish education could effectively impact Jewish contimuiitty, the
result was an imventory of 23 *"programmatic optiens™ ineluding such
areas as: improving early childhood educatiem, work with yeuth
groups, media, ete. The Commission was faced with the question of
how to select and prioritize among these many important areas. There
were powerful advocates for many of these options and ne cenfirming

4



research that any one of the options could have a greater impaet than
any other. With this im mind, the Commission searched for issues
that might eut acress the programmatic optioms and identified two
"emabling eptiens," or building blocks, which must always be presemnt
for Jewish educatien ko succeed: building the profession and
mobilizing the community.

Building the profession looks at the fundamental key dimemsiem: the
people who educate. This imcludes teachers, principals, camp
counselors, leaders of Israel trips, JCC staff, youth group leaders,
etc. Without sufficient quality or quantity of trained persemmel
both in the areas of upper and middle management and on the front
lines, Jewish education cannot be successfull..

Mobilizing the community points to the need for a core of committed
lay leaders to provide the commitmemt, support, and funding to meve
the process forward.

A Lead Community must emphasize these two crucial areas. CIJE is
prepared to work with the communities on the details of hew to move
fforward. Each community will generate its own appreaches to these
building blocks.

Discussion

Mebilizing the community was further described as a process of
coalition buildimg, a "seamless representatiom”™ of rabbis,, lay
leadership of synagogues, and the leaders of community agemecies.,
it is the successful imwolvement of new lay players, committed to
Jewish education, that will determine the ultimate sucecess of Lead

Ceommumil tiless..

Tt was suggested that it is important to reach beyend the Federatien
system in invelving people in the process. Federation can serve as
the cenvener and mobilizer, but should not be a gate keepew. The
resulting cealition should bring together partners whe have not
neeessarily worked together in the past. It was suggested that a
true eealition should include representatives sent by the agenciess,
not selected by the convemer.

It was noted that establishing a wall-to-wall eealition is enly the
first step in the process. This must be followed by educating
participants te ensure that they represent their constituemncies
effeetively. Once the process gets started, it should become
apparent te all aspects of the community that they cannot afford te
stay eutside of the proeess. In erder for participants to see
themselves as agents of ehange, they must feel empowered threugh a
sense of ewnership, an oppertunity to make a differesmcs,, and an
epportunity for personal grewth.



€. Break Out Groups

Each eemmunity was asked to consider separately the following
questioms:

Regarding Personmel:
What are the personnel issues facing our commumnity?
What data is already available about personnel in our commumitty?
What processes can we put into place to make use of the results

of the professional lives of Jewish educators and the educators
survey?

Regarding Mobilizing the Communitty:

For a commission to change the climate for Jewish education in a
community, it needs to develop elements, such as:

champions for Jewish education
wall-to-wall coalition
adwocacy for Jewish education
climate for ferment and debate
increased local funding for Jewish education
What else do you think needs to be added to this list?
What is and can your commission do to foster this enterprise?
Following are swmmaries of the community discussioms:
1. Baltimore
a, Personnel issues
(1) The need for coordinated recruitment, placemnsiil,
salaries, and retention efferts. Baltimore has
identified 14 prierities within the area of personmel in
their strategie plan and will be werking te prioriftize
them..
(2) A shortage of personnel by denominatiom. There are teo
few Reform educaters to meet the Community's needs,,
resulting in the mevement drawing en the reseurces of the

Censervative mevement whieh must, therefore, draw
personnel frem the Orthedex movemeRE..



b. With respect to mobilization of the commumity,, Baltimore
listed the following needs:

(1) To leverage national as well as local fundimg.,

{2) To create appropriate expectations and communicate them
to the commumniiy.

{(3) To change the perception of Jewish educatiam, broadening
the definition to include informal as well as formal.,

2. Atlanta
a. Personnel Issues

(1} The need to develop minimum standards for Jewish
educatorss..

(2} The need for formal programs for in-service tralning in
the community..

((3) Programs for recruitmemt..

(&) Compensation - how to determine pay and bemeffiits.
((5) Personal growth for senior educators.

(®) Career tracks for persommel.

(7} More trained personnel for informal edueatiem.
(8) Youth leaders need a sense of missiom.

() The need for a resource list and access to people from
outside Jewish educatiom.

Atlanta plans te ume tie «licaders SUrvaYy o Wwaokk wiitth dife
lecal commission (CIC) flor planning and teoagdecsatewwibhin
particular areas. They will determine priorities and set a
time table fer aetiom.

b. With respeet te mobilizing the Cemmumity, Atlanta identified
the fellewing needs:

(1) A visien fer Jiskisth eatliicatiiom.
(2) A definitien off gWjieatives anddassined oquEeaeses .
((3) Diversified funding.

(@) A multi-faeeted appreach.



Im the discussion that followed, it was suggested that the
edueators survey can be used by each community to help with
planning and prioritizing and to advocate for particular next
steps. It was suggested that plans be made to dissemimate
the results to participants in the survey as well as to
Federation leadership, rabbis, and senior educators in the
community. The results should serve as a basis for
conversatiom; it should lead to dialogue and an interactiwe
Process..

I't was noted that Ruth Cohen has written a memo on the
administration of the survey in Milwaukee which should be
useful to Atlanta and Baltimore as they administer the
survey. It was intended that the survey be the same for all
three communities, for comparison purposes, and noted that if
either Atlanta or Baltimore wishes to revise the instrument
im amy way, they should consult with Ruth as well as Adam
Gamoran or Ellen Goldrimg. It was also agreed that any
comparative report must be approved by all three commumities
before it is disseminated..

Milwaukee

Milwaukee reported the following summary of their discussiiom::

a.

Henssormed 1 Hesss Hesen idedentiifikst] ass aa Keay commmuriithy priorditty..
Milwaukee issessbdlisdnigg aa peassonrdl chsik fHoree to look at
issues of quanthity, quelliity, ssaiting (4atveadatom to a mid-

size community) and salary limitatioms..

b, My gpeaple find tle issuess oremwitellmingg too dbsdl with. This

C.

is viewed aas thlee readhmodf thiee prodeessiomalls. It involves
risk.

The flollowing issues were raised with respect to the use of
the results of the surveys of educators.

(1) How do you effect change in professiomal develepmenir,, yet
tie it to clear educatienal outcemes in the classroom?

(2) What kind of professienal growth will have an impaet?
(3) Hoowwiilll the dbiea Bee uged withvpih feseiesalurals?
(@) Hiowwill wiHd ddea dedauded lisechia [ded [Cosh@enmpnity?
(5) Mmetheree appreestiess Wadt are dikelikebywbyktork?

(6) Hiow can €96 ddea dedfideldne ondepadaréiapdéfigthé the
persennel issue?

((7) Hew are people approached te partieipate in this issue?



Wnat kind of strategies can we dixelep tw spprosch Whem?

(®) Howy div wie convince people that cthtis sisimsmeisiscerbtabltao
systemic change?

4, Next Steps
() Development of a vision of what is possiibile.
(@) Dmesdl mogee practically with the possdbdibtlitf Fanflimging.
(@) Witear Kiivd of new roles can be developed for teachers?

e, In order to change the climate for Jewish education in the
community, Milwaukee identified the following elememiss:

(L) Create a win-win situatiom. How will people bemefiit?

(2) How do we stay focused on our agenda while the
constituent entities are carrying out their agemdms?

(3 What iis the treatment going to be of potemtiall champiomes
— who and what?

(4) How do people get a sense of the excitement of a lead
project?

((>) How do we maintain long-term interest by showimng results
early in the process?

f. Milwaukee identified the fellowing steps te fester the
enterprise:

() The role of Federation muet be expanded., Heow do we
captiure the lay and professional leadership?

(@) Hew can Federatiens'l edueating rale be enhameed?

(®) What kind ef lay edueatien will be undertakem?

(@) Hew de yeu work im a eealitiom?

(®) Develeping a ecommen language fer "systemie charge."
The session concluded by neting that this preeess has eontributed greatly
te gefining a Lead CommUAity preject. Tt weuld address these issues and

$erve a5 the basis fer menitering, evaluatien and feedbadic. This eam
previde us with the agenda £e¥ the future.



The Goals Project

Alan Heffman imtroduced this presentatiom, noting that this is one of the
support projects for a systemic approach to our work.

Seymour Fox imdicated that the "Educated Jew Project™ is under way at the
Mandel [mstitute to deal with the outcomes of Jewish educatiem.
Participants fmclude Professors Menachem Brinker, Moshe Greembemry,
Michael Rosenak, Israel Sheffler and Isadore Twersky. The work of this
group will be published soon and may be of use to the communities in
their work on goals. Seymour Fox then distributed and discussed the
paper entitled "Goals for Jewish Education in Lead Communities"

(Emcllasat]) ..

Im reviewing the paper, he noted that the issue of goals for Jewish
education had consciously been set aside by the Commission on Jewish
Education in North America in an effort to reach consensus on basic
approaches to continuity. It was clear, howewer, that the Commissiom"s
recommendations could not be implemented without being put in the contexit
of the goals of Jewish educatiom. Goals are necessary to intreduce
change, to have an impact and to evaluate progress.

It was suggestedjthat goals should be developed both institutionally and
community wide. They should be adopted with the understanding of
willingness to be held accountable for working to attain these geals. It
was noted that it is important not to penalize institutioms that do net
achieve their goals, but to reward those that do attempt te reach them.

CILJE should serve as a catalyst for the establishment of geals. With
this im mind, CIJE has been consulting with denominatiomal training
imstitutions, asking them to prepare to work with their mevemenrts in the
Lead Communities im the process of setting goals. The Educated Jew
project could form a basis for consultation with the denemimattienss..

In the discussion that followed it was suggested that a commumity might
begin with a non-threatening conversation to identify goals upen which

all could agree. The demographic trend lines serve as a basis fer this
discussiemn. It might lead to conversations within the denomimatioms of
the community and, from there, to the establishment of discussiomns with
the natiemall, denominational movements.

While it was noted that the climate is right fer this discussiam, it was
glso suggested that common community goale will be diffieult te reach and
that communities may wish teo focus first en speeifie institutiieiss.

It was suggested that communities be encouraged to engage in cenversation
witheut expecting te reaech consensus. By enceuraging constructive
discourse, the cemmunity could create an environment in whieh everyome
aspires te a higher level. The offer was made that the Mamdel Institute
weuld be willing te eonduet a cellequium for representatives ef the three
communities in Tsrael to diseuse in depth the settipng ef goals.
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The diseussion concluded by suggesting that the setting of goals may be
the third building block for change in Jewish educatiom.

A. Presentation

Alan Hoffmann imtroduced Gail Dorph to make this presemtattiom,, notinmg
that CIJE's support projects ((the goals project,, moniterimg,
evaluation & feedback; and best practices) are part of a systemie
approach to change. Gail noted that we usually think either
imstitutionally or programmatically, but that one institutional
program cannot have a sufficiently broad impact. Now as we
reconceptualize how we look at Jewish educatiom, we should consider
the system and what drives it.

