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CIJE GOALS SEMINAR, JULY 1994 
SUMMARY OF CONFERENCE PROCEEDINGS

INTRODUCTION

The following report is a summary of what transpired at the 
CIJE Goals Seminar that took place in Jerusalem in July, 1994• 
Anyone interested in a more detailed account is referred to the 
actual day-to-day seminar proceedings, which are the basis for 
this summary-report. The seminar took place over 5 day3, July 
10-14, 1994 in Jerusalem. It was organized by CIJE in 
collaboration with the Mandel Institute for the Advanced Study 
and Development of Jewish Education.

At the suggestion of one of the participants, each day of 
the seminar began with a Dvar Torah presented by a different 
participant. This was followed by an opportunity to review and 
react to an extensive written interpretation of the preceding 
day's activities and discussions. Against this background, the 
group moved on into daily sessions organized around particular 
content-themes. The principal directions of the seminar had been 
blocked out in a lengthy planning process that preceded the 
seminar; but efforts were made to make revisions as the seminar 
proceeded in response to emerging group-needs and concerns. Each 
day also featured opportunities for participants to break down, 
by community, into smaller groupings. In these smaller work- 
groups, participants were asked to reflect on the ways in which 
the seminar's themes might apply back home, as well as to develop 
a conception and a strategy for engaging local educating 
institutions in a process of becoming, in collaboration with 
CIJE, more goals-oriented and vision-driven than many currently 
are. Each of the three major work-groups (Baltimore, Cleveland, 
and Milwaukee) emerged on Day 5 of the seminar with an oral 
report, which was presented to the group as a whole, which 
articulated their projected plan of action for the coming year.

DAY 1

Introductory. In their introductory comments, Alan 
Hoffmann, Seymour Fox, and Daniel Pekarsky sketched out the 
seminar's historical and ideational background, as well as its 
agenda. Participants were■ reminded that in its deliberations in 
the late 80׳s the Mandel Commission on Jewish Education in North 
America deliberately avoided dealing with substantive issues 
concerning the goals of Jewish education. It did so not because 
it felt these issues were unimportant but because it recognized 
that it would not be profitable for. a group as ideologically 
diver3e as were the members of the Commission to engage in this 
discussion. At the same time, the Commission recognized that, 
along with an emphasis on personnel, community mobilization, best 
practices, and monitoring and evaluation, careful attention to
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the goals of Jewish education on the part of educating 
institutions and other bodies concerned with Jewi3h education is 
of decisive importance if the field as a whole is to make 
significant progress. As common sense and the evidence from 
general education suggest, a powerful vision of what one is 
educating towards i3 an indispensable ingredient of effective 
educational practice and reform. In addition, in the absence of 
clear goals, it is impossible for educational institutions to be 
seriously accountable for what they do - accountable in ways that 
will enhance their efforts and illuminate decision-making at 
institutional and communal levels. The Mandel Institute's 
Educated Jew Project and CIJE'3 Goals Project were both born of 
these concerns.

The Goals Seminar is designed to offer participants an 
opportunity to deepen their understanding of the place of goals 
in Jewish education, to surface and explore pertinent issues; to 
develop a shared universe of concepts, assumptions, questions, 
insights, and issues that will provide a framework and agenda for 
continuing discussions; and to give participants a chance to 
think about how to encourage a goals-agenda in their local 
communities. As this suggests, the Goals Seminar is intended as 
the beginning of a process of collaboration, not as an isolated 
event cut off from future efforts.

' Pointing to the problem. While it was recognized that the 
field of Jewish education offers significant examples of 
institutions in which meaningful goals figure prominently and 
productively in their efforts to educate, it was also observed 
that this is not the norm and that our own efforts in the seminar 
will grow out of reflection on some of the ways in which 
educating institutions often fall short in the area of goals. 
Guided by Daniel Pekarsky, and with the help of an exercise 
designed to focus the attention of seminar-participants on the 
ways in which goal3 have and have not figured in institutions 
they are familiar with, the group looked at a number of examples 
that illustrated some typical institutional failings with respect 
to goals. These failings included the following:

1. Sometimes a teacher is asked to teach a subject or 
a body of material with no clear goal in mind -- or 
else the goal is vague to the point of giving no 
concrete guidance in efforts to plan appropriate 
learning experiences.

2. Sometimes an educating institution is identified 
with certain clear goals but there has been no 
systematic effort to organize the educational 
environment and the experiences of the student in a way 
that will make it likely that the goals in question 
will be realized. Though there are activities in the

2 

the goals of Jewish education on the part of educating 
institutions and other bodies concerned with Jewish education 1.a 
of decisive importance if the field as a whole is to make 
significant progress. As common senae and the evidence from 
general education suggest, a powerful vision of what one is 
educating towards is an indispensable ingredient of effective 
educational practice and reform. In addition, in the absence of 
clear goala, it is impossible for educational institutions to be 
seriously accountable for what they do - accountable in ways that 
will enhance their efforts and illuminate decision-making at 
institutional and communal levels . The Mandel Institute's 
Educated Jew Project and CIJE's Goals Project were both born of 
these concerns. 

The Goals Seminar is designed to offer participants an 
opportunity to deepen their understanding of the place of goals 
in Jewish education, to surface and explore pertinent issues: to 
develop a shared universe of concepts, assumptions, questions, 
insights, and issues that will provide a framework and agenda for 
continuing discussions : and to give participants a chance to 
think about how to encourage a goals - agenda in their local 
communities. As this suggests, the Goals Seminar is intended as 
the beginning of a process of collaboration, not as an isolated 
event cut off from future efforts. 

· Pointina to the oroblem. While it was recognized that the 
field of Jewish education offers significant examples of 
institutions in which meaningful goals figure prominently and 
productively in their efforts to educate, it was also observed 
that this is not the norm and that our own efforts in the seminar 
will grow out of reflection on some of the ways in which 
educating institutions often fall short in the area of goals. 
Guided by Daniel Pekarsky, and with the help of an exercise 
designed to focus the attention of seminar-participants on the 
ways in which goals have and have not figured in institutions 
they are familiar with, the group looked at a number of examples 
that illustrated some typical institutional failings with respect 
to goals. These failings included the following: 

1. Sometimes a teacher is asked to teach a subject or 
a body of material with no clear goal in mind -- or 
else the goal is vague to the point of giving no 
concrete guidance in efforts to plan appropriate 
learning experiences . 

2. Sometimes an educating institution is identified 
with certain clear goals but there has been no 
systematic effort to organize the educational 
environment and the experiences of the student in a way 
that will make it likely that the goals in question 
will be realized. Though there are activities in the 



institution that in some 3en3e correspond to the3e 
goals, there is little reason to think that these 
activities will powerfully contribute towards their 
attainment.

3. While the institution may be identified with certain 
goals, critical stakeholders —  including the educators 
themselves - may not personally identify with these 
goals or find them very compelling.

4. While goals may be present, they are sometime3 not
anchored in a vision of the kind of Jewish human being
and/or community the institution is hoping to
cultivate. Absent a sense of the way in which 
achievement of a particular goal will enter into a 
Jewish way of life that will prove meaningful to the 
one who lives it, the importance of the goal may be far 
from obvious and it may also be very difficult to 
interpret the goal effectively. This is illustrated by ■ 
showing how a goal like "Hebrew proficiency" will be 
valued and interpreted very differently by different 
ideological streams within Judaism.

In discussing these points, a dilemma emerged that was 
returned to on a number of occasions: on the one hand,
educational effectiveness may depend on developing a set of clear 
and coherent goals, sufficiently concrete to guide practice; on 
the other hand, given the diversity of outlook represented in 
many institutions, it may be difficult to identify a set of 
concrete goals that will sit comfortably with the membership. 
Either it will prove impossible to identify a set of concrete and 
powerful goals that will guide educational practice; or else, the 
cost of identifying such goals may be to exclude or marginalize 
certain constituencies.

Vision-driven institutions: "Give me a "For Instance...'". 
After enumerating some of the ways in which educating 
institutions fall short of being guided by compelling visions of 
what they hope to accomplish and goals that flow from these 
visions, Daniel Pekarsky and Daniel Marom drew the attention of 
participants to examples of educational effort3 that have been 
meaningfully guided by clear and powerful visions. One such 
example was the school pioneered by John Dewey in Chicago at the 
turn-of-the-century. This school grew out of a systematic effort 
on Dewey's part to trace out and actualize the educational 
implications of a vision of human existence that incorporated his 
ideas concerning human nature and growth, the Good Life, the 
nature of knowledge, and the ideal relationship between the 
Individual and the Society. The second example that was 
considered explored ways in which the ideology of early Secular-
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Zionism was expressed in the educational debates, practices, and 
institutions that emerged from the efforts of it3 proponents.

In the course of looking at these examples, some defining 
features of vision-driven institutions emerged:

1- There is a clear, shared, and compelling vi3ion of the kind of 
individual and community toward which one believe3 one 3hould 
educate.

2. Anchored in this vi3ion are clear educational goals which 
guide the enterprise.

3. Curriculum, pedagogy, physical organization, social 
organization, ethos all in various ways reflect the goal3 and the 
vision that the institution is committed to. The vision 3uffu3es 
the life of the institution.

4. The educators are whole-heartedly identified with the vision 
and goal3 the institution represents; they embody it in their own 
lives and it guides their efforts at education.

5. Because the vi3ion i3 genuinely compelling to the key 
stakeholders, becau3e they genuinely care about it3 
actualization, gap3 between the vi3ion and actual outcomes are 
deeply troubling and 3eriou3 efforts are made to close these 
gaps.

Portrait-exercise. In the belief that efforts to think 
about goals for Jewish education should include opportunities for 
educators to explore their own views on what Jewish education 
should try to educate towards, participants had been asked to 
write up a portrait of the kind of person they would hope to 
nurture through Jewi3h education. Day 1 of the seminar concluded 
with an opportunity to discuss this exercise in 3mall groups over 
coffee and des3ert.

DAY 2

Yeshivat Har Etzion and Ellul. In the fir3t part of the 
3econd day and guided by Shmuel Wygoda, participants extended 
their exploration of vision-driven institutions with the help of 
two living examples found in Israel. An early morning bus-ride 
brought us to Yeshivat Har Etzion, a yeshiva informed by a vi3ion 
that renders it both like and very di33imilar to typical 
yeshivot. A3 we discovered in the course of our tour of the 
institution and our meeting with the institution3׳ co-director. 
Rabbi Aharon Lichten3tein, this institution resembles other 
Yeshivot in its emphasis on 3tudy —  independently as an 
individual, in Chevruta, and through cla33es with the faculty.
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As in other typical Yeshivot, the object of study is the Oral 
Law, which pertains to our religious life as commanded beinqs.
The engagement in study is not guided by a desire for 
professional advancement; rather, it is a response to a Mitzvah - 
the Commandment that we exerci3e our intellectual power3 in the 
world of Revelation. The goal of the Yeshiva is to prepare its 
students for a full and proper engagement in such a life.

Rabbi Lichtenstein discussed the ways in which the 
atmosphere and the modes of study all testify to the existential 
significance of what is going on. The fact that study is 
grounded in a belief concerning the divine character of the Text 
renders this activity spiritual as well as intellectual. Belief 
in the Text's divine character also explains the loud arguing and 
attention to detail: for it is of the utmost importance that we 
do everything to clarify its meaning, down to its very details.

Yeshivat Har Etzion's animating vision differs from that of 
most ye3hivot in two significant respects. Like other Hesder 
Yeshivot, it interprets Torat Chesed to require a linkage of 
study with a desire to contribute to the welfare of the State of 
Israel (through participating in the overall defense effort and 
responding in other ways to national and communal needs).
Students are encouraged to view such activity as important-- 
indeed, as an׳ extension of their spiritual lives that is grounded 
in Torah. They are urged to approach the political concerns of 
their day with the same energy and thoughtfulness with which they 
approach the study of Torah. A moving sign of this dimension of 
the Yeshiva'3 vision is to be found in the library, where many of 
the cabinets are dedicated to the memory of individual students 
who had been killed as soldiers in the Israel Defense Force.

Yeshivat Har Etzion also differs from many other Hesder 
Yeshivot. It is intellectually far more open than most. For 
example, not only does its library feature Jewish text3 that go 
far beyond the world of Halacha (for example, works in Jewish 
philosophy and history), there is also a greater openness to the 
larger secular culture. A case-in-point is Rabbi Lichtenstein's 
own approving references to non-Jewish thinkers like John Milton 
and Edmund Burke.

Ellul. Through a conversation with two of its co-founders, 
our group went on to encounter a second example of a vision- 
driven institution, Ellul. In presenting Ellul to us, Ruth 
Calderon and Moti Bar-On stressed the ways in which the vision 
guiding this institution resembled and differed from the vi3ion 
guiding Yeshivat Har Etzion. While Ellul also emphasizes the 
importance of serious study, the differences are substantial. 
Student3 include males and females, ranging from Orthodox to 
secular; the institution is committed to the inclusion of anyone 
who is interested in study. While the texts studied include the 
kinds of classical Jewish texts studied in Yeshivat Har Etzion,
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they also include works in modern Jewish philosophy and Hebrew 
literature. What is actually 3tudied from year to year is 
determined through a democratic process in which all participate. 
In Ellul learning is done without the guidance of a Rabbi, and 
there i3 an empha3i3 on the equality of all learner3 and on 
inter-disciplinarity. In the eye3 of Ellul's members, their 
study is enriched by the different sensibilities and outlooks - 
male and female. Orthodox and secular - that enter into their 
discussions. Disagreements are plentiful, but there is also a 
strong sense of closeness. But there are limits to this 
closeness: whereas at Yeshivat Har Etzion study and prayer go 
hand in hand, in Ellul, the opposite is true. As Moti put it: "I 
can't study with the people I pray with; and I can't pray with 
the people I study with."

Processing the field-trip. In thinking about the two 
institutions the group had encountered during the field-trip, it 
was clear that they reflected very different underlying visions, 
and that these visions were critical in defining the character of 
the institution's structures and activities. Discussion focused 
substantially (and inconclusively) on whether it is necessary to 
have a passionate and dedicated leader (in the words of one 
participant, a "zealot") in establishing a new vision-driven 
institution -- a person who is willing to say loud and clear what 
he/she is genuinely for, even at the price of losing potential 
members. It was also suggested that it may be easier for a 
visionary to establish a new institution than for a long- 
established institution to move towards a meaningful consensus 
concerning its animating vision.

While questions concerning the genesis and creation of 
vision-driven institutions were prompted by the field-trip, the 
session ended with a reminder that the intent of the trip was to 
witness two powerful and living examples of vision-driven 
institutions, and that the two institutions the group had 
encountered during the trip ably satisfied the criteria for a 
vision-.driven institution that had been spelled out at the end of 
Day 1 of the seminar.

Introduction to the Educated Jew Project and to Professor 
Moshe Greenberg's Vision of an Educated Jew. In the second half 
of Day 2, Seymour Fox introduced the Educated Jew Project by 
discussing it3 major dimensions. He described the range of 
individuals who have written for the project and described the 
ways in which their conversations with educators had forced them 
and the educators to address difficult questions concerning the 
meaning of the underlying conception and the feasibility of 
implementation. He stressed that the Mandel Institute harbored no 
hope that anyone accept wholesale any of the educational visions 
articulated within the framework of the Educated Jew Project. 
Rather, the intent has been to catalyze serious thinking 
concerning the kind of person and community one would hope to
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nurture through Jewish education. Struggling with the views of 
the kinds of thinker3 the Project ha3 included ha3 the.potential 
to help a person to clarify his or her own beliefs even if one 
strongly disagrees with the views represented by these thinkers. 
For the effort to understand why the3e view3 are inadequate and 
what a more adequate view would look like can take one a long way 
towards clarifying one'3 own beliefs.

Each vision, he observed, carries very different educational 
implications, including a different conception of the ideal 
teacher and different emphases for educational policy. He 
emphasized the way in which having a clear and compelling 
conception of an educated Jew can help educators select from 
among competing goals (thus avoiding the deadly temptation to try 
to do a little of everything).

His comments also emphasized that while the Educated Jew 
Project began its inquiry into goals for Jewish education at the 
level of philosophy of education -- that is, by looking at full- 
blown conceptions of an educated Jew, it may not be necessary, 
desirable, or possible for educating institutions to launch their 
own efforts to become better organized around meaningful goals at 
this level. Meaningful progress can be made, and sometimes more 
fruitfully, by starting at other levels - for example, by looking 
at the goals that now animate the Hebrew curriculum, or by 
focusing in on how to evaluate the success of the institution's 
educating efforts in a particular domain.

Against the background of Seymour Fox's introduction, and as 
a way of better understanding the varied•dimensions and the 
richness of the Educated Jew Project, the seminar moved on to an 
examination of .one of the articles commissioned by the Project, 
the essay written by Professor Moshe Greenberg in response to a 
request that he articulate his own vision of an educated Jew. To 
launch this inquiry, we broke into two 3ub-group3, one led by 
Seymour Fox and the other by Daniel Marom, for the purpose of 
studying Professor Greenberq's views and of developing questions 
to pose to him during his meeting with the group the next day.

DAY 3

Mid-course feedback and corrections. Midway through the 
seminar, the group paused briefly to identify concerns, issues, 
and questions that might be surfacing and that might prove useful 
in shaping the remaining time available in the seminar. A 
variety of important points were made, many of which clustered 
around two themes: a) Since many of the participants had come 
representing communities rather than individual institutions, 
they were particularly interested in exploring what it might mean 
to have "a community-vision" (as distinct from the kinds of 
institutional visions we had been discussing; b) While the 
seminar had thus far focused on institutions that were from their
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inception organized around a a powerful guiding vision, there is 
a need to consider how to improve long-established institutions 
of the kind of we are familiar with back home, institutions 
featuring a broad diversity of outlook and interest. The effort 
to improve such institutions was described as "developing vision 
and goals in messy situations!" It was agreed that, following 
our treatment of Professor Greenberg's work, these two theme3 
would occupy a prominent part of the seminar's last two days.