CIJE has selected the building blocks (personnel and commumity
mobilization) because they have the potential to impact the entire
system. This represents a conceptual and semantic change.. We
consider it worth the effort both because we know that developing
program by program does not work and also that there is am
imcremental benefit when young people are involved in multiple
experiences in Jewish educatiom.

Im order to move beyond the approach of working program by progmam,
we have to consider new approaches; we cannot move forward with
business as usual. Our goal is to change the entire system.
Therefore, to impact the area of persommel, we seek not just staff
development, but a look at the broader picture of recruitment,
retention, salary and benefits, etc.

As projects are identified which might have systemic impact, they
should meet the criteria of scope. content and guality.

1. Scope

&, Quantitative

(1) sShould cover all ((or most) settings or institutions where
most of the education takes place.

(2) It sheuld impact most or all of the people.

b. Qualitative

It should be aimed at effecting profound and lasting ehange.

2. Centent

a, 1Is it a substantive and theughtful projeet?

11



b. Is it based on the projection of a vision for Jewish
education towards specific goals?

¢, Is it reflective of the learning of a Best Practices project?
3. Quality

A project should be characterized by high standards that can be
made explicit and that are not addressed by the status quo. The
Best Practices and Monitorimg, Evaluation & Feedback Projects
ensure that a Lead Community effort is geared toward systemic
change and has the potential to be comprehensive and long
lastimg.

Discussion

It was suggested that in this reconceptualization of our appreoach to
Jewish educatiom, the desire to involve a wide range of people and
settings might imterfere with the focus on contenmtt. In response it
was suggested that change has no meaning if it does not impact
institutions and clients, and that having an impact on only one
imstitution or client group is not systemic. The Lead Community
effort should be a coordinating one, with the goal of permeatiag an
entire community.

It was suggested that in light of our awareness that several pesitive
experiences in Jewish education have an exponential impaet,, a Lead
Community project might take a single institutien and impert

programs from other institutions which build en each ether. The
example was given of a supplementary schoel that involves its
students in camping and an Israel experiemce.

Monitorimg, Evaluation and Feedback - a Suppert Prejeect

Adam Gamoran opened the presentatien by asking how we will knew if
Lead Communities are coming up with new processes and preducts fer
Jewish education. He neted that this werk begins with the Lead
Communities, but is intended te have eentinental impaet. The
monitoring, evaluation & feedback project is intended to do the

Foll Lowiing::

1. TInform us abeut a particular approach that has been effective,
what €hallenges were overeeme, and hew it wWorked.

2. Provide feedback to beth the communities and CIJE as the preject
moves ahead.

3. Encourage refleective practice, i.e. get participamts te think and
reflect systematieally abeut hew the preject is goikgy.

It is hoped that this preject will ¥esult in the Lead Communities
becoming evaluatien minded, and that evaluatien will become a part 6f
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the ongoing process in each community. This should become a
comminity norm.

He noted that the first year of the project has been one of plammiimg.
A Time to Act lays out specific desired outcomes. MEF has beem
monitoring the planning process, both to provide feedback and te
establish a basis for similar efforts to be undertakem in other
communities im the future.

In this ffirst year, the evaluators have been looking at the followimg
three issues:

1, What is the nature of the professional lives of educators in the
compunity?

2, What is the extent of community involvement?
3, What ils the vision for Jewish educatiom?

By beginning early, MEF can moniter the entire process as it umfelds.
In that process, a feedback loop has been established through full
time field researchers where regular contact with key people in the
communities provides engeing oral and written feedbachk.

In looking at the professional lives of educators,, the field
researchers will be previding base line data by writing qualitative
reports, evaluating the data of the educators survey and writimg
about mebilizatien fer ehange in the first year. These reperts
should develep a pieture whieh will allew the cemmunities to engage
in reflective practiee. They sheuld previde a fiesM slamt, a useful
peespeetive, aAldviunfiHeddion O lissiess abwsils wHikeh the commanities
ay or may net already be aware. They will mest likely also identify
Aevw persennel issues.

CIJE alse recemmends that eaeh eommunity engage il self-study as =
imeans of determining base line data. The MEF teaanm isaweaidbbéetao
help. Tn additien te the edueators survey, cemfunities sheould
prepare an organizatienal prefile deseribing the participanis,
PESgEam c€ompenents, and finanees of institukions that deliver Jewish
cdueation.

In dhe ceming yeak, MEF intends &e:

L. Complete tHe SRy Gh Wit GIRfRssdpind] livess off educators.,

2. Complete tHwelirad@ss SUFeYy .

. Analyze and interpret these twe studies.

#. Submit a first ¥eport e mebilizatiom.

9. Werk with communities en their prefiles.
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Im ¢he discussion thhat followed this presentatiom, it was suggested
that CGIJE consider previding the communities with training in
refleective practice.

A guestion was raised about plans for dissemination of the
imformation being gathered. It was noted that nothing will be shared
without prier approval of the communities, that the project is
designed mainly for feedback to the communities, and that the broader
issue of dissemination must be addressed in the future. It was noted
that with respect to the self-study, MEF can help to identify useful
issues for consideration and work with the communities to list
organizations and idemtify top priorities. This first step of the
self-study should be followed by a needs analysis. The self-study
process is intended %o be ongoing and may help communities to adjust
or change direction as they proceed.

It was suggested that there is a finite amount of energy for
mebilizing the community. At some poimt, each community will need to
agree on a direction and plan to move ahead in that directiom. The
process of self-study and needs analysis should help to sharpen the
flocus of the community, but need not narrow the goals..

It was suggested that each community has its own order of prierities
— that each community fis in a "different place.™ Should each wait
for the others im order to proceed? 1Is there a benefit in moving
forward together? In respomse, it was suggested tihett CIIIFE
participate im the process of prioritization and thedt commmniitioss Hoe
prepared to be flexible and adapt to new informatien as it cemes im.
Communities were encouraged to share informally so that each is aware
of what the others are doing.

It was noted that it is difficult to introduce radiecal and systemie
change. If we can forge a joint understanding among lay leadership
and professionals on a local and continental level, we can move
beyond business as usual.

This forces us to confrent the realities of Federation plamming. Lay
leaders will teolerate infermatien gathering for a peried of time
after which they will want to move forward in a concrete way. While
communities move ferward and identify diveetions,, additiemal
information will be eeming in wHich may suggest medifiealtiiom. MEF
needs to respond te this need for medulatiom.,

In order to be as bread based as pessible, it is efreaiall dimtcasdbh
of the eemmunities will be develeping a strategic plam fer Jewigh
education for the next three te five years. This must go beyond
personnel and community mebilizatien te a leek at what a eeommunity
wishes to loek like and be. Decisiens will have te be made on
desired directions ia order te facilitate plammirg. In other wordty,
a community sheuld net limit itself €e weorking enly en persommel and
community. However, these building blecks are eentval to meving
forvard.

14



VI..

VIL..

Funding and Fund Raising

How can CIJE help local communities with funding? It was suggested that
communities identify local sources of funding and that CIIE work with
them in an effort to encourage their support. It was also suggested that
if CIJE were to cultivate relationships with foundatioms and know their
priorities, these might help communities focus their directions.. There
was a strong feeling, however, that Communities should move forward in
planning with the understanding that it is preferable for ideas to
attract funding rather than the converse.

The group was reminded that it had been recommended earlier that a
development committee be established, to be made up of representatives of
CITE and the local Communities. This group might explore what is
available locally as well as continentally. This idea will be pursusd.

Work Plan

Gail Dorph and Alan Hoffmann planned to visit each of the three
communities during the two weeks following the Baltimore meetimg. At
that time, individual community work plans to cover a period of three to
six months were to be discussed.

The next joint Lead Communities meeting is secheduled to take place prieor
to the opening of the GA in Mentreal. It will begim with an optiemal
Iumch on Tuesday, November 16 (meeting te begin promptly at 2:00 PM) and
conclude with Ilunch on Wednesday, November 17. Eaeh community was
encouraged to put this meeting on the calendars of professiomal o lay
leaders whom they feel should be presemt.

Another joint Lead Communities meeting will most likely be scheduled few
February. These dates will be propesed shertly.

Gail Dorph will plan to visit each Community at least ene time eaeh menth
for a period of twoe to three days.

A guestion was raised abeut whether the Lead Cemmunity representatives

should plan to attend all CIUE beard meetings in the future. This will
be responded te as soon as possible.

Best Practices. Anether Suppert Prejeet

Barry Holtz reminded the greup that the Cemmissioen en Jewish Edueatien in
Nerth Ameriea recommended that an inventery o6f Best Practices be
developed. It was felt that identificatien of Best Praetices eeould help
to build eur understanding ef Jewish educatien in Nerth Ameriea. These
Best Practicea could serve as “existenee preefs." They sheuld help the
Lead Communities by serving as medels.
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VIII

To date, a first look has been completed in the areas of supplementary
schools and early childhood educatiom. More in depth analysis of these
areas will be dione in the future.

The Best Practices project identifies high quality programs with
significant content which cover a broad scope. It makes a case for
personnel as the means of making a differemce. It can be helpful in
mebilizing the community by showing lay leaders what quality is in Jewish
educatioen. Holtz is prepared to work with local lay leaders in this

. .

Im addition, the project may provide a curriculum for upgradimg
personnel. For example, we may wish to recommend that the rabbis from
best practice programs be invited to Lead Communities te work with leeal
rabbis in areas of mutual interest.

The Best Practices project is intended to identify the best eof what new
existe. From here, it is hoped that the communities will werk with CIJE
te move on to new practice.

In the discussion that followed, it was noted that many suceessfwl
programs depend on personnel and that this might limit the long term
usefulness of the best practice studies. However, if the primeiplez of
best practices can be extracted and common elements of success can be
identified, these can be translated to the communities.

It was noted that the best practice studies require a context. They
provide the basis for a curriculum to raise the level of diseowiss.

Concluding Remarks

Alan Heffmann noted that he senses an emerging elarity of purpese and a
jeint sense of mission coming from these meetimgs. He stated that we are
building en the past and meving very pesitively inte a new peried. He
soncluded by thanking Baltimere for its hespitality and all participants
for theilt serieus imvelvement..
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GOALS FOR JEWISH EDUCATION IN LEAD COMMUNITIES

The Commission on Jewilsh Education in North America did not deal
with the igssue of goals for Jewish education in order to achieve
eongensus., However, the Commissiom knew that i1t would be
impessible to avoid the issue of goals for Jewish educatiamm, whem
the recemmendatlions of the Commission would be implememted..

With work iim Iead Communities wmderway, the iissuee of goals cam no
longer be delayed ffnr several meRSONS;

1) It is difficult to introduce change withowt decidimg
what it is that one wants to achiewe.

2} Researchers such as Marshall Smith, Sara Lightfoot and
David Cohen have effectively argued that impact im
education is dependent on a clear vision of goalls.

3) Tthe eaaalluratiioon porject im Deed Commemities canmot be
successfully undertaken without a cleamr articulation of
goals.