Translating Greenberg. If the development of a clear, 
coherent, and compelling vision is a difficult but important 
achievement, so is the effort to translate that vision into 
educationally meaningful terms which make its attainment a 
genuine possibility. Having a vi3ion of the kind of Jewish 
per30n or community one would hope to cultivate is, of course, no 
guarantee that one will be able to devise an educational 
environment and a curriculum that are appropriate to this vision.

Guided by Seymour Fox, this session was devoted to the 
subject of translation, with Greenberg's ideas on the aims of 
Jewish education to be used as an illustration. Because the Camp 
Ramah movement was guided by an ideal close to Greenberg's, 
Seymour's discussion of translation used the development of Camp 
Ramah to illustrate certain points.

In his comments, Seymour developed a number of themes, 
including the following:

1.Greenberg's vision couldn't adequately be realized in a 
school. Rather, an enclave that integrates formal and informal 
elements is necessary. The informal domain is critical as an 
arena in which to interpret, apply, and live out the general 
principles learned in one's formal studies; equally important, 
those things that happen in the informal domain - say, on the 
baseball field - become important material for activities in 
classroom settings. It is, moreover, in informal settings like 
the ball field that educators have the chance to see whether 
classroom learnings were being meaningfully internalized.

2. An educating institution built on Greenberg's vision 
would take to heart the notion that the student's development as 
a spiritual being is of the essence. To be serious about this 
objective involves a willingness to preclude or at lea3t be less 
serious about other possibly attractive educational aims. The 
reason is 3imple: to try to do too many things, even if all of 
them are individually good, diminishes the likelihood that any of 
them will be accomplished.

3. Central to Greenberg'3 conception of an educated Jew is 
that at the heart of this person's intellectual and spiritual 
life is the activity of studying classical Jewish texts. In the 
form envisioned by Greenberg, such study is guided not just by an
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appropriate set of attitudes but also by a set of skills that 
mediate the encounter with the text. The challenge of translating 
Greenberg's vi3ion into educational practice i3 in part the 
challenge of identifying what these skills are and thinking 
through how and in what sequence they might be meaningfully 
acquired in an educational setting that involves participation 
across different subject-areas over several years. The complex 
educational challenge posed in this particular area exemplifies 
the kind of serious educational thinking that needs attention in 
relation to all serious goals that enter into a vision of the 
kind of person one hopes to cultivate.

Seymour's presentation called forth a comment to the effect 
that Greenberg's conception seems 3uited to a Day School setting 
but not to the kinds of supplemental school settings where the 
majority of youngsters are to be found. This observation 
prompted a number of responses, including the following: a) one 
should not assume that all is well with Day Schools, and that it 
is unimportant for the Jewish community to invest its thought and 
energy in their improvement; b) perhaps it is premature to 
conclude that institutions much less intensive than Day Schools 
are incapable of achieving Greenbergian educational goals, like 
those associated with the capacity and desire to engage in 
serious text study. If, such institutions were systematically to 
address questions concerning the kind of preparatory experiences, 
pedagogy, settings, etc. which might effectively lead the student 
to an acquisition of appropriate skills and attitudes, perhaps we 
might see significant results.

Discussion of Greenberg's ideas also brought forth some 
comments concerning how important it is that front-line educators 
working in a Greenbergian educational setting themselves 
exemplify the kind of relationship to the text he hoped to 
nurture in students. This point served to reiterate for seminar- 
participants the importance of personnel and suggested an 
important guiding principle in the selection and education of 
educators.

The session with Professor Greenberg. This session was 
organized around questions that were posed to Professor 
Greenberg. A range of topics were explored including the 
following: a) his views on the importance of literature that 
comes from outside the Jewish domain; b) the place of women in 
his religious outlook; c) his reaction to contemporary efforts to 
encourage students to create their own Midrashim; d) his views on 
the place of Hebrew in the study of Jewish texts; e) hi3 views on 
the possibility of achieving his educational aspirations in a 
less intensive setting like a supplemental school.

Breakout groups. In response to the different needs 
expressed by seminar participants, the third day of the seminar 
concluded with a choice of activities. As a way of deepening its
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understanding of what's involved in translating a vision into 
educational practice, one group, led by Gail Dorph and Barry 
Holtz, focused its energies on a more systematic effort to 
understand what an educational environment seriously organized 
around Greenberg3׳ ideas would look like. The other group, led 
by Seymour Fox and Daniel Pekarksy, undertook a preliminary 
discussion of what it might mean to have "a community-vision" .

DAY 4

Report from sub-groups. After a review Day 3 's proceedings, 
participants heard reports from the preceding day's breakout 
groups. The group that had decided to concentrate on what might 
be involved in building an educational environment around 
Greenberg's ideas reported that it had split into two sub-groups, 
one of them devoted to a Day School setting and the other to a 
Supplemental School setting. The group focusing on the 
supplemental school setting explored issues relating to staff, to 
home/family, and to curriculum. In struggling with the issue of 
staffing in relation to Greenberg's emphasis on text study, it 
became clear to them that faculty in a Greenberg school would 
need "to know texts" very well; but it also became clear to them 
that what it means "to know and to study texts" would mean 
something very different to Greenberg than to many other thinkers 
and that getting clearer on what it does mean for Greenberg would 
be indispensable to efforts to select and educate faculty for a 
Greenbergian school.

The sub-group that focused on a Greenbergian Day School 
setting focused on spirituality and considered the kind of 
parental involvement that would be necessary if spirituality, as 
understood by Greenberg, were to be successfully nurtured in 
children.

Commenting on the effort to translate Greenberg into 
practice, participants observed that while anchoring their 
deliberations in a vision was limiting, it also freed them up to 
focus on a few critical goals and pouring their energies into 
their attainment. The group also reported that they found 
themselves struggling with the question of whether it is okay to 
use the ideas of a thinker like Greenberg selectively, making use 
of some while ignoring others. The discussion of this effort at 
translation concluded with the suggestion that some seminar- 
participants might be interested in reading Greenberg's own essay 
c׳n the role of the teacher.

A representative of the group dealing with "community- 
vision" then reported on this group's efforts to get clearer on 
what it meant by "community" and on different ways of 
interpreting the notion of a community-wide vision. While no 
clear consensus emerged, there did seem to be agreement that a 
critical task of the community is to encourage local educating

understanding of what's involved i n translatinq a vision into 
educational practice , one group , led by Gail Dorph and Barry 
Holtz , focused its energies on a more systematic eff-::,rt to 
understand what an educational environment seriously organized 
around Greenberg's ideas would look like . The other group, led 
by Seymou r Fox and Daniel Pekarksy , undertook a preliminary 
discussion of what it might mean to have " a community- vision" , 

DAY 4 

10 

RPport from sub-arouos . After a review Day 3's proceedings, 
participants heard reports from the preceding day's breakout 
groups. The group that had decided to concentrate on what might 
be involved in buil ding an educational environment around 
Greenberg ' s ideas reported that it had split into two sub- groups, 
one of them devoted to a Day School setting and the other to a 
Supplemental School setting . The group focusing on the 
supplemental school setting explored issues relating to staff, to 
home/family , and to curriculum. In struggl ing with the issue of 
staffing in relation to Greenberg's emphasis on text study , it 
became clear to them that faculty i n a Greenberg school would 
need "to know texts " very well ; but it also became clear to them 
that what it means "to know and to study texts " would mean 
something very different to Greenberg than to many other thinkers 
and that getting c l earer on what it does mean for Greenberg would 
be indispensabl e to efforts to select and educate faculty for a 
Greenbergian school. 

The sub- group that focused on a Greenbergian Day Schoo l 
setting focused on spirituality and considered the kind of 
parental involvement that would be necessary if spirituality, as 
understood by Greenberg, were to be successfully nurtured in 
children. 

Commenting on the effort to translate Greenberg into 
practice, participants observed that while anchoring their 
deliberations in a vision was limiting, it also freed them up to 
focus on a few critical goals and pouring their energies into 
their attainment. The group also reported that they found 
themselves struggling with the question of whether it is okay to 
use the id~as of a thinker like Greenberg selectively , making use 
of some while ignor ing others . The discussion of this effort at 
translation concluded with the suggestion that some seminar
participant2 might be interested in reading Greenberg's own essay 
on the role of the teacher. 

A representative of the group dealing with "cornmunity
vision" then reported on this group's efforts to get clearer on 
what it meant by "community " and on different ways of 
interpreting the notion of a community- wide vision. While no 
clear consensus emerged, t here did seem to be agreement that a 
critical task of the community i s to encourage local educating 



11

institutions to become increasingly vision-driven. A community's 
efforts to encourage such efforts was referred to as its 
."envisioning role״

In reacting to the community—vision report, one seminar 
participant commented on the importance of remembering that the 
distinction between "institutions" and "community" is somewhat 
artificial inasmuch as institutions are themselves living 
communities. It was also noted that while it may be useful to 
define "community" as the organized Jewish community, as convened 
by Federation, it needs to be remembered that there may be many 
Jewish individuals and perhaps some institutions that may feel no 
ownership in, or understanding of, decisions and programs 
emanating from "the community" in the narrow sense just 
specified.