Goals should be articulated for each of the institutioms that are
imvolved in education in the Lead Communities and for the
community as a whole. At present there are very few cases where
imstitutions or communities have undertakem a serious and
systematic consideration of goeals. It is necessary to determims
the status of this effort in the Lead Communities. There may be
imdividual institutions ((e.,g. schools, JCCs)} that have undertabem
or completed a serious systematic consideratiom of their goalls.
It is important to learn from their experience and to ascertaim
whether an attempt has been made to develop curriculum amd
teaching methods coherent with their goals.. In the case of thoss
imstitutions where 1little has been dene in this area, it is
crucial that the fimstitutions be encouraged and helped to
undertake a procesg that will lead te the articulatiom of goals.

The CIJE should serve as catalyst in this area. It should serwe
@as 2 broker between the institutiems that are te begim such a
process and the varieus resources that exist in the Jewish world
— scholars, thinkers and institutiems that have deliberated amd
developed expertigse in this area. The institutioms of higher
Jewish learning in Nerth Amerieca (¥.U., J.T.$ Ay, and H.U.C.)), the
Melton Centre at the Hebrew Univergity and the Mandel Institute
in Jerusalem have all been econeerned and have worked on the issuye
of goals fer Jewish eduesatiem. Furthermexe, these inatitutions
have been alerted te the faet that the imstitutiens in the Lead
Communities will need assigtamece 4in this area.. They haw
expressed en interest iR the prejeet and a willingness to assist.

The Mandel Imstitute has partieularly eoneentrated efferks inm
this area threugh i€s preject 6 a2lternative coneceptions ef "The
Educated Jew." The schelars iavelved in thiz prejeckt are:
Professers Meshe &reenbery, Merahem Bripnker, Isadere Tuerwip,
Yiehael Reosenak, Israel Seheffler, Seymeur Fex and Baniel Mareh:.
hecompanied By & greuB of talented educateors and seeial
scientists, EtRey Rave completed several ipportant essays eoffering
2lternativg 2ppreaches £e the gsais of dJewish gdueatien as well



%8 ipdieatiens of how these goals should be applied to
ddneatignal settings and practice. These scholars wowld be
%iliing %e werk With the institutions of higher Jewish learning
»hd EhuE emrieh thelr contribution te this effert im Lead
Commint tliess. .

It ig therefore suggested that the CIJE advance this undertakimg
im the fellowing ways:

3. Enceurage the imstitutions in lLead Communities té& consider
he lLmpertance of undertaking a process that will lead €t¢ am
arkticulation of geals.

2. conktinue the work that has begun with the institutiens ef
higher Jewish learning 60 that they will be prepared and ready €o
yndertake community-based consultatiens,

3B. Offer mseminars whose participamts would inelude Lead
Community representatives where the issues related to undertakimg
a program to develop goals would be discussed. At su€h semindrs
tthe imstitutions of higher Jewish learning and the Handell
Institute could offer help and expertise.

The lissue of goals for a lead Community as & whole, as well as
the gquesition of the relationships of the denominmationms to each
@ther amd to the eokmuinity as a whole will be dealt with in a
subseguent memoramndwm.

Seymour Fox & Daniel Marom
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Introductory Remarks

Alan Hoffmamm, Executive Director of CIJE, opened the meetimg, thanking
the Jewish Education Couneil of Mentreal fer its hespitaliitty. He
introduced Shlomo Shimom, Director of the JEC of Momtreal, who welcomed
the group and spoke briefly about Jewish education in Momtresll.

Alan then reminded the group that at previous meetings we had defined
the concept of a partnership between CIJE and the Lead Communities,
began to clarify what it means to be a Lead Commumnity, and had takenmn
the first steps toward develeping a jeint work plam. He noted that we
are all learning as we move forward, and that it is impertant for us to
continue to communicate regularly.

Alan noted that each community is now moving teward action with respect
to pergonpel, wWith the werk ef Ehe Menitering, Evaluatien & Feedback
team as the spring board. The feeus of this seminar was to diseuss the
process of clarifying and meving ferward with a personnel aetiem plam.
It was anticipated that at the ceneclusien ef the seminar eaeh community
would have a eclear sense of directiem, 6f the eritieal issues, and eof
how CIJE can help the cemmunity move ferward with respeet te perseniell.

Community Updates

Each community wae asked in advanee te repert on progress ip Ehe
following areas:

1. Werk of the local commission and committees
2. Publie events or breader cemmunity aetivities

B. Status ef the Edueaters Survey
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4. Other issues of concern to the community

A.. Atlanta
Bill Schatten reported the followimg:

11 With respect to mobilization of the commumitty,, Atlanta has
established a wall-to-wall coalition which has begun to meetr..

2. Atlanta sponsored a major public event on Jewish continuity
together with the American Friends of Hebrew University which
was attended by approximately 100 people.

3. On November 7, over 200 educators and rabbis attended a
symposium on Jewish educatiom. Gail Dorph led a session with
principals on the Professiomal Lives of Jewish Educators..
Other events include a discussion of medical ethics in the
Talmud for 70 physiciams and a series of lectures planned by
the JCC for January and February.

4, The Educators Survey was to be completed during the week of the
Mentreal seminar with a return rate expected to be
approximately 90%.

5, Atlanta has identified the following issuegs and challemges:

a. Havimy re-orgamized the Buresmw of Jewlisgh Edweastiiom
approximately two years ago, the differentiatien of roles
of this and related organizations is still being clarifiedl.

b. The Atlamta JUT is wenkiing tw embange its Jewdisth eemtenit
and plans to hire a full-time Jewish educaten-,

c. Im am effort tw enimrue teadinyr traiming and devallopmeett
Atlanta is working with Emory University te establish
relationships .

d. Atlamta is searchimg for a full-tine directeor of the
Commission on Jewish Centinuity and looks te CIJE fer
ags istance.

e. Atllanta stilll meedy te werk oult wANSs @ ehIWIe eRNUMilty
commitment te Jewish educatien and inerease funding
SUPPOEL -

f. The Corservaltive moweMRHT Ieeently held a meeiding im
Atlanta without first eensulting with the Cemmissien en
Jewish Centinuity er CIJE. As a result, Ehe Atlanta
Commissien's issues were nRet on the agerda. There sheuld
be a way te get the deneminatienal mevements werking mere
€lesely with the Lead Cemmunity proeess.
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B.. Baltimore

L

3.

The First CIJE committee meeting was held in Octotber. Its
composition was broad based. Barry Holtz and Gail Dorph
partieipated. Tt was apparent that the goals of the commities
were not elear to all participamts, so smaller meetimgs hewe
been held since then to help clarify and to plan for the mext
meeting. A mission statement has been developed amd issues
with respect to the challenges for persommel and target
pepulations have been identified for discussion at a meetimg im
December. [[Bxhibit A]

In June, Baltimore completed and published a strategic plam
which, among other things, created the Center for the
Advancement of Jewish Education as the coordinatimg body for
Jewlish education in Baltimome..

The Educastors Surwey hed e completed] ardl tie dbdiza wass adlomit

to be sent for analysis. The qualitative study of the Liwes of
Educators was completed and a report was anticipated by the end
of January 1994.

The primary issue identified by Baltimere is the difficulty
they see in idemtifying comprehemsive, continental actiom whiich
is specific enough for local applicatiiam.

C.. Milwaukee

I.

3.

A commissiom of mmire tmin €0 geuple lHass mefc twiicee sirase
February. This is a broad based group representimg lay and
professional leaders across ideclogies and from both formal amd
imformal educatiom. In additiem, there is a steerimg commithes
to help manage the commissien process and a task force om
personnel issues whieh has met twice.

Milweikes had just completed a stuategitc Qibdvriing Dresesss wiith
33 community participants in additien te CIJE represeritaidiiass.
Using a consensus proeess, they identified apnd prieritized tem
strategies Eor actiem, resulting in a list eof the tep thies.
(Exthilbit B] These three, agreed te by all particlipenits, are
(1) building the prefessiom, (2) adeleseent sduealtian, and (3)
funding. This will beeofe the leadership agenda for the mexk
five Yea¥s.

Thee BHigadenss Juriasy Nass Desdn g Phedd andd thige d@kea a0RaV§ESs
received by Milwaukee. Diseussien is ROy upder way with regard
te distributien and use. Tt is antieipated Ehat the data will
be presented te interested ageneiex as Ehe basis for
discussion of eritieal issues. It is hoped Ehat lay leadess
gill partieipate in the presentation and diseussiem of Ehe

Fia. -
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4, Milwaukee identified the followimg issues of comsesm:

a, How Eo promote the Lead Community project and communicate
with the community on concrete issues.

b. Hew can the Educated Jew and goals projects contribute to
the community's work?

c. How can various community organizatioms be brought into the
process?

d. What progress has been made on natiomal Fundimg?

e. How can CIJE help link the communities with the
denominations?

f. Can CIJE help in work with teens?
D.. Discussion

The following issues were listed and it was agreed that they would
be addressed before the conclusion of the semimam::

1. The relatdiorstiip of neddiored] derrosmiirettiioned] limrsstditnit domss aardd
the Lead Communities.

2, Prenoiting ard commuricettineg tite el Commami ity stooyy loosd Ly
and nationally.

3. gplicarions of the gualls gnojkat andl Bdweaded Jow grogpete .

4, How to use veriouss Lol enttittibss to gt tise Duy-din off esdisddingg
community struetures.

5, Hnogness onh matiionsll fundiing dsssues .

. Hiow ccan tthe Bestt Praatiiosss woodk Hedlp im weeldingg with teens,,
family education and adult educatiom?

7. Hmegnesss nepsortr on Feedt Iaaddiose pyed §6tss .

8. DBnactedtosss of CIFE twwand Leedd ommniiltyy QFoggaaii Deg aded
plannimg.

It was neted that it is alssadly tiliee teo mevee toawaxdl actieon and shew
hew this precess <o hellp rling dboit dhnge 10 thhe commemities..
CIJE is econvineed that this ehange will eeme threugh eemmunity
fobilizatien and building the prefessiom. Tt was felt that the
three commuRity reports shew that ecemmunity webilizatien is
proceeding as commissiens ceme teogether and begin te werk teward
AgEEEMEnE 6n 4 EomMeR agenda.
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At this stage, the focus of our work should be on persomnel as a
key to effecting systemic change. The goal of this seminar was te
help each community to move toward an action plan for persommell.

Irr. Projected First Year Outcomes in Personnel

A.

"Critical Patih™

Barry Heltz began by describing the critical path to develcping an
individual Lead Community persennel action plam. [[Exhibit C]

1. The first step is to complete the data analysis of the
Educaters Survey. ([Exhibit D]

The survey has been administered in all three commumities;.,

As the imitial analysis is beginning to take place,, communities
should consider what critical questions they hope to answer
with the data. These should be conveyed to Ellen Goldring..

In addition to statistieal analysis, an integrative repert en
poligy implications of the results will be prepared for each
community. It was noted that the policy implicatioms repert
will serve ag an executive summary of the data.