Case-studv. The fourth day's principal morning session was 
organized around Kyla Epstein's ca3e-study of a congregation 3 ׳ 
efforts to develop a vision that was supposed to carry 
significant implications for the congregation's educational 
program. After a a request to participants by the session's 
moderator to respect the delicacy of Kyla's situation in 
discussing her congregation in this forum and to treat.all that 
was said as confidential, Kyla described her institution and the 
circumstances which prompted its efforts to develop a new vision; 
she then went on to detail the process that unfolded, identifying 
what for her were critical issues the process raised in her own 
mind. These issues included the following ones:

1. What role should lay and professional participants 
in the life of the institution have in the proces3 of 
developing a vision - and who should be deciding what 
these roles should be? If it is important for both 
categories of participant to feel some ownership in the 
process, how can this be accomplished?

2. What/who should be regarded as authoritative in this 
process? Who should have final authority over the 
process as applied to education and other domains?

3. What is the appropriate balance between process and 
content in the effort to develop a vi3ion for the 
congregation as a whole and for its educational program 
in particular? If it i3 important for Jewish and 
educational knowledge to be given a prominent place in 
the process, can this be introduced in such a way that 
non-expert lay participants do not feel overwhelmed and 
di3empowered by the professionals?

4. What are appropriate criteria for evaluating the 
worthiness or success of activities and programs 
sponsored by the congregation in educational and other
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Institute. She indicated that the Institute's activities are 
grounded in a number of basic convictions, includinq: 1) Great 
ideas in combination with great leaders are the source of change; 
2) communities are the locus of change; 3) planning is the 
critical mean3 of promoting constructive change. Without stronq 
leaders and careful, thoughtful planning, powerful ideas prove 
sterile. Guided by such beliefs the Institute has since its 
inception been engaged in a number of activities, including the 
following: it staffed the Mandel Commission; it developed the 
School for Educational Leadership; it guided CIJE through its 
initial phases; it organized and continues to sponsor the 
Educated Jew Project; and it has become the organizational home 
of the Jerusalem Fellows.

Day 4's Proceedings. The review of Day 4's proceedings 
brought forth the comment that we need to be more careful than we 
sometimes are in distinguishing between content and process. Some 
of the activities which we tend to describe under the rubric of 
"process" in fact have substantial content associated with them. 
We need to be careful not to reserve the term content for in-puts 
that flow at us from the outside. The activity of unearthing and 
reflecting on some of our own convictions is also in an important 
sense a "content"-activity.

CIJE, the Goals Pro־iect, and the Local Communities. Alan 
Hoffmann's presentation concerning the role of CIJE began by 
locating the Goals Project in relation to a larger CIJE context 
and agenda. He reminded participants that the basic mission of 
CIJE is not Lead Communities or the Goals Project, but systemic 
reform in North America via two principal strategies: building 
the profession and systemic reform. Viewed in this context, Lead 
Communities are to be understood as laboratories in which to 
demonstrate the possibility of systemic reform. This effort needs 
to be recognized as long-term, difficult, and very important. The 
last two years have witnessed slow but very real progress, and 
Alan sketched out what has been happening and what is in the 
works under the following general headings: the personnel front; 
the monitoring, evaluation, and feedback project; work with 
communities other than Lead Communities; and mobilization at the 
continental level.

Against the background of these various efforts he turned 
his attention to those CIJE initiatives that speak to the 
question, "All of this-for what?" Two significant projects bear 
on this question —  "Best Practices" and the Goals Project, and 
Alan proceeded to talk about the latter. After reminding 
participants of the kinds of concerns that gave rise to the Goals 
Project, he went on to sketch out the way CIJE envisioned the 
next stages of the Goals Project, with special attention to the 
respective roles of CIJE and local communities. While 
emphasizing that what actually happens will probably vary from 
community to community and will be determined through dialogue
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domains? Is client-satisfaction a necessary and/or 
sufficient criterion?

5. How can the overall process be organized so that, 
once developed, the vi3ion-3tatement (in letter and 
spirit) is not pushed aside as attention shifts to 
means and to practical realities?

6. Since the process of arriving at a vision and a 
strategic plan is time-consuming, stressful, and 
exhausting, it is necessary to think through how to 
organize the process so as to reduce the kind of 
negative emotionality that can give rise to an overflow 
of frustration, or to cynicism and withdrawal.

Kyla's presentation prompted a very fruitful discussion, 
some focused on her particular situation and some on more general 
issues suggested by her account. A number of participants came 
away from the session impressed by the importance of the lay- 
professional alliance; both parties, it was felt, need to feel 
seriously included in the process of developing a vision that 
will inform their efforts, so that they will emerge with a shared 
sense of ownership. While a sense of ownership on the part of the 
various stakeholders was recognized as indispensable, many also 
felt that it was critical that the process designed tc׳ achieve 
this sense of ownership not push content-issues to the periphery. 
Based on Kyla's presentation a number of participants also 
commented on the care that must be exercised in the selection of 
a consultant to guide the process of developing a meaningful 
vision.

Towards the development of shared vision in an institutional 
setting: an exercise. In an effort to encourage further thinking 
concerning the process through which an educating institution 
might become more vision-driven, Gail Dorph and Barry Holtz broke 
3eminar participants into small groups, in which they were 
invited to react to a hypothetical process for moving an 
institution towards a shared and compelling vision. What 
distinguished this process is that it was self-consciously 
designed to incorporate process- and content-dimensions. In this 
particular instance, job-alike criteria were used to break 
participants into smaller sub-groups.

DAY 5

The Mandel Institute. The day opened with Annette 
Hochstein's overview of the purposes and activities of the Mandel 
Institute for the Advanced Study and Development of Jewish 
Education. The Institute's general way of operating is to invent 
and set up institutions for which it sees a clear need; 
eventually these institutions become independent of the 
Institute, but they retain a kind of familial relationship to the

domains? I3 client-satisfaction a necessary and/or 
sufficient criterion? 

5. How can the overall process be organized so that, 
once developed, the vision-statement (in letter and 
spirit) is not pushed aside as attention shifts to 
means and to practical realities? 

6. Since the process of arriving at a vision and a 
strategic plan is time-consuming, stressful, and 
exhaust ing, it is necessary to think through how to 
organize the process so as to reduce the kind of 
negative emotionality that can give rise to an overflow 
of frustration, or to cynicism and withdrawal . 
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between the community and CIJE, he sketched out what is in 
essence a three—3tage process that represents one prototype.

In Stage 1, communities that decide that going further with 
the Goals Project is in their be3t interest will need to recruit 
appropriate stakeholders and educating institutions to 
participate in Stage 2. In Stage 2, these stakeholders and 
institutions participate in a series of ClJE-sponsored seminars 
designed to foster serious reflection concerning the place of 
vision and goals in education and what might be involved in an 
institutional effort to become more vision-driven. The precise 
content and structure of such seminars would be determined by 
CIJE in partnership with each participating community. In Stage
3, CIJE begins working with a small group of institutions from 
among those that have participated in Stage 2. These are 
institutions that are prepared in every sense to enter into an 
intensive effort to become more vision-driven. A clear agreement 
concerning what i3 expected on the part of CIJE and each 
institution is a precondition for involvement in Stage 3. It was 
stressed that active involvement at this stage of denominational 
movements and training institutions could prove invaluable. It 
was also observed that CIJE's primary work at Stage 3 would not 
be with individual institutions but with coaches identified by 
these institutions whose job it would be to oversee and guide the 
process of change.

Alan's discussion prompted a number of reactions, including 
the following: a) C U E  needs to be careful not to try to do too 
much. The process of institutional change is labor-intensive, and 
one might do better to work intensively with a few institutions 
than trying to work with too many; b) given social realities in 
the U.S.A., it would be important to commission articles for the 
Educated Jew Project that give a prominent place to notion3 like 
feminism, egalitarianism, and pluralism which figure prominently 
in the outlook of many contemporary American Jews. Such articles 
might prove very helpful to educating institutions struggling to 
develop a vision that can guide their efforts.

Towards a Community-wide agenda. Off and on in the course of 
the seminar questions relating to the possibility and to the 
possible meanings of "community-wide vision" had surfaced. This 
matter was richly illuminated by Professor Michael Rosenak's 
presentation dealing with his views on the possibility for a 
community-wide vision and agenda. His presentation developed the 
view that though contemporary Jewish communities are 
extraordinarily diverse, more can - and in fact does - unite u3 
than the common needs, e.g., dealing with anti-Semitism, which 
sometimes have thrown us together. It is, he argued, possible 
for the Jewish community to incorporate significant diversity and 
yet be organized around a set of shared assumptions. Different 
sub-groups within the community may seek to interpret and 
implement these assumptions very differently; but the assumptions
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establish an arena in which discussion and controversy can go on. 
Mike went on to identify 5 elements that we can share - and 
educate tc׳ward3 J — in a 3tate of diversity and controversy:

A sacred literature. We share a sacred literature 
that speaks to origins and purposes, a literature that 
addresses matters of ultimate concern. Though we will 
no doubt approach this sacred literature in very 
dissimilar ways, study of this literature is capable of 
uniting us, as can our efforts to find points of 
contact in our readings of this literature.

2. A common vocabulary. As different as we are from 
each other, we share a common vocabulary that is 
wonderfully rich in its associations. The multitude of 
words, phrases and concepts that we share —  like 
"Motza-ay Shabbat", "Parve", "Milchig", "Tikkun Olam" - 
- go a long way towards establishing, even as we are 
very different, a shared universe.

3. Shared practices. Even though, as Jews, we largely 
go our own ways, it is entirely possible for us to 
agree on the desirability of certain shared practices, 
for example, in the arena of Tzdaka or in the matter of 
the kinds of ritual observances that are appropriate at 
communal functions.

4. Problems. In the midst of our diversity, a measure 
of unity can be established by the determination to 
regard the problems faced by some Jew3 as problems for 
all Jews —  that is, by a determination to take and 
address seriously the problems that any segment of the 
Jewish people faces.

5. Israel. It is true that identification with Israel 
is no substitute for a shared agenda; at the same time, 
it should not be left out of an effort to identify and 
forge a unifying core. While Jews may interpret the 
significance of Israel very differently, they can come 
to a shared understanding that Israel is a special and 
important place, not just another place where Jews 
happen to live.

Mike Rosenak's suggestion that these various elements, taken 
together, establish the possibility of a fairly rich shared 
universe among Jews who are otherwise very different from each 
other, called forth a number of questions and comments from 
seminar participants. His talk shed new light on questions that 
had emerged at various points in the seminar —  especially 
questions concerning the possibility of a meaningful shared 
universe among the very diverse Jews of today. Hi3 talk also 
served to reintroduce an important question concerning the
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possibility of having or developing an educational institution 
that stands for something 3ub3tantial without at the same time 
excluding or marginalizing some actual or potential members.

Concluding sessions. In the afternoon of Day 5 participants 
responded to a form inviting their feedback concerning the 
seminar's strengths and weaknesses. This was followed by an 
opportunity to hear about and discuss the plans of action that 
were emerging from the week-long deliberations of the Baltimore, 
Cleveland, and Milwaukee delegations. These presentations 
situated their developing plans of action in the context of local 
realities and continuing efforts.

Alan Hoffmann brought our formal discussions to a close by 
expressing his excitement at what was emerging. He noted in this 
connection that, independent of any community-wide efforts, some 
educating institutions represented at the seminar had emerged 
with a desire to work intensively in areas addressed by the 
seminar. Alan pointed to the possibility of some fruitful 
coalitions among these institutions.

The week's activities concluded with a festive dinner. At 
this dinner, participants were given a booklet that included 
short autobiographical sketches developed by seminar 
participants. These sketches included addresses and phone 
numbers, and it is hoped that participants will use this 
information to continue back home conversations launched during 
the week in Jerusalem.
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goals project meetings: pronosed agenda
1. clarifications on the eround rules for the nroirrt•

-  the assignment: to help the cije help the denominations, LC's, and 
educational institutions within LC's develop or improve upon their 
goals, begin the process o f moving from goals to practice, get involved 
in a discussion o f the educated je w .

-  emphasis in each case is on creating an environment which is conducive 
to a mode o f operation based on consciousness o f one's goals,
on starting up the process rather than dictating specific methods and 
strategies.

- goals project /  educated Jew project distinction and interrelation.
- the movement from formulation o f goals to implementation to evaluation 

and back to formulation is a fluid flowing one rather than a mechanical 
or engineered progression which is not based on an interaction with the 
realities o f the field

- constraints such as the difficulty in creating concensus around goals, 
motivating teachers to change their ways in order to try out new goals,
etc. are understood as a given; how we propose to deal with such constraints 
is the topic o f our mettings.

- the distinction and interrelation between "substantive goals" (eg. study Bible 
to achieve an encounter with the transcendant realm) and "instrumental 
goals" (eg. increase the number o f post bar-mitzvah students, students
who undergo the Israel experience).
the need to provide instances and examples in explaining the project

2. alternative strategies for working with each o f the three audiences 
discussion and deliberation:

a) denominations (for background, see SW/DM "preliminary plan")
b) community as a whole (for background, see Gamoran M.E.F. document)
c) educational institutions within the community (for background, see 

SW/DM "first thoughts in wake o f a simulation ")
3. summation o f alternative stratesies in preparation for februarv meeting

goflls proiect meetings: oroom;ed af!ent/11 

I. clarifications on the !!round rule.,. for the nrniect: 

- the assignment: to help the cije help the denominations, LC's and 
education~/ institutions within LC's de,,e/op or improve upo; their 
lfoals, _begin_ the process of moving from goals to practice, get im,olve,I 
m a discussion of the educated jew . 

- emphasis in each case is on creating an environment which is conduci,,e 
to a mode of operation based on consciousness of one's goals, 
on starting up the process rather than dictating specific methods and 
strategies . 

- goals project I educated Jew pr~ject distinction and inte"elation. 

- the mo,1ement from formulation of goals to implementation to evaluation 
and back to formulation is a fluid flowing one rather than a mechanical 
or engineered progression which is not based on an interaction with the 
realities of the fieltl 

- constraints such as the difficulty in creating concensus around goals, 
motivating teachers to change their ways in order to try out new goals, 
etc. are understood as a given; how we propose to deal with such constraints 
is the topic of our mettings. 

- the distinction and inte"e/ation between "substantive goals" (eg. study Bible 
to achiei,e an encounter with the transcendant realm) and "instrumental 
goals" (eg. increase the number of post bar-mitzvah students, students 
who undergo the Israel experience). 

the need to provide instances and examples in explaining the project 

2. alternative strategies for working with each of the three audiences 
discussion and deliberation: 

a) denominations (for background, see SWIDM "preliminary plan") 

b) community as a whole (for background, see Gomoran ME.F. document) 

c) educational institutions within the commJtnity (for background, see 
SWIDM ''first thoughts in wake of a simulation") 

3. summation of alternative strategies in preparation for (ebruarv meetin~ 



o f cije staffof cije .~taff 



the goals project: 
proposal of content and outcomes of the meeting 

with Danny Pekarsky

OUTCOME #1: TO DEFINE THE CONCEPTION OF WORKING WITH GOALS

SET COMMON TERMS FOR STAGES LEADING FROM EDUCATED JEW THROUGH 
TO EVALUATION (background documents = SF,s Prolegomenon, DM,s 
.("The theory of the goals project״

OUTCOME #2: TO DEFINE THE ASSIGNMENT

THE ASSIGNMENT IS FOR THE CIJE TO HELP THREE AUDIENCES:

a) national denominations

b) communities as a whole - in lead communities

c) individual educational settings - in lead communities 

TO WORK WITH THEIR GOALS THOUGH:

a) ex nihilo articulation of goals

b) modification and improvement of existing goals

c) involvement in the discussion of the educated Jew

d) beginning the process of moving from goals to practice

OUTCOME #3; TO SET THE STRATEGY FOR WORKING WITH EACH ONE OF 
THE AUDIENCES:

Items are arranged in order of progression:

a) National denominations - two seminar approach: seminar #1
= set the assignment; seminar #2 = a few months later,
compare outputs; between the two seminars: camper system.
See document entitled "A preliminary plan for the initiation 
of the goals project״.

b) Community as a whole - Suggestion: Immediately:
education of lay leaders on issues and content related to 
goals/educated Jew; Mid range: MI consultation on goals to 
lead communities at various stages of the planning process; 
Long range: (SF idea) Research on consensus on goals in
individual educational settings leading to community 
announcing specific goals as being on the community agenda; 
MI research on alternative conceptions of community wide 
goals for Jewish education.
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c) Individual educational settings - background document: 
 ;"first thoughts in wake of a goals project simulation״
Suggestion: pilot project with a total of 6 "lead schools" 
(perhaps 2 from each lead community) - charedi, orthodox, 
conservative, reform, JCCA, and unaffiliated (should cover 
types of programs as well, eg. early childhood education, 
supplementary and day school, informal education, etc.); this 
would involve separate and plenary consultations including, 
at different levels, staff and lay representatives from each 
school and denomination, C U E  staff, MI staff, and outside 
experts (eg. Scheffler).

OUTCOME #4: TO ARRIVE AT A FEASIBLE DIVISION OF LABOUR 

Suggestion:

1) ongoing administration and communication with
Denominations, Lead Communities, and individual educational 
settings: CIJE STAFF (excluding special SF-high level
meetings)

2) planning and design of various projects: CIJE STAFF 
(excluding aspects related to the Educated Jew project) 
with background research and consultation from MI STAFF.

3) implementation: 

always: CIJE STAFF
at specific strategic points in all projects: MI STAFF 
in denominational and individual educational settings:

- denominational consultants (eg. Bieler for orthodox);
- educated Jew scholars
- outside consultants
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I want to summarize my thoughts in preparation for our 
meeting tomorrow:

As I understood it, your suggestion was that we continue our 
project on three levels:

1. Work towards a publication as soon as possible.
2. Work with one person in each of the denominations in 
developings goals for institutions in lead communities.
3. Work with each of the denominations in developing their 
conceptions of the educated Jew.