2. Reports discussed '[Exhibit EJ

The discussion of the data analysis should serve te mebilize
community support. While seme of the infermatien will be
expected, there will be mueh that comes as a surprise te Ehe
communi ty.

By discussing the reports on the Prefessional Lives ef
Educators, the Educaters Survey, and the poliey implicationms of
the tweo, a community will be in a pesitien te develep a
personnel plan and to engage leadership in a discussioen en
personnel issues in the commumitry.

While discussion and planning is under way, CIJE will werk with
each Lead Community te develep some preliminary aetions whieh
ean be taken befare an aetien plan is ceompleted.. This was €e
be discussed later in the semimar.

Analvtical Potential of Fducaters Survey

Ellen Geoldring described the potential of the Edueators Survey.
The purpose of the survey is te help each community determine hew
to move forward in the area of persommel. It should help eaeh
cemmunity te establish a precess for diseussing personnel issues.

The first phase in analyzing the survey is te artieulate the issues
te be used in peliey decision making. The seceond stage is e
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collect and process infermatiem. This is followed by interpreting
results for planning and actiom.

The development of the survey followed a proecess known as "“backward
mapping."™ This desecribes the process by which community
representatives got tegether to determine in broad strokes what
they would like to know about persemmell. From this, the survey
questions were developed. In this way, the ecentral issues were
articulated..

The topics addressed by the educaters survey are ocutlined on
Exhibit F, attached. With this general informatien as backgroumd,,
each community is imvited to determine specifiec questioms to which
it seeks responses. As the dlata isanahized d,thbesercspopssss cancan
be drawn from the survey. Examples of sume of the spepefidic
gquestions used by Milwaukee are imeluded in Exhibit F.

In discussiom, it was noted that a community can identify

additional issues to be Logked at im smalysis beth during and adfeer
the initial analysis is wondlertaken. Folllawiimg tihe inidindltial
analysis, if a community wishes to get the data dises from the
company conducting the analysis, they are available and the
communities are encouraged to continue te use the data.

Exercise

Participants were divided inte three groups and invited te leeck at
selected findings from the Milwaukee survey. They were asked to
answer questions regarding the issues these findings addressed, the
meaning of the findings, and their peliey implieatioms. This was
done in cross community groups to demonstrate a process whiech might
take place in the communities. A copy of the selected findings and
questions is attached as Exhibit G.

In the discussion that followed the exercise, it was suggested that
presenting the data in a variety of settings will undoubtedly
result in many different reactioms. It is the job of the
leadership team to identify conclusioms and begin to act on them.
It was suggested that this work bhe done in the context of a breader
vision of goals for personnel in the commumity.

For the communities which have net yet received data, it was
suggested that it is not too early te begin te identify issues for
mere detailed analysis. Communities were invited te work with
Ellen Geldring to brainstorm what they might like te know. Ellen
is also available to help refine questions in censultatien with a
€ oMMy ..

Tt was suggested that if a community can agree on & certaln
intervention based on the results of the survey, it sheuld
undertake an educational process to involve leadership, beth
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professional amddlayy, aaddencoenzgerbyg-boy-1i€IJECTIR lwiwbIkowkwhth a
community to désredbpp thiss educadiwnalopadcpsecess.

This exercise was undertaken to do the followimg::
1. Show how ddakacaanhlee useed too ggerandiee ddssnsssion.

2. Point to mhhwe ffeddds, such smehmasthpléeiphee tpterptdbat e, ivhich
can result from the use of data.

3. Show how to begin to bring "nuggets™ of informatiom to
particular populatioms.

The issue of whether to share the data among the commumities was
raised. The Professional Lives of Educators report has beenm
completed in Atlanta and Milwaukee and is in process in Baltimens:.
On the basis of the documents now in hamd,, it appears that these
are likely to be reports whiech could be shared ameng the three
communities. However, it was eoneluded that ne jeimt deeisiom will
be made until the Baltimore report is complete. This matter will
be discussed at the next meeting ef this group.

On the basis of the first report en the Milwaukee survey, it
appears that this, teo, is data whieh eeuld be shared among the
communities. However, neo decisien will be made umntil eaeh
community has had a chanee te review its repert.. It wax suggested
that Milwaukee might censider sharing eertain data that would help
Baltimere and Atlanta design questiems for apalyslis.. It was
concluded that the Milwaukee Steering Cemmittee will diseuss this
and be in teuch with the ethers, threugh Ellem.

If and when the communities agree Es sha¥e the results of both
reports, Adam Gameran and Ellen Geldring would be willirg te
prepare an iater-cemmunity repert. This might be usefwul in
disseminating some of eur findings beyend the three commuRitiiass.

. Engaging the Cemmunity in Discussing Edueaters Survev and Tmplicakioms

A

ImEroductory Remarks

The seceond stage in meving frem the Edueaters Survey te an actioem
plan i& te engage the community in diseussien of the repowks:
Reberta Ceedmar, field researeher from Milvawies, was asked to
deseribe her rele in Milwaukee in presenting the data frem Ehe
Professienal Lives of Edueakons.

The Milyaukee EXperienes

The disseminatien preeess in Milwaukee was intended te he an
educational ene. It began by pesing the follewing questiens te
swall groups:
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D‘

}. Hew do people enter the field of Jewish educatiom?
2, Are people satisfied with their work?
3. What do Jewish educators need to do their work?

After eonsidering these questions and developing their ownm
responses, groups were provided an executive summary of the survey
aleng with an introduction to how the survey was formulated and a
summary of the gualitative study on the lives of educatwomrs..
Participants were then asked what surprises they found in the data
and what they found that confirmed their views. This led to a
discussion of the findings and their interpretatioms.

In discussiom, it was noted that both Atlanta and Baltimore have
begun a similar process, even before they have the results of the
surveys. [t is anticipated that early engagement will help
communities be ready to review the data when it arrives.

This interactiwe, educational experience can serve as the basis for
study, conversatiom, and debate in each commumiity.. It is
anticipated that we will learn from the process and be able to
apply it im other contexts as we move forward.

Community Mobilization Exercise

Each community was asked to spend time discussing how it might use
the reports which will ensue from the Educators Survey process..
These include the quantitative study--the Educators Surwey;; the
gualitative study--the Professional Lives of Educators;;, and the
policy implications report whieh will synthesize the twe.

[[Exhibit H]

It was noted that this process wag intended as a simulation ef what
might happen in each of the commumities. The step of discussimg
the reports is a major one to be taken in adopting a personmel
plam..

Following is a list of the issues which communities raised as they
discussed the use of the reports:

1. What gets disseminated and disecussed,, and with whom?
2. Whem do we want te buy in, and feor what purpose?

3. How de we reaech large numbers of peeple--teachers, professioemnal
groups, lay leaders and others?

4. Hew de we market the results?
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3. Hehshedlgebd niovobdedninnanewengnghebesgqugaeiaions ?
. wihat iks whe ke off the locsl commissiom im thiiss prorreess?
7. Haw desss thee seaigr educators survey fit into this pictune?

8. whe wiilll fagélitate the discussiorns? What is the role of CLJE
staff in this process? Can a core of local people be trained
to present the data?

I'm Eurther discussion of the marketing issues, it was suggested
that we might consider marketing the results continentally at the
end of this process. Marketing at a local level would help to
engage the necessary constituencies and get the conversation goimg,.
Getting the communities to address the issue of persommel in terms
of the data will raise consciousness and,, we hops, mobilize
additional support.

Preparing a Lead Community Personnel Action Plan

A..

I'mt roduction

The meeting resumed Wednesday merning with a reminder that our goal
is to move the personnel agenda toward an organized action plam.

On Tuesday, the group looked at the process for completimg the
analysis of data and the discussion of the resulting reports.. The
next step is to determine how a planning committee might develop am
action plan and what action can be taken in the interdim.

An outline headed "Planning Committee Prepares Action Plam™ was
distributed and participants were asked te discuss it in small
groups. (Exhibit I)
Discussion
The first step in the planning of an actien planh is to map current
and future situatioms. The feollewing were identified as additiomal
issues whieh will net be answered by the Educators Survey:
1. Perceptions of educational leaders.

Availability of resources te provide for needs.,

2
3. Demegraphie trends that impact on the numbers of teacheus..
4

Plans eurrently under way in individual schoels te deal with
these issues.

. AR inventery of what is new available te teache¥s iA the
CORMMYMILEY -
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%. How to access untapped/unidentified human resoureess..
7. How to access leadership support.

It was suggested that one purpose of this mapping process is te
mobilize community support. In addition to the information whieh
can be gathered in this manmer, a case can be made fecr engagimg in
efforts to upgrade persommell.

It was suggested that much of this is "old news."™ We are still
working with the same people and the same system. In respeomse it
was suggested that the first step is to get the current players
imvolved in the process. This should help if a decision is later
made to turn the entire process "upside down.™

The following conceptual model for CIJE was developed durimng
discussiom. Approaches to persomnel might be viewed in three
distinet streams.

1. Personnel Action Plam:

Taking existing personnel realities and using an action plam te
prioritize and improve upen them..

2, Reconfiguring the conception of persommel: Stretching existing
realities and building personnel to accemplish these
reconfigured goals. The Hebrew Union College work with five

supplementary schools is an example.

3. The Educated Jew and goals projects: What are new medels whieh
can be designed to reconceptualize Jewish eduecatiem?

A question wag raised about how communities can establish
relatienships with funders now. It was suggested that this relakes
te the need te be able to gain access te local leaders. It was
alse suggested that CIJE work te engage foundatioms with the Lead

Communities early in the precess.

€. Feollewing the precess of mappimg, a community will begim te
determine appropriate sktrategies to address the issues raized.
Working tegether, they will lay out optiens and determine reseourees
available. In this preeess, it was suggested that CIJE develep an
inventery of projects and activities geing on eutside the Lead
Community process whieh might be ef use te the commumities. AR
example is the Hebrew Unien Cellege projeet te Feconfigure
congregational schoeols.

In evaluating the aectien plan as it emerges, partieipants were
reminded e apply the “sereens" of contemt, secope, and quality as
desc¥ibed on the secend page of Exhibit I.
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It was suggested that each community work toward developing a first
"iteration™ of an action plan for persommel by July 1994, for
implementation which might begin as early as September 1994. Ome
approach would be to take current institutioms and stretch them as
far as possible. Another is to ™turn those institutioms totally on
their heads." Communities should ask themselves whetther,, based om
our goals, we can achieve them as we are currently functiomiirg,.

Participants were reminded to keep the buildimg blocks of commumitcy
mobilization and building the professicen in mind as planmimg
proceeds. Where these intersect with work in the commumitties,, CIJE
is prepared to participate.

It was suggested that we consider inviting Isa Arom to a future
Lead Communities seminar to share the work Hebrew Umicn College is
doing with congregational schoels. This might help to inspire
communities to think about Jewish education from a differemt
perspective. As the communities work to develop personmel actiom
plans and begin looking for reseurces to help with implementiattion,
CIJE will plan to geo to the training institutioms fer their
imvelvenat. .