POINT #1: If I understand the thinking here, you want the 
publication to preceed our practical work as much as 
possible, seeing as it will give us the necessary credit to 
participate in, if not lead, the discussion in the field.
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quest ions. 
I am just

this, I want to raise a number of 
say, "these are not my opinions!״

In response to 
As you would 
thinking aloud.

the publication includes the opening chapter, 
papers and "translations," Mike's cut, 

s research, a number of "demonstrations" and a 
bibliographies - would this be sufficient? Such a
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publication would not include a methodology for developing 
conceptions of the educated Jew or for "translating" such 
conceptions into guidelines for educational practice. 
Furthermore, it would be somewhat oblivious to the "real 
world conditions" of the field (especially if we keep leaving 
the social scientists and the local American educators out of 
the discussion). Considering this, would the response of 
readers not be "this book does describe something which does 
not exist, but what is described can only exist in books?" 
{Does our experience in Mexico teach us anything on this 
point?) The question here is not only if we have enough, but 
also if the publication would be more useful if it included 
the knowledge and wisdom which we could amass from working in 
the field.

Second, do the papers and "translations" in the unpublished 
form not provide us with enough credit in order to work with 
our associates in the field {training institutions, Jerusalem 
Fellows, lay leaders and educators in lead communities, 
etc.)?

Third, how long will it take us to publish the book in its 
minimal form? In order to answer this, I have spelled out 
for you what we would still need to do in order to get ready 
for publication in appendix #1. After having done this list, 

think that if our priority is after all to get the 
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publication out as soon as possible, I should be investing 
200% of my work time to this alone for the next few months (I 
would go into the mode which Ami was in before the opening of 
the School).

POINTS #2 AND #3: If I understand the thinking here, you want 
to provide the schools in lead communities with immediate 
help in goals (as distinguished from conceptions of the 
educated Jew translated into goals) by way of the
denominations, while the denominations themselves engage in a 
more serious attempt to define their conceptions of the 
educated Jew. Both of these would be done with our help.

I have a series of questions here as well (again, these are 
not opinions!):

First, does this really solve the immediate problem of 
schools in lead communities in relation to goals? Our
assumption was that their starting point was not that they 
don't have goals, but that they don't know that they need
goals. Will giving over a handbook of goals from the
denominations solve anything if there is no prior culture or 
infrastructure for working with goals?

Such an infrastructure would include at least two components:

a) a decision-making body which approves goals and gets
reported to continually on the staff's efforts to implement 
them;

b) a staff structure which enables senior personnel to have 
time to plan educational programs based on goals and to train 
the institution's educators in the implementation of goals 
and which gives them the authority to oversee and evaluate 
the implementation process;

Would it be more appropriate to invest energy on this level 
prior to or alongside the development of goals by the 
denominat ions?

Second, does this suggestion put too much emphasis on the 
denominations? There are a number of points to be considered 
here:

Will educational institutions in lead communities simply 
take the goals formulated by the movements and decide to work 
with them? Do we know that such a relationship exists 
between the local and national denominational institutions? 
(How would Shmuel Wygoda - orthodox, Mark Smiley 
conservative, or Marc Rosenstein - reform/community respond 
to such statements of goals when they were principals of 
schools? Look at how Shmuel Ben Alai responded to his own 
conference, on goals!) Would we, in essence, be telling the
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locals to follow the denominations by eliciting the goals 
from the denominations?

Even where total agreement between the local and national 
denominational institutions exists, however, it would still 
be necessary for the locals to discuss how to taper the goals 
put out by the nationals to their specific contexts. The 
alternative to this route would be for us to do what you have 
called a "content analysis" for a school and start the 
discussion with them on the basis of the goals in practice. 
Would this be a better place to begin the discussion?

According to Shmuel Wygoda, the people at JTS think that 
they are ready to work with lead communities today. I can 
imagine that if we turned to JTS with a proposal to summarize 
their goals for lead communities, they would say that their 
goals have already been stated in their curricula. I have 
seen their latest curriculum on history and it is far from 
presenting a mode of work based on goals. If this is the case 
with JTS, I can imagine that it won't be any better with the 
others (the reform "To See the World Through Jewish Eyes11, if 
I recall correctly, is no different). By taking the route of 
getting the movements to summarize their goals, there may be 
much more work to do than would seem at first. It could also
turn out to be a "content analysis" process in the end. This
would complement the process of developing conceptions of the 
educated Jew, but would it take less time?

The lead community situation may have something to teach 
the denominations. It may be that the denominations do not 
represent a majority of American Jewry, or that they are out 
of touch with the needs of their own constituencies. By 
focussing on the denominations' goals, do we lose the impact 
of a lead community school coming to the national
institutions and saying "this is what we have learned that we 
need?" Also, Would something be lost by not investing in
helping unaffiliated schools reach their goals? And what
about the goals of the JCCA {I know that they have started a
goals formulation process among their educators and I have
some of their materials}?

This leads me to a final question, one which comes from the 
perspective of our project. As I understand it, our project 
sees education as a movement from (Jewish) philosophy to 
philosophy of education, and then from philosophy of 
education to the formulation and implementation of goals in 
educational institutions.

This is not only a logical progression. You stood on
beginning the whole process with "authentic conceptions of 
Judaism" (conceptions to which a significant group of others 
will testify to as being authentic), because you wanted to 
ensure from the outset that the community would have a real
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stake in the process. Even if community leaders had not 
themselves actually formulated a conception of the educated 
Jew, at some point they would have to adopt a particular 
conception in the light of their own common philosophy.

We have heard scholars, each of whom we believe represent a 
community, an authentic Judaism. Going to the denominations 
with Greenberg, Twersky, and Brinker will provide an 
opportunity to test out that thesis. We have not, however, 
considered the other way around. What do the communities 
want to mandate in their educational systems? Look, for 
example, at the recent discovery that without a women in our 
group we may not be listened to with appropriate openness and 
respect. It seems to me that lead communities could be an 
important experimental ground for our project on this level. 
By actually engaging the various constituents within lead 
communities on discussions on their goals, we might be doing 
an important and necessary piece of research.

All of these questions add up to one more big question:
should we be considering alternative and competing strategies 
as we move from theory to practice? Rather than working 
through the denominations alone for goals for lead 
communities and for conceptions of the educated Jew, would it 
be wise to try other approaches at the same time? One route 
would be to work with JTS on goals for lead communities and 
on their understanding of Greenberg's paper. Another route 
would be to work with the lay and educational leadership of a 
new school in a lead community in developing the 
infrastructure and content of its own goals. A third route 
would be to do a content analysis of a reform school and use 
it as a basis for a disscussion on the educated Jew with the 
people at HUC. A fourth route would be to surround a series 
of talented educators who identify with Twersky or Brinker's 
paper to consider experimental curricular projects based on 
these papers in lead communities. A fifth route would be a 
call for papers on the Educated Jew for community centers by 
the local JCC in a lead community. Etc. etc.

I hope that these thoughts will be useful for our meeting on 
Thursday.

Yours,

Danny
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VISION AND EDUCATIONAL PRACTICE -- PART ONE

I

I am very interested in the goals project and am thrilled to 

have the chance to participate with a number of you in it. I 

believe that attention to goals - to goals that are rooted in 

educational visions, which in turn are rooted in a 

moral-religious vision - is long over-due and can prove very 

helpful. At the same time, I want to voice some concerns. A

fear I sometimes have is that the lead-communities will engage in

some activities spawned by the goals project, activities which 

may prove intellectually and otherwise very challenging, but that 

they will come away without seeing any significant connection 

between these activities and their educational work. It would be 

unfortunate if they came away feeling that reflection on visions 

and goals can be very rewarding in a personal sense but that its

connection to work in the field is at best obscure. For this

reason I think it crucial that we ourselves not underestimate the 

difficulty of arriving at a meaningful vision and of then using 

that vision as a guide to educational practice. Drawing 

attention to this difficulty is intended not to demoralize but to 

help us avoid an undesirable outcome through more careful design 

of our work with thre lead communities.
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II

There would appear to be nothing more sound than to insist 

on the need for a compelling vision to guide the work of the 

educator. Without some clear understanding of what it is one is 

hoping - at the level of the individual, the community, or the 

institution - to bring into being, how can one proceed to 

allocate resources and to make other basic decisions? A vision 

of where one wants to go, of what one wants to achieve, can - if 

it is really shared by the participants and not too abstract - be 

energizing and directive in very important ways. There are, 

however, three problems that need to be acknowledged upfront.

The first is that the absence of a compelling vision that 

wins the allegiance of leaders in the field of Jewish education 

is not an accident. It reflects the uneasiness, the uncertainty, 

of the Jewish community as a whole which continues to try to 

define for itself meaningful ways of living Jewishly while 

participating in the very inviting secular culture that surrounds 

and, in many respects, has formed it. To arrive at a vision that 

is at once meaningful and compelling is not an easy achievement.

It's not that religious thinkers have not articulated visions 

from among which one might choose, but that, for most people, 

these visions have not, or not yet, proved compelling guides to 

1 ife.

The implication of this for us is that we need to be careful 

not to assume that "the vision thing" is easily taken care of. 

Although it would in itself be a significant achievement, it is 

probably not enough for lay and professional leaders to read a 

denominational mission statement or the kind of vision propounded 

by a Moshe Greenberg and to say, "This sounds good; I can 

identify with this." There also needs to be a high level of 

personal identification, intellectual and emotional, with the 

ideal that is propounded -- the kind of identification that 

reveals itself in the individual's speech and conduct. It would 

be naive for us to think that it is easy to catalyze this kind of 

identification.
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educational leader, supported by his or her lay and professional 

leadership, succeeded in translating a vision of a meaningful 

Jewish existence into a powerful educational vision, a 

wel1 -developed conception of what an educational institution 

animated by this Jewish vision would look like. The sad truth is 

that many such educational conceptions that have been very 

thoughtfully developed fail miserably when actually implemented. 

And the reason is that it is at this point that a host of "real 

world" considerations come into play that are often ignored, or 

treated cavalierly, in the design phase. I will elaborate in Part 

Two.
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VISION AND EDUCATIONAL PRACTICE -- PART TWO

However well-thought-out the Jewish vision and the 

educational vision that expresses it, their actual educating 

power depends on some critical matters:

1) Are the front-line teachers/educators themselves personally 

and strongly identified with the vision of Jewish existence and 

of education that presumably frames their efforts? Given the 

realities in the field today, one often cannot make this 

assumption. The solution would seem to be some kind of 

"in-service" education; but here again, we need to avoid being 

naive concerning what a few in-service sessions can actually 

accomplish in the way of generating genuine commitment to a 

shared vision?

2) Is the educational director a person who, in addition to a 

commitment to a vision, brings a high level of educational talent 

and a sense of presence to his or her work with front-line 

educators, parents and children? If the institution's 

educational leader does not possess these characteristics, 

implementation is likely to founder.

3) What are the values, the beliefs, the concerns - the human 

outlook - of the community from which the clientele for the 

educational program will come? The best laid plans of mice and 

men often go awry because of a failure to take into account this 

crucial matter -- namely, the readiness of the clientele for the

From: "Dan Pekarsky" <PEKARSKY@mail.soemadison .wisc.edu> 
Reply-To: PEKARSKY@soemadison.wisc.edu 
To: MANDEL@VMS.HUJI.AC.IL 
Date: Wed, 05 Jan 1~94 12 :42:00 -600 
Subject: vi sion-part2rvs 

Date: 
Subject: 

1/02/1 994 9:23 am 
vision-part2rvs 

(Sunday) 

VISION AND EDUCATIONAL PRACTICE -- PART TWO 

However well -thought-out the Jewish vision and the 
educational vision that expresses it, their actual educating 
power depends on some critical matters: 

1) Are the front-line teachers/educators themselves personally 
and strongly identified with the vision of Jewish existence and 
of education that presumably frames their efforts? Given the 
realities in the fi~ld today, one often cannot make this 
assumption. The solution would seem to be some kind of 
"in-service" education; but here again, we need to avoid being 
naive concerning what a few in-service sessions can actually 
accomplish in the way of generating genuine commitment to a 
shared vision? 

2) Is the educational director a person who, in addition to a 
commitment to a vision, brings a high level of educational talent 
and a sense of presence to his or her work with front-line 
educators, parents and children? If the institution's 
educational leader does not possess these characteristics, 
implementation is likely to founder. 

3) What are the values, the beliefs, the concerns - the human 
outlook - of the community from which the clientele for the 
educational program will come? The best laid plans of mice and 
men often go awry ~ecause of a failure to take into account this 
crucial matter -- namely, the readiness of the clientele for the 



kind of educational institution and program that have been 

developed on their behalf. If the gap is substantial between 

what the educational vision assumes about the nature and the 

background of the "students" and who they really are, success is 

highly unlikely. [A curriculum put together by the Educational 

Development Corporation might be conceptually very 

well-thought-out, given the assumptions of the developers. But it 

doesn't follow that the curriculum will be universally effective: 

even if it's effective in Newton, Mass. (say, because the 

developers' understanding of what students are like is based on 

the kinds of students one would encounter in Newton), it doesn't 

follow that it would work with the kinds of students one would 

meet up with in Roxbury or Lewiston, Maine.]

What happens all-too-often is this: a teacher - perhaps an 

old-timer who has over time developed a fairly stable style of 

teaching, or a new teacher, probably with not a great deal of 

experience or Judaic knowledge - is informed that the school has 

developed a new curriculum that is rooted in the institution's 

larger sense of mission. The teacher is asked to participate in a 

few in-service sessions, designed to familiarize him or her with 

the institutional mission and the curriculum that flows from it. 

Whether at the end of this process the teacher identifies with 

this enterprise at all, much less in the necessary strong sense, 

is doubtful. When this teacher finally meets up with the 

students, he or she finds it very hard to engage the students 

with the curriculum: the students are bored, they are antsy, they 

are beginning to act up. Pretty soon, with or without announcing 

it to the powers-that-be, the teacher abandons the curriculum in 

favor of "what works" -- where "what works" is defined by what 

engages the students' energies, or (short of this) by what keeps 

them under control. "Keeping them under control and interested" 

become the criterion for success and the basis for determining 

appropriate learning experiences. So much for the guiding moral 

and curricular vision!

How might this problem be addressed? One solution might be 

to make clear to all relevant leaders - lay, rabbinic, and 

educational - that the vision/educational program that is to be
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and curricular vision! 

How might this problem be addressed? One solution might be 
to make clear to all relevant leaders - lay, rabbinic, and 
educational - that the vision/educational program that is to be 



implemented only has a chance if certain conditions obtain -- for 

example, an insistence that all educational personnel be "brought 

on board in a more than perfunctory way, as well as a willingness 

to re-shape the approach being recommended so that it has a 

chance of meshing with the particular client-population. Note, 

though, that the capacity to effect such adaptation requires 

considerable effort and talent on the part of educational leaders 

and front-line staff.

A second strategy might be to address this problem at an 

earlier stage. Recognizing that the cultural outlook of the 

students and their families is light-years away from that

represented by the vision that is to be passed on in a meaningful

way, perhaps those charged with institutional and curricular 

design must ask themselves: what is necessary, in the way of 

preparatory experiences, that might close this gap? Plato, for 

one, recognized that our ability to learn certain things depends 

in no small measure on the readiness of the soul, a readiness 

that grows out of prior socializing experiences. The point 

should not be lost on Jewish educators. They need to be asking: 

What background of beliefs, knowledge, and attitudes will ready a 

student for an education that is organized around, say,

Greenberg's ideas? And, how is this background to be achieved?

Educational design that is worth anything must offer practical

guidance in addressing such problems.

Yet a third possibility is to think in very different ways 

about the relationship between vision and educational practice.

As I have suggested on other occasions, I believe Dewey offers 

some interesting possibilities to consider in this domain. But 

time precludes proceeding further at this minute.
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Subject: Goals Project 

To: MANDEL@VMS.HUJI.AC.IL

X-Gateway: iGate, (WP Office) vers 2.01 - 1032

I have had a chance to read and re-read a few goals 

project-related documents, and I wanted to pass on some thoughts 

while they are still fresh, 

irst, reactions to the "Thoughts in Wake of Goals Project

Simulation." I found this piece very helpful. The process of 

defining or redefining goals which you describe seems sound to 

me. My one uncertainty concerns the extent to which the 

institution's front-line educators will be asked to participate 

in the process of goals-determination. To exclude them from this 

process— to turn them into implementers of goals that others 

have developed — strikes me as problematic (even if there is 

provision for inservice training).

I liked the suggestion that CIJE might do well to limit the

number of institutions in a community that it involves in an

'ntensive goals-determining process. One way to approach this is

to invite institutions that are interested in participating in a

serious process of this kind to become members of a kind of 

Coalition of Essential Schools. In return for an upfront 

agreement on their part to participate in a process specified by 

CIJE, CIJE would work with them intensively in the goals-defining 

process. An on-going seminar for representatives of the 

Coalition as well as individualized help (of the kind described 

in the first page of your paper) would be included.

The phrase "long-winded" is used a number of times in this 

document. I recommend dropping it, since it carries a negative
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project-related documents, and I wanted to pass on some thoughts 
while they are sti l l fresh . 

irst, reactions to the "Thoughts in Wake of Goals Project 

Simulation." I found this piece very helpful. The process of 
defining or redefining goals which you describe seems sound to 
me. My one uncertainty concerns the extent to which the 
institution's front-line educators will be asked to participate 
in the process of goals-determination. To exclude them from this 
process-- to turn them into implementers of goals that others 
have developed -- strikes me as problematic (even if there is 
provision for inservice training) . 

I liked the suggestion that CIJE might do well to limit the 
number of institutions in a community that it involves in an 
~ntensive goals-determining process . One way to approach this 1s 
to invite institutions that are interested in participating in a 
serious process of this kind to become members of a kind of 
Coalition of Essential Schools. In return for an upfront 
agreement on their part to participate in a process specified by 
CIJE, CIJE would work with them intensively i n the goals-defining 
process. An on-going seminar for representatives of the 
Coalition as well as individualized help (of the kind described 
in the first page of your paper) would be included. 

The phrase 11 long-winded 11 is used a number of times in this 
document. I recommend dropping it, since it carries a negative 



rather than a positive connotation.

Now a few comments on the THEORY OF THE GOALS PROJECT paper. I 

think it does our enterprise a real service in drawing some very 

basic disctinctions (e.g. between conceptions, principles, goals, 

etc.), and in suggesting relationships between them. I found the 

paper very interesting. Below I focus on a few points that might 

be worth thinking through some more or clarifying. I hope you 

find them he1pf u l .

1. Our conversations often speak of the importance of being

guided by a vision. Is this the same as what you call a

"concepti o n "?