VI. Actien Befere the Actien Plan

Tt was propesed that we eeonsider new initiatives in persemmel that
could and should happen befere an action plan is developedl. What cam
we identify new to help meve us teoward eur geals and give a sense eof
pregress te the cemmunities?

In order te bring abeut systemie chamge, it is impertaht to have am
impact on the follewing three greuwps:

L. Lay leaders
2. Educatienal leaders
B. Teachers/educaters

It vas suggested that any actien befere the plan is develeped sheuld
targeE these growps.-

AnY pre-actien plan sheuld pass the screens ef cenkenly, seeprs, and
quality. [f sheuld have geals, be undertaken systematicahly,, and
address an issue of coneern.

The follewing list of pessible actiens before the action Blap vas geprraked
£or the PrieFity greups:
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Lay Leaders Education Leaders Teachers
* Best Practice » Senicr Educator » Judaica Upgrade
Presentations Program Recruitment of Early Child-
(Target one from hood Educators

each LC for 1994

* Goals for Jewish ¢ Education Leadership
Education "Course™ for Day
School Principals
{(Cross denomimatiomal)}

* Best Practices in ® Best Practice Course—
Supplementary Schools Supplementary Schools

s Congregational Lay ®* Best Practice Cours=H
Leadership Early Childhood

As an example under lay leaders, a seminar might be developed on goals for
Jewish education for a group of lay leaders {((possibly also education
leaders) from all three communities. They might spend a week to ten days
in serious discussion of the Educated Jew project and goals for Jewish
educatiom.. This may need to be in Israel because of the unique resources
available.

The list of possible early action includes programs that CIJE could develop
in cooperation with the Lead Communities. This would previde an
opportunity to move beyond the planning stage in a relatively short time.
It would also provide a means to learn through actiem. It was suggested
that these action items become an agenda for discussions of CIJE staff with
the Lead Communities over the next several weeks. While some of the
proposed projects require involvement of all three commumnities, others
could be done by a single commumity..

Tt was noted that some of the proposed projeects are currently under way in
some form in one or more of the communities. There may be local experts
who could help. For example, both Baltimere and Milwaukee are engaged in
working with early childhood educaters on Judaic centemtt. Atlanta might
wish to undertake this in coensultation with the others.

It was suggested that a seminar on the goals projeect might be offered to up
to seven people from each commumity. Bringing these people together to
"translate" the Educated Jew concept into community and local institutiomal
terms should help in development of an action plam.

After some negotiatiem, it was agreed that each community would decide by
January 15 what action it wishes to initiate. This may be from the list

presented above, or may be seme variation whieh should then be discussed

with CIJE staff for feasibility.
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VIIT..

It was agreed that programs for day school directors might also be offered
to supplementary school directors. It was also agreed that as CIJE staff
visit the communities over the next 6-8 weeks, there will be further
discussions about action before the action plam. Once there 1s a decisiom
on the direction communities wish to take,, CIJE will work with the
communities to design the programs and determine the costs.

Open Issues Discussed

Issues which were idemntified throughout the seminar were reviewed and
briefly discussed.

&. What is happening with the natiomal denominatiomal institutioms?

It was agreed that there should be presentatioms at future Lead
Community seminars by the training institutioms,, describing their
inmnovative work.

B. What are the expectatioms of CIJE toward Lead Community programmiireg,
projects,aifdl planning?

CIJE expects a personnel action plam, work toward commumity
mobilizatiom, and development of action before the action plam. There

is the expectation that a research component will accompany these
act ioms..

C. How can various local entities be used te gain the buy-ia of existimg
structures?

This question was Left opem.
D. What progress is being made with respect to natiomal fundimg?

CIJE has been in touch with the Avi Chai Feundation regardimg its
interest and suppert for work with day sehoels.. The Cummings
Foundation has funded best practice work and is talking with ws about
support for paraprofessionals fer supplementary schools. Meetings have
been held with the Lilly Feundation and there is good petential for
funding when Lilly resumes its grantmaking activittiess,

E. What help can the Best Practiece preject give in the areas ef teem
programming, family educatiem, and adult educatiem?

Work on best practiees is in preeess with the JCC Asseciation apd omn
day scheols. Cenversations have alse begun regarding best praetices
and the college-age studemt. Nething has been done speecifieally in the
area of youth and teepns. It was suggested that befere werk eeuld be
done on family edueatieown, the ceoReepk weuld require further
clarifiecatiom.
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VIII..

F. How can we promote and communicate the Lead Commumilttiess'' story om a
leeal and natioenal level?

CILJE is working with a consultant who will submit a proposal for public
relations work. At the very least,, she would develop a CIJE brechwre
and write articles for the various Jewish newspapens.. It was suggested
that she might also help in communication with foundations and fundimg
SOUITES ..

Concluding Remarks

It was suggested that the next Lead Communities semimar be held in Atlamts
on March 8 and 9, 19%4. We will explore the possibility of convening at
noon on Tuesday and concluding in late afternoon on Wednesday with the
possibility of some programming which would introduce the group to
Atlanta's Jewish community.

The meeting concluded with Alan thanking everyome for their participatiom
and noting that we are now on a track toward actiam.
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Center for the Advancement of The ASSOCIATED
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ALVIN D KATZ

COMMITTEE ON THE

EXECUTIVE DIRECTOR

LEAD COMMUNITIES PROJECT

MISSION STATEMENT

The purpose of the Committee is to significantly impact and improve the
quality of Jewish education through personnel. We recognize the

integrity of all individual constituencies, as well as the need for

community-wide initiatives.

All programs and initiatives proposed by the Committee will be
comprehensive in nature, yet responsive to the unique needs of different
constituencies. In addition, each program must include an ongoing

monitoring, evaluation and feedback component.
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EXHIBIT B

Strategies
November 18, 1968

Hiigh schoeol or college age students:

» We will encourage and enable every Jewish persom 13-25 years of age to
participate in a(n educational) trip to Israel.

Teens:

* W will design and market a range of linked formal and informal Jewish
educational programs that will engage the energies of teens, including
but not limited to:

Immovative day and/or supplementary high schesil

Israel programs

Camping

Socializing

Family Retreats

Community Service

Other iinformal experiences.

Dvrai Torah:

*Wre willl encourage the practice of presenting Dvrai Torah at all
meetings and/or activities organized under commumiity~wide Jewish
auspices and observance of Kashrut and the recitatiom of Motzi amd!
Binrkat Hamazon.

Puoffessional Jewish Educatom:

*We will fiunther develop the proffession of Jewish education by
addressing issues such as:

Reerwitment

Training

Omgoing Prefessional Development

Retention

Status

Career ladders

Stapdards

Benefits

Certification



Lay Laaders:

* We will raiise the level of Jewish knowledge of lay leaders through their
ongoing participation in Jewish studly.

Funding:

* We will develop and implement an ongoing process to provide increased
funding for Jewish education.

Reaching out to college aged youthn:

* We will develop a strategy that maintains a substamtive Jewish
connection between Milwaukee and its college aged youth.

Educational institutions evaluations:

* We will encourage educational institutions to set and evaluating goals
for themselves and we will provide resources to assist them in this
process,

Adults:

* We will organize / coordinate and market a structured Adult Fewish
Education program from existing programs and new opportunitites, that
will address individual needs as related to knowledge level, depth of
learning and sequence of courses with assistamee in course selectiom for
individuals, and recognition for achievement.

Families:

* We will ereate oppertunities for families to Jearn and experience Jewish
life skills and will develop parallel and integrated programs for parents
and children in apprepriate settings.



EXHIBIT C

Council for Initiatives in Jewish Educatiom

Projected First Year Outcomes in Personmell
1

Critical Path to Developing Individual Lead Commumity Persommell
Action Plan

Overview

I. Data Analysis Completed

II. Reports Discussed

III. *Action” before the Action Plan: Pilot Projects

IV. Planning Committee Prepares Action Plan

V. Action Plan fior Personnel Discussed in Community

VI, Stages of Implementation



EXHIBIT D

Council for Initiatives in Jewish Education

Projected First Year Outcomes in Personmel

b

Critical Path to Developing Individual Lead Communmity Personmel Plam

I Dxtta Al s Comypplkdtad]
A. Professional Lives of Educators
B. Educator’s Survey
*survey administered
*what are the critical questions we want to have answered
*who will convey them to Ellen
*data anallysis returned to communities

C. Report on Poliey Implications Received from Ellen and Adam



II. Reponts Discusseet]

Goals of the discussions:

To shape the personnel pfan of the compumnity

To engage the leadership —lay and professional —in a discussion about the
issues of personnel in the compaumity

s

A. Professional Lives of Educators

*wihat do we want to come out of the discussion?
*who should lead and organize the discussion?
*who should the participants be?

*when?

B. Educator”s Survey

*what do we want to come out of the discussion?
*who should lead and organize the discussion?
*who should the participants be?

*when?

C. Policy Implications Report

*what do we want fo come out of the discussion?
*wheo should lead and organize the discussion?
*who should the participants be?

*when?

The result of these discussions: policy implications for action plam

EXHIBIT E



EXHIBIT F

CIJE: MONITORING. EVALUATION, AND FEEDBACK PROJECT

Topics Addressed by the Educator Survey

1. Profiles of Teachers:
A. General Background: Who are the teachers in ocur commumity?
(Background sectiom: Q 38-5&)
For example: Gender, Jewish affiliatien, ritual obserwamurss,
income, etc.

B. Trainimgz What is the educational background and trainimg of
the teachers in our community? To what extent are
they formally trained in education and Judaica?
(@ 57-60)
For example: What degrees do they hold? In what subjects?
How many hold teaching certificates?

€. Previous Work Experiemce: What work experiemces do our
teachers have?
(Q 6-11)
For exampibél "'How stable is our workforce? (Q 9, 10)
How experienced is our workforce? {(Q 11)
What socializing experiences do teachers
have? Do mest teaatlearss Heave experience as
youth ggoape liedderss amadd campp counselors?
6
*¥These §ectio§g c;n also be part of the discussion on
careers..

DB, Present Work Settimgs: What is the nature of our teachers”
work?

(@ 20-28, 33-3%)

For example: How many schools do they teach in?
Are they fwllll timee opr ppett time? How many
hours d» they weokR? Wéuldd they like to lbe
full time? Which benefits are available?
Advantages and disadvantages of werkimg in
more than one school?

2. Eareers in Jewish Education
A. Reeruitmemt: How are teachers recruited and attracted?
(@ 1, 29, 32, 35, 37)
For example: Why did the teachers first become Jewish
educators? How did they find their positieons?
What affected their decisiom teo werk at a
partieular school?

B. Retentiem: What are the teachers” future plans?
(Q 2, s1)



The

Professional Developmemt: What are the opportunities for
teacher preofessional development?

(@ 12=19, 30)

For example: Te what extent do teachers partieipate in
different types of professional development
activities? What is their assessment of these
activities? What skills and knowledge would
they like to develop further? Who is providing
help and suppeort?

Sentiments About Work as a Jewish Educator: How do the
teachers feel about their work?
(@ 35 44 5)
For example: What is their level of satisfactiom?
De they feel respected by others in their
community?

Examples of Specifie Questiens the Survey Can Address:

following 4issues pertain to Careers and will suggest

implications regarding retemtiem:

What is the relatienship between a teacher'’s perception that s/he
has a career in Jewish Eduecatien (Q 2) and=x

36 workimg fulll or pert tHinee

56 importance of imcome fhooweFdwhsh eelhaeettiioon
33 benefits

5 overall jeb satisfactien

work ssetttimg

8§ having experience imgpewaed Ededatcathon

61 fMutture career plans

22 howrs of woerk

DO 000000
N
3

These analyses will address such guestioms as: Do
teachers who perceive they have a career 1in Jewish
education typieally work in day schools? Are there
supplementary school teachers who perceive they have a
career in Jewish education? Is a teacher's perception of
having a career related to the hours he/she works, having
experience in general educatiem, or being offered certaim
benefits?

What is the relatienship between future career plans (Q 61) apd:

Q 26 setting
Q 36 working full er part time

What is the relatienship between the importance of the inceome from
Jewish educatien ({(@56) and:

Q 36 wexdkdimgfullll time or part time
Q 26 swettiiimy

Q 33 Heeneffiitts

Q 5§ ooreerallll saattijssfarattdomn

F-2,



What is the relationship between receiving certaim benefits (€ 33)
amd:

Q 3% working full or part time

Q 26 setting

What is the relationship between senierity at the present sehesl
(@ 9) and:

Q 5 overall satisfaction

Q 2 perceptions of having a career

Q 36 working full or part time

The ffollowing belongs to the section on Careers=-Reckuitment:

What 1is the relationship between having experiemce in gemerall
education (@ 8) and:

Q@ 36 working full or part time

Q0 % Jjob satisfaction

Q 26 setting

Q %56 importance of income from Jewish educatiom

@ What is the relationship between educatiomal trainimg (Q 58 or
Q ®0) and:

Q 2 perception of having a career

Q 26 sektting

Q 3% working full time or part time

The following issues pertain to Settimgs::

What is the relationship between working in a particular settimg
(@ 26) and:

Q@ 22 hours of work

Q 36 full/part time educator

Q@ 5 overall satisfaction scale

The feollewing analyses pertain te the Professienal Develepmemtt
section of the report:

What is the relationship between seniority (Q 9)and:
Q@ 14 overall helpfulness of workshops
Q@ 30 overall help and support received
Q 16 areas desired for skill development
Q@ 17 areas desired te increase knewledge

Fe¥ instamee:  Are veteran teaechers more likely Eham
ReViee teachers €o indieate that in=-gerviee epportumiities
were net helpful? De the teachers"” pereeived needs of
skill develepment and knewledge differ by teachewr
SERLOFL1EY?

F 33



What is the relationship between overall helpfulmess of workshops
(@ 14) and:

Q 26 setting

Q 58 or &0 educational training

For imstance: Do day schoeol, supplementary schooll,, and
pre-school teachers view the adequacy of inservice
differently? Do teachers with higher levels of formal
education view im-service differently than teachers with
lower levels of formal educatiom?

What is the relationship between level of help and support received
(@ 30} and:

Q 26 setting

Q 538 or 60 educatiomal training

What is the relationship between holding a licemnse in Jewish or
general education (@ ®0) and:

Q 16 ameassdesired finr skill developmemt

Q 17 ameassdesired ffor increased knowledge

What is the relationship between setting (Q 26) amnd:
Q 16 amraasdesired ffor skill dewvelopmemt
Q 17 ameeasdesired ffor increased kmowledge
Q 12 whether in—service is required

£-H



EXHIBIT 6

Developing a Personnel Plan for Your Community

Half of the Jewish educators in Milwaukee (N=92) have at least one
degree im educatiom. One third of Milwaukee educaters (33.3%,
N=61) hold a graduate or professional degre=. Over two-fiftihs
(#438.8%) have certificates in general educatiammn.

Selected Findimgas:

Milwaukee educators were asked, "How helpful were the workshoms
that you attended in the past two years in the following areas
(Mudzic subject matter, Hebrew languagge,, Teaching metlhodbs,
Classroom managememt, New curricwla, Art/Drama/Music)?™.

The results indicated that educators with college and universiity
degrees who majored in any type of education {e.g., curriculum amd
instructiom, readimg, special educatiom) are less pleased with the
helpfulness of workshops than is the group of Milwaukee educators
as a whole. Those with degrees in education rate the workshops as
less helpful than other educators..

Next, Milwaukee educators were asked, "In which of the followimy
areas do you feel you would like to develop your skills furthen?"
((hey were imstructed to check all the areas that interest them).

Overall, more teachers are concerned with improving child
metivatien skills than any other area of skill developmerit.. The
next most popular skill area is creating materials followed by
classroom managemenmnt:, curriculum develapnerit,, and paremtal
invelvement. These results are presented in the following tatble:

RANK OF SKILL DEVELOPMENT AREAS

SKILL DEVELOPMENT AREAS NUMBER
T.. CHILD MOTIVATION SKILLS 127
TI. CREATING MATERIALS i12
Tin.. MANAGEMENT SKILLS 52
iv. CURRICULUM DEVELOPMENT 9@
V. FPARENTAL INVOLVEMENT 83
VI.. CHILD DEVELOPMENT €%
VIT.. LESSON PLANNING 56
VILE.. COMMUNICATION 5%

X OTHER ((INCLUDING ART) 19



Them, we asked whether teachers 1in different settimgs indicate
different needs for professiomal growth. The results indicate
that teachers in different settings often have different
prieritiess.. For each skill development area in which teachers
wish to grow, the total number of teachers interested were
reported by their teaching settimg. The results are reported in
the next table:

% OF TEACHERS DESIRING SKILL DEVELOPMENT BY SETTING

SKILL SETTING
DAY SUPPLEMENTARY PRESCHOOQOL OTHER
SCHOOL SCHOOL
CHILD MOTIVATION 32.8% 36.9% 21.3% 9.0%
EREATING MATERIALS 31.5% 38.9% 25. 0% 4.6%
MANAGEMENT 28.9% 40.0% 21.1% 16.0%
E€URRICULUM DEVELOPMENT 32.2% 36.8% 23.0% 8.0%
PARENTAL INVOLVEMENT 21.3% 42 .5% 27 .5% 8.68%
€HILD DEVELOPMENT 35.8% 28.4% 28 .4% 7.5%
LESSON PLANNING 25.5% 49.1% 18.2% 7.3%
COMMUNICATION 20.4% 33.3% 29 .6% 16 .7%
TOTAL POPULATION 32.4% 42.2% 20.5% 5.4%

This table suggests, for example, that supplementary school
teachers are highly interested in lesson planning and paremtal
invelvememt, while communication is relatively more important te
these in preschools.

Questions:

1) What issues do these findings address?

2) What de these findings meam? What de they say?

3) What peliey implieations do these findings have fer persommnel
planning in yeur community?



EXHIBIT H

Lead Community Seminar — Exercise II (Tuesday Eveminy))

Community Mobilization Exercise for Discussing Data

For discussion by community teams:

As you discuss tie tineee difffferent Kdbads off ddata reepertss onn
personnelwkhith ygou will Hearee saredlddbée , thhihmk addoont thikre fH31 bawhng
issues for each:

With whom will each of these reports be discussed?

Who will facilitate these discussioms (need not he
same for every group)?

When will discussion take place?
What will be the results of the discussior?

What willhheppentbothhereesdls3? HHwwwwlllthhwybee
fed immvbo othker ddiscussdonns hhedd bpy obhbher
groups?

By what mechanism will all these conversatioms be
pulled together—-deepemed,, enriched?

How will communal consensus be reached such that
stakeholders feel that they have beemn part of
the preocess and part of the whole?



IV, Planmimg Committee Prepares; Actiom Plam
A. Mapping cunrent and finture situations:

1. Implications of data anallysis reports— results of Step II above,
(recruitment, pre-and in-service needs, shortages, etc.)

2. Predict future needs with input from local educators

* demographic trends

(does community have demographic data, e.g. need for eanly
child ed.?)

* retirements

* impact of plans of individual institutions in commumiity
(are there plans on the books for expansion of day schoel into
high school, family educator positions in synagogues, new
Israel programs)

3. Current and future finaneial picture
(campaign, community foundatiom, endowments, grants)

Results = Issues in Personnel that our community needs to address;

EXHIBIT I



B So wihat are we going to do?
1. What are appropriate strategies to address issues raised by mappimg?

*best practice currently available
*mew ideas to community’s issues (e.g. programumatic, structwrall)

2. Lay out options and resources available
(resources include things like: local, nationall, internatiomdsll
training institutions; denominatioms; local universities, efc.)

3. Apply "sareens” of content, scope and quality to options

SCOPpE:

*dioes imitiative cover major settings and institutions in which alll or most of
education takes place?

*will all or most people in the commumity be touched by the initiative?

*is the imitiative aimed at effecting profound and lasting chamge?

content:

*is the imitiative substantive, contemt-filled, thoughitfuli?

*is it based in a projection of a vision of Jewish education with a strivimg
toward specified goals?

*is it reflective of the learnings from "Best Practice"?

quality:
*can we say that the project is characterized by high standards that cam be
made explicit and cannot be met by the status quo?
*does it live up to the goals which have been articulated?”
*does it have a monitoring, evaluation, feedback eomponent built in?
4. Cost out options
$. Feasibility of options

*reseurees (human and financial) available
*demands of scheduling, ete.

®: Prieritize the options

Results: An Action Plan in Personnel for our Conmmwmiiy



W. Action Plan for Personnel Discussed in Community
A. Where will action plan be discussed?
B. When?
C. By whom?
D. Projected outcomes (pilot projects)

E. Who is responsible to carry the plan out?

Vi Stages of Implementation
A. Plans

B. Who provides service?
C. Funding

D. Timetable

T3z



MINUTES: CIJE LEAD COMMUNITIES SEMINAR - ATLANTA

DATE OF MEETING: March 8-9, 1994

DATE MINUTES ISSUED: March 21, 1994

PRESENT: Janice Alper, Lauren Azoulal,, Chaim Botwimial,

Steve Chervim, Ruth Cohem, Gail Dorph, Jame Gellmsnm,
Ellen Goldrimg, Roberta Goodmam, Stephen Hoffmam,

Alan Hoffmamm, Barry Holtz, Virginia Lewi, Daniel
Pekarsky, William Robinsem, Ina Regosim, David Sarmet,,
William Schattem, Arnold Sidmam, Louise Steim, Julie

Tammivaara
GUESTS:: Isa Arom, Shirley Brickmam, Carol Ingall,, Stuart Seltzer
COPY TO: Genine Fidler, Seymour Fox, Darrell Friedmsamn, Ammette

Hochsteim, Morton L. Mamdel, Rick Meyenr, Ileme
Vogelsteim, Henry L. Zucker

Prior to the first formal session of the meetimy, the group heard an
infeormative and entertaining imtroduction to Jewish Atlanta by Shirley
Brickmam, chair of "Creating Community," a project of Atlamta's Jewish
Heritage Center.

I.

Ir..

Introductory Remarks

Alan Hoffmann opened the meetimy, thanking the Atlanta Jewish Federationm
for its hospitality in hosting this meetimg. He welcomed especially the
following people, who were attending their first Lead Communities
Seminar: Steve Chervim, Ina Regesim, Bill Robimswn, and Armie Sidmam.
He expressed the apolegies of Genine Fidler and Ilene Vogelstein of
Baltimere, neither of whom was able te attemnd.

Vigsions for Jewish Educatiom: The Geals Project

Jane Gelman and Leuise Stein of Milwaukee served ag ehairs of the
sessiem. Leuise eopened the sessiom, noting that Milwaukee has
approached the Lead Cemmunity prejeet with 3 belief that the setting of
geals is an intrinsie part of systemie ehamge. They eonsider it the
third building bleek, aleng with personnel and cemmunity mobilizatiim.
Leuise neoted that ene of the best gifts we could provide a community is
the empewerment te move ferward with a fecus. She then intreduced
Daniel Pekarsky te make a presentation on vision and goals.

Daniel neted that the goals project eaptures a vitally impertant
dimensien 6f the werk of CIJE. TIn erder for an educational imstitutiom
te be effeetive, it needs a driving conception of what it is trying te
aceeompligh. For a Jewish edueatiepal imstitutiown, its vision would be a
conception of a meaningful Jewish existenee which weuld animate that
institutiom. A elear visien is Lndispensable te & thriviag institution.
The purpese of the geals projeet is te ereate a eulture that appreciates
visiph and that will catalvze efferts to establish vision driven
LASTitutiens .
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When it fis clear what an fmstitution is trying to accempliisih, it becomes
relatively easy to determine the curriculum and the skills and attitudes
necessary to implement that curricwlum. A vision provides the
ffoumdation for decisionmaking within an institutiem. Educatiomal goals
sthould be anchored im an underlying visiom. A vision provides the
Imstitwtion with a basis for determining reasonable goals..

In addition to helping with decisiommakimgp, a clear vision and
accompanying set of goals provide a basis for effectiwve assessmemt of a
program. An imstitutional vision can help to energize the institutiom
as people who participate have a sense off wihat tiey are abowt andamd a
belief in its importamce.

Peniel used the example of the role of "Kiitdhens"” iin vearibmskiltsdofof
ediucational imstitutions to illustrate dibe immpact off wikdbon. He moted
that the underlying vision determines whether the kitchem is
significant, to whom it fis significamt, the role of the teacher in its
utilizatiom, and whether a school has been successful in using the
kitchen as its vision suggests that it should..

Turning to Jewish educatiom, and especially the congregatiomal scheowol,,
it was neoted that typically there ig no clear visiem. There are
sometimes mission statements, but if they are even shared with the staff
they are usually vague and offer little guidamee. In practice the
curriculum, teacher tralning, and selection of persomnel show
programmatic imcoheremee. Practice is more often guided by a desire to
keep the students engaged and under control.

The follewing steps might be taken in order te help an educatiomal
imstitution beeome visien drivem.

A, Cyniiines: e dnstHituiriom thede iy needds tep biee vibd Pon dtivean .

B, Work om am institgtionrwitee Masdbs o dRmedlopp a quiidingg wisdden. Thige
centeal players must believe in it. It must be compellimg and
ERergilzing .

€: Wk tortfn ' wEenslRte Wi Wisdigh inteo edlissddioad] termas .
. Find thee migHL paisssmed] teo Gadryy ke thise WeB59BR.

TE was neted #hat this is net an easy task. It requires Eime and
commitment. I€ is partieularly diffieult iR a cengregatiemal setting te
develep a clear visien, beesause the mere definite it is, the mere likely
it is o leave some pesple ouk-

the goals preject propesed By €IJE is intended te fester appreciatiomn
for the importance of develsping an animating visien ameng Ehe
Leadership of communities snd institutions and te eatalyze efferts e do
$8: It will bring community leaders tegether te enesurage the
gevelopment of imstitutienal visieng and gsals.

CIJE {s now in &he precess of developing & likrary ef materials relatirg
&6 visiohn 2nd goals. It will include materials whieh feeus en Ehesry
angd strategies anrd will provide exampies ef visien driven iRsBitullicnts.
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The proposed summer seminar is imtended to foster an appreciatiom of the
concept of vision driven imstitutions among lay and professiomal
leadership. In addition to deepening the appreciation of the role of
vision among participamts, it will provide them with opportunities to
encounter examples, to lock at obstacles and challenges to transformimg,
vision to meaningful practice, and to plan togethen..

It is imtended that the summer seminar will be followed by a series of
local seminars to occur in each Lead Community during the 1994-95
academic year. These will be for representatives of individual
educational imstitutions in each commumity. Conditioms of participatiom
will imclude an agreement to attend regularly and to send a core of
people ffrom a particular imstitution who can take the ideas back and
work on their implementatiem. Based on participation in these semimenss,
CIJE may decide to propose the establishment of a consortium of wvisiom
driven imstitutioms.

In the discussion that followed it was agreed that there are mamy steps
that can be taken toward the upgrading of personmel while work om
imstitutional visions is under way. Work should continue on a persommel
action plan and on the first stages of its implementation while work om
visien is undertaken in parallell. The two are complementary and boith
are necessary to bring about systemie change..

Oa further discussion abeut the cencept ef a consortium of visiom drivem
imstitutioms, it was neted that this is an idea in its very early
stages. [t will be theought threugh in mere depth during the Jerusalem
seminar and, if it remains a serious approach, will be developed for
discussion in the cemmunities during the coming year. At preseny, the
goals prejeet is imtended mere Eo enhanee cemmunity mebilizatiem tham
develop personnel. Clearly, the twe will intersect in the futune..

At the eenelusien of this sessien it was agreed that many importamt
issues had been raised. Tt wags neted that this issue will eentimue to
be discussed im the menths ahead.

The Cengregatienal Supplementary Scheel: Reflectien and Direckiom

Bill Schatten of Atlanta chaired this sessiom. He bedah By intreducing
the three presenters: Carel Tngall, whe is cempleting her Ph.D.. at
Beosten University, was a researchey en the Best Praetiees in
Supplementary Scheels Prejeet and forme¥ direeter of the Providepee
Bureau of Jewish Edueatieny, Stuart Selezew, Primeipal eof the Chizuk
Amune Religieus Scheel in Baltimere, a seheel identified in the Best
Practices velume:, and Tsa Aren, Prefesser of Jewish Edueatien at the
Rhea Hirsch Scheel of Hebrew Unien Cellege in lLos Argeless

A: €arel Ingall described an effestive scheel whieh she epesuptered im
her werk oa the Best Practiees Prejeck. This vas a Censervakivwe
congregational schesl which st one Etife had /00 students apd new ks
160: Students meet three timss each week for twe hours at a
sessign-

The goals of this scheei are ciear and pervasiw.. There is
agreement +hat prayer is very impertant and that aR educaked Jew
kRows hew te behave in & évaagegu@ setting, There is a eleay
expectatrion thet students wili pray together aRd £hat Eheir famities
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will jein them in their learnimg. The rabbis and canter are
invelved in the schoel and are aware of the role of the school in
the total life of the synagogue. Older students serve as Torah
Eukers for the younger students and are honored for doing so by the
total ecengregatisom. The vision of the school is visible..

This is a serious educational institution where staff development is
expected and a written curriculum is shared with the paremts.
Parents have become involved in teaching electives at the middle
school level.

The most important element in creating the culture of the school is
the principal. The principal is a serious Jewish professiomal who
came to the job having had secular education traimimg. The
synagogue and the local bureau joined with the principal to help
cover the cost of a master's degree at JTS.

This is an educational institution that has a clear visiem, has the
invelvement of the clergy, and does well what it has chosen to do.

Stuart Seltzer, Principal of Chizuk Amuno Religious Schoal,, them
spoke of his school, identified as exemplary by the Best Practices
Proj ectt..

He began by discussing the concept of myth --a story we tell
ourselves about ourselves.. A myth tells who we are and what we cam
become. He noted that the supplementary school has been held
captive by a negative myth. He believes that the role of the
principal is to make a new myth == to revitalize the religious
school community.

This school works wiitthiin s ceorteont characterized by te Tdlboesibegp :

1. Commitment to ceortteant diees mof mean thatt leasrming musit be be
borimg..

2. Synagogue education is family educatiom.

3, The lives of the educators and students are bound togethar..

4. The teachers are professionmals for whom teaching is their life's
work.

5, The students" lilves ane dhanged by the experience.

He neted that the primcipal's wwle iss teo liiee thiee Myfhh, ¥r "visien,"
of the imstitutien in order te inspire. He must provide optimisim,
passiom, and suppert. If the myth make¥ is sueeessfwl,, everyome im
the secheol should be able to tell the story.. As persemmel are
identified and hired, they must be people wheo are cemmitted to the
seheel and its visiem.

Staff development fecuses oA the impertanee of a staff grewing and
changing tegether. The staff is a community of learners whe study
and learn together. The teachers werk teogether in Eeams and share
their speeial skills.
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This congregational scheol is unique in that it shares space with a
day school. Many of the teachers also teach in the day school and
there iis a close working relationship between the two..

The school works to develop a sense of commumity.. Its programs for
ffamilies validate what is happening in the classroom,

Isa Aron spoke of a project of the Rhea Hirsch School of Hebrew
Union College, an experiment aimed at reconfiguring the
congregational school.

During @ year of planmimg, the Rhea Hirsch Schoel learmed that
relatively ffew of its education graduates found themselwes satisfied
by work im congregational school educatiem. Mamy felt that they had
taken their schools as Far as they could go, but that "goed enough"
was not satisfactory. Schools were running smoothly,, but with
little depth. People who were satisfied with their congregatiomal
school experience had very low expectatiemns:.. Based on this sert of
imformatiom, it was suggested that perhaps rather than simply
preparing people for the Ffield, HUC's mission should be to change
the field.

They began to look at such questions as "What would it take teo ge
from good enough to outstandimg?™ It was noted that the problems of
religioeus school go beyond what is lacking in edueaters and
materials. It is an issue of attitude ameong congregations. Studies
should be woven inte the fabrie of congregatiomal life, net simply
relegated to a scheel. The model ef Jewish edueatien in
supplementary schools teday was develeped in 1910 te refleet Ehe
kind of education undertaken in Christiam religious scheels.. It is
questienable whether the same model applies teday:.

It was suggested that the primary goeal ef religious education teday
is enculturatien rather than instruetiom. It is ke "ereate Jewish
seuls" mere than te transmit infermatien and develep skills..

With this in mind, HUC has invited five eongregatiomal seheols te
partieipate in an experimemt. In each of the selected religiowus
scheels, the eulture is communal and eellegial. The edueaktens axe
part of a team. Eaeh of the five seheols will rethink its
educational geals and the struetures fe¥ reaching these geals. HIC
yill previde agvisers and presceribe preeessy, But will pet prescribr
content. Tt is anticipated that eaeh ef the five seheels will comr
Sut lesking quite different from Ehe othexns.

Diseussion

IR the discussien that felleowed, it was nekted that the
congregatienal rabbi plays a pivetal rele in eaeh of the medels
desc¥ibed. ARy persennel aectieR plan must eengider the rele ef the
£3kbkis. It was suggested that this cenelusisn sheuld Be shared at
gatherings of rabbis sponsered by the deneminatienal mevemRHiS:.

It yas noted that (ransferming communities has te Be done SR the
strength of imspiring individwals. Thisz is an important eencept e
kEER IR WiRd 33 Ve {rain educakers-
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Coamuundittyy Unskiptes, Isssues axl Concerns
A.. MNilwaukee
. Persennel

&1

Milwaukee has cempleted both the qualitative and gquantitatie
surveys of personnel and the data has been snalyzed. Am
integrated report on the professiomal lives of educateors has
been completed and submitted to the commmmityy.. A community
action team on personnel has received the integrated repomt..
The community fis now working on a plan for broader
disseminatiom.

A team of CIJE representatives recently met with a group of
community leaders to discuss how and when to dissemimate the
report. The challenge is to find a way to presemt data wihich
might be interpreted negatively in a way that portrays positiwe
solutions and opportunities for the commumityy..

Other Action Areas

In addition to the personnel action team, Milwaukee is mowimg
forward in three other areas. A teen action team hams recemtly
begun work on a broad-based strategy to link formal and infommml
education opportunities for adolescemts.. Work is umder way te
recruit participants in a family education committress. A
resource development team is reviewing structures mew im place
for raising funds to support continuity actiwityy..

Commumnication

The CIJE committee is working with federation P/R staff to help
raise community awareness of the CIJE committee actiiwitiess.. The
first outcome will be a periedic newsletismr..

Coneerns

Milvaukee's major coneern at the moment is that the wall-te-walll
coalition eriginally develeped te werk on this project has
beeeme unwieldy. It is tee large and involves too many peeple
whe are net actively invelved. It is heped that the larger
greup will be helpful in dissemiraltiionh, but Ehere are comeawhs
abeut the laek of invelvement of a portioen of that group wp e
ROW.

Discussion

Tt was heted that while federatien leadership has invelved
itself in furding of this prejeel, there is relatively lithkle
other imteractiem. The prejeet has been semething of a
stepehild €e the federakiom. It is impertant RV &R ergage
federation leadership e advapnee this agerdm.
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Baltimore

Since September there has been a series of meetimgs of the CIJE
coalition and related focus groups. A priority has been to clarify
CIJE's role in the community with a variety of community growgps..

Baltimore is working im three areas:

1. What is the target populatiom: which fields and which educatonrs
to work with.

2. What are the critical personnel challemges..
3. What are initiatives to respond to the challempes..

The preliminary results of the educators survey should be im
Baltimore before the end of March. A subcommittee will review the
data and draw some preliminary conclusiems.. Their goal is to look
for "red flags." They plan te identify additiomal areas for cross
tebulation with a goal toward completing analysis by the end of Jume
and beginning work on a personnel action plam. Baltimore hepes to
have a draft of an action plan by the end of August.

It was suggested that the summer may be a difficult time during
which to mobilize educatere to work on a plam.,

Federation Leaders have shown an interest in the work ef the CUJE
committee and efforts are under way to integrate the CUE: process in
the Federation's strategie aetien plam.

In an effort to move ahead with aetien befere the aetion plam, a
project knewn as Machen 1'Merim has been identified as a CUFE
prejeet. The preject, funded by a private Baltimere feundaltiai,
invelves twelve teachers from area seheels (beth day seheols and
congregational seheels frem aeress Ehe moveremts)) iR an iatemsive
training pregram en the teaching of Tefillah. Chaim Betwiniek will
cireulate a summary of the preject te seminar partieipanits.

In additiem, Baltimere has reeeived a grant te suppert a fall
conference which will mest likely fecus on best practicez and
monitoring, evaluatien and feedback..

Atlanta
1. The Atlanta Federatien has allecated §50,000 tg the Israel

Experience Committee and will Be sending twe greups ef youths o
Israel &his summer-

N

Atlanta is identifying new funRds te suppert eentinuity and
eduCRtEan -

3. Steve Cherviwy, Whe was present at the semirRi, has recemrly Beem
hired as directer of the €suncil for Jewish Conbimultd,.

4 iﬁ@@;géi@ﬁ has appreved a prepesal te hire a Jewish edueater fer
e JEE-
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5. Decislons have been made regarding the govermamce of a
supplementary high school..

. It has been determined that the mission of the Atlamta Jewish
Library will be Jewish educaticm..

77. Issues of concern include:

a. that Atlanta has not yet received data on the educators
survey and,

b. that the community is not sufficiently aware of the CIJE
project..

With respect to the issue regarding survey data, it was
suggested that a conference call be scheduled with Ellem
Goldring to clarify timing of the results.. Once the data has
been received, it fis expected that a small committee will take
an imitial Jook at it and determine how teo proceed.

Next Steps in Creating a Personnel Aetien Plap

This sessiom, chaired by Gail Derph and Barry Holltz, censidered what am
action plan might look like at the end of the planning process.

A..

Case 1: Farly Childhoed

Based on data now in hamd, we knew that early ehildheed educaters
generally work full time and rely heavily on the ineome frem this
work. They receive few if any benefits and, as a growp, havwe less
Judaie knowledge than other Jewish educatons..

Participants were asked to imagine that early ehildheed has beem
identified as a eritieal area fer community attertieon., One step im
an actien plan might be teo Reld an early ehildheed institute fer
teachers and directors of early ehildheed units. Directers are
included because we knew that if they are net cemmitted to a
particular appreach, it will have a lew likeliheed ef suecess. This
institute would offer oppertunities fer early childhood teachers te
imcrease their Judaie knewledge and pedagegie skills at the same
time. This sheuld previde them with Judaie krewledge akt the same
time as it sugpests a preecess feo¥ t¥anslating it ipke their
educational seté&imgs.

The follewing chart was then presenked:
A CASE FOR EARLY CHILDHOOD EDUCATION

Teachers Judaie and pedagegy ‘ Attitudes Eeward Judaiea

Directe¥s |  SuppeFE teachers and Atkitudes Eevard Judaica
families we¥rking toward and impertance s8f sarly
Judaie e€eonktent snd ehildhesd as sRAtry paintk

stmesphere iR the schest | te Jewish edueatien

SHPROIES::  $31aFY iRCrements and cemp time
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The ¢hart indicates &hat we are dealing with a system, beth fer
weaehers and direetors. In order ko support sueh an effort we might
offfer salary inerements fFor attendance as well as compensatery time.

Discussion of the cenecept raised the issue ef lieensing and
standards. In the past, communities have not responded faverably t®
the sektting of standards. This is something that can be discussed
again in the future, amd probably should be part of CIJE's broadesr
rele im building the professiom..

A question was ralised regarding whether this model refers to day
ware or nursery school programs. It was suggested that in Jewish
education, where the early childhood program is often the most time
a child spends im a Jewish environmemt, we may not want to
dlifferentiate between the two.

It was noted that the discussion was focusing heavily on plammimg, a
eritical step in the process of moving toward actiom. Howewer,, the

goal of this exercise is to assume the plamnimng has beem done and to
begin to whink about what action might be undertakem..

Case 2: Supplementary School Teachers

The data shows that supplementary schoel teaechers are overwhelmimgly
part time, that approximately half of them have degrees in gemerall
education, and that very few have degrees or certificatiom im Jewish
studies. Because of the part-time nature of their womk, salary is
not as significant a factor as with early childhood educations.
fiowever, benefits, salary, and job security are all factors whicih
woiild help to keep people in the field. There is some sense that if
it were possible to offer full-time jobs, more people weould be drawm
to this ffield. This is a stable, committed teaching fores.

The role of the supplementary scheel prineipal is critieall im the
training and general gquality of the teaehens..

Given this scenarie, eone appreaeh e working with supplementary
school persennel might be to effer Judaic centent courses eiftther
through a lecal university er under the puidamee of loeal rabbiss.
Another approach might be scheoel-based staff develepmentt with Judalie
and pedagogie ceontent cembined. Peer ceaching Might alse be
undertakem, either within an individual seheel er aeress
imstitutions. Tn any case, the leader of the scheol must suppert
any approach. Perhaps the prineipal eeuld devete staff meetings te
staff development rather than administrative makthens..

Im discussien it was neted that, in light of the eentrality of the
prineipal, early steps sheuld be taken te werk wikth supplementary
schoel leadership. It was agreed and diseussien turned Briefly €
the prepesed Prineipals Institute new being planned for Ockhest.

It was noted that these were twe examples of hovw a cemmunity Bight
proceed onee it decides what its highest prisrities sheunld bBe. As
CIJE grapples with its rele relative te that ef the commumitinss, it
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is leaning toward serving as a broker to bring expertise to the
communities. Each cemmunity will identify its own prioritdiies;, with
regourees coming frem CIJE, which will clearly articulate its owm
biases and emphases..

It was suggested that a seminar im best practices in congregatiomasl
scdhools be developed for the rabbis in each community as ome way of
limking several of the themes raised in the previous sessiams. The
role of the dencominational movements in any such program should be
explored..

Concludineg Remarks

Im @ brief discussion about the seminar just concluded,, it was generally
agreed that this format worked well.

It was suggested that, in light of the fact that each cemmumity is at a
very diffferent point imn fits work, fewer joint meetimgs will be held im
the future. We will work toward holding two meetimgs each year with the
next to be scheduled for early October in Milwamuwkes.. The week of
October 3 was proposed, with Monday and Tuesday of that week as primary
targets. I[f that does not work, we will aim toward the week of October
24. While there will be opportunities to meet around sessioms at the
GA, there will not be a separate Lead Communities seminar in Demwer..



COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Board of Directors

April 21, 1994
AGENDA
Time Program Location Presemnter
2:30 a.m. Registration 17th Fl1. Reception Area
10:00 a.m. Board Plenary I BRm. 1700 B-C

A. Introductory Remarks

B. From the 1990 Population Survey
Until Today: Jewish Continuity
and Jewish Education
11:15 a.m. Committee Meeltiimgs*
A, Building the Profession (Blue) Rm. 202
/Yo
B. Community Development (Green) Rin. 1706k
€. Content and Program (Red) Ri, 1700 B

D. Regeareh and Evaluatien (Coeld) Rm. 1700 C

1:30 p.m. Board Plenary II Rm.. 1700 B=C
A. Reports from Cemmittee Chairs

B. The Goals Project

B:20 p.m@- P'var Terah

*Bex Lunches will be available at comiittee meetings.

Mortom L. Mamdel,,

Chair

Barry A. Kosmin

Chatir:: Morton Mandel
Chair;: Charles Ratner
Chair: John Colman

Chatit:: Esther lLeah Ritz

Daniel Pekarsky

David Teukseh