... When we speak of a conception or a vision, are we speaking

about an individual ideal (as in the educated Jew project), about

a social ideal (what the Jewish community as a whole, or a 

thriving congregation should look like), or about an educational 

ideal (what a desirable educational environment would look like).

We are probably interested in all of the above, but the way we 

talk often fails to make clear which of these things we're 

focusing on in any given context.

3. In paragraph 2, you indicate that the conceptions of human and 

social excellence provide answers to some basic questions. Though 

the questions you identify here seem generally good, I wasn't

ire that the question "In what way do humans learn?" necessarily 

fits with the rest. A vision of human excellence does not 

necessarily incorporate or imply ideas about how people learn, or 

how they come to resemble this vision. That is, the specifically 

educational question may not be implicit or explicit in a vision 

of excellence (though, of course, sometimes a vision will entail 

or suggest certain approaches to education and to learning).

4. On p. 2, in speaking of PRINCIPLES, you speak of "desired 

motifs and values." Can you clarify? In particular, what is a 

"desi red moti f "?
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4. On p. 2, in speaki ng of PRINCIPLES, you speak of 11 desired 
motifs and values. 11 Can you clarify? In particular, what is a 
11 desired motif 11 ? 



5. On p. 9, in rightly emphasizing that having a mission or 

vision statement is not sufficient to meet CIJE's understanding

of goals, you point to other critiera tha need to be satisfied. 

Missing from this list is the insistence, implicit in your 

earlier discussion, that in the long run, if not initially, the 

relationship between goals and underlying principles and 

conceptions needs to be articulated.

6. As I mentioned in an earlier conversation, there may be room 

for an interesting conversation concerning the optimal 

relationship between Goals and concrete educational programs. It 

seems to me that Dewey offers an alternative to the Syllabus 

perspective on the ways in which visions and goals inform 

educational practice. Should we have this conversation via

emai1?

I hope these comments are helpful. I look forward to our being 

in touch on these and related matters. I will probably be 

sending you a document that overlaps this one in certain respects 

if I can figure out how to transfer it into my email. All the 

best. Regards to Shmuel, Ze'ev, etc.

P.S. What's the latest about a possible meeting in Israel 2nd or

3rd week in January?
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relationship between goals and underlying principles and 
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MESSAGE

SOME BASIC POINTS CONCERNING GOALS  PART I

Mainly as a way of  assur ing mysel f  that  I understand some 
the fundamentals (to date) of  the Goals P ro jec t ,  I want to 
summarize some bas i c  po in ts ,  some of  them f a i r l y  mundane, tha t  we 
(or some combinat ion o f  a "we" that  inc ludes Seymour, Danny 
Marom, Shmuel, Alan,  G a i l ,  Barry,  and mysel f )  have d i scussed.
The comments are based, in part ,  on my review of  a tape of 
conversat ions that  went on in Jerusalem in October, and in part  
on conversa t ions tha t  took p lace in Mi lwaukee in mid-November. I 
a l so i d e n t i f y  a few i ssues/concerns that  seem to me pe r t i nen t .  I 
am hoping fo r  feedback ( co r r e c t io n s ,  add i t i o ns ,  e t c . ) .

l .  In th in k ing  about goa l s ,  three d i f f e r e n t  l e v e l s  seem 
per t i  nent:
a) the i n s t i t u t i o n a l  l e v e l :  the goals (or educat ional  v i s i o n  - 
see #2 below) that  a congregat ions,  school s,  JCCs, etc .  choose 
fo r  themselves i n d i v i d u a l l y ;  b) the denominat ional  l e v e l :  the 
goals ,  or v i s i o n s ,  tha t  inform the work of  a l l  i n s t i t u t i o n s  in a 
community a f f i l i a t e d  with a p a r t i c u l a r  denomination; c) the 
community- level :  the g oa l s / v i s i o n  that  the community as a whole, 
made up of  i n s t i t u t i o n s  represent ing  a v a r i e t y  o f  educat iona l  and 
r e l i g i o u s  i d ea l s ,  subscr ibes to.  The three l e v e l s  are a l l  
p o t e n t i a l l y  important; they are a lso very d i f f e r e n t ,  and may 
requ i re  very d i f f e r e n t  approaches on the part  o f  CIJE. These 
d i f f e rences  need to be taken s e r i o u s l y ,  wi th a t t en t i on  to t h e i r  
imp l i c a t io n s  fo r  the kinds of  a sp i r a t i on s  and approaches tha t
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SOME BASIC POINTS CONCERNING GOALS - PART I 

Mainly as a way of assuring myself that I understand some of 
the fundamentals (to date) of the Goals Project, I want to 
summarize some basic points, some of them fairly mundane, that we 
(or some combination of a "we" that includes Seymour, Danny 
Marom, Shmuel, Alan, Gail, Barry, and myself) have discussed. 
The comments are based, in part, on my review of a tape of 
conversations that went on in Jerusalem in October, and in part 
on conversations that took place in Milwaukee in mid-November . I 
also identify a few issues/concerns that seem to me pertinent. I 
am hoping for feedback (correct i ons, additions, etc.). 

1. In thinking about goals, three different levels seem 
µertinent: 
a) the institutional level: the goals (or educational vision -
see #2 below) that a congregat i ons, schools, JCCs, etc. choose 
for themselves individually; b) the denominational level: the 
goals, or visions, that inform the work of all institutions in a 
community affiliated with a particular denomination; c) the 
community-level : the goals/vision that the community as a whole, 
made up of institutions representing a variety of educational and 
religious ideals, subscribes to . The three levels are all 
potentially important; they are also very different, and may 
require very different approaches on the part of CIJE. These 
differences need to be taken seriously, with attention to their 
implications for the kinds of aspirations and approaches that 



seem r e a l i s t i c  and f r u i t f u l  at each l e v e l .

2. The common language that  de f ines  work of  the Goals P ro jec t  
needs ref inement.  The paper w r i t t en  by Shmuel V. and Danny M. 
e n t i t l e d  "The Theory of  the Goals P ro jec t "  represents an 
ex ce l l en t  s t a r t  in t h i s  d i r e c t i o n  in i t s  attempt to d i s c r im ina te  
between concept ions,  p r i n c i p l e s ,  goa ls ,  and ob je c t i v e s ;  and there 
i s  room fo r  t h i s  e f f o r t  to go s t i l l  fu r the r .  For example,

a. one hears a l o t  o f  references in our conversat ions and 
" v i s i on s " :  Is "a v i s i o n "  the same as "a concept ion"?

b. When we speak of  a concept ion or a v i s i o n ,  are we speaking 
about an i n d i v i d ua l  idea l  (as in "the educated Jew"),  about a 
soc ia l  idea l  (what the Jewish community, or an enclave w i th in  the 
l a rge r  community should look l i k e ) ,  or about an educat iona l  ideal  
(what a d e s i r ab le  educat ional  environment would look l i k e ) ?  We 
are probably i n t e re s t ed  in a l l  of  the above, but the way we t a l k  
often f a i l s  to make c l e a r  which of  these th ings we' re d i s cus s ing .

3. In John Rawls'  book A THEORY OF JUSTICE, he d i s t i n gu i s he s  
between "pr imary goods" and other soc ia l  goods: wh i le  many good 
th ings depend on the charac ter  of  an i n d i v i d u a l ' s  p a r t i c u l a r  
l i f e - p l a n ,  there are ce r ta in  good th ings —  which he c a l l s  
"primary goods" —  that  an in d i v i dua l  w i l l  want no matter what 
His or her p a r t i c u l a r  l i f e - p l a n  might be. The re levan t  po in t  f o r  
us i s  tha t  wh i l e  there are a v a r i e t y  of  goals that  w i l l  d i f f e r  
fo r  i n s t i t u t i o n s  and denominat ions, i t  i s  safe to say that  there 
are ce r t a in  goals - what I would t e n t a t i v e l y  c a l l  " instrumenta l  
goals" - that  a community or an i n s t i t u t i o n  could agree on in 
p r i n c i p l e  even p r i o r  to having f u l l y  c l a r i f i e d  t h e i r  subs tnat i ve  
educat ional  i d ea l s .  Examples might inc lude:  inc reas ing  the 
numbers of  educators who are engaged in formal Jewish study and 
in other p r o f e s s i o n a l l y  re la t ed  study; inc reas ing  the number of  
students who cont inue t h e i r  s tud ies  in to  the high school years;  
i nc reas ing  the percentage of  i n d i v i d u a l s  who attend Day Schools; 
i nc reas ing  the number who spend a summer or a year in I s r a e l ;  
inc reas ing  the number of  ch i l d ren  and adolescents who attend 
Jewish summer camps; inc reas ing  the number of  f u l l - t i m e

seem realistic and fruitful at each level. 

2. The common language that defines work of the Goals Project 
needs refinement . The paper written by Shmuel V. and Danny M. 
entitled "The Theory of the Goals Project" represents an 
excellent start in this direction in its attempt to discriminate 
between conceptions, principles, goals, and objectives; and there 
is room for this effort to go still further. For example, 

a. one hears a lot of references in our conversations and 
"visions": Is 11 a vision" the same as "a conception"? 

b. When we speak of a conception or a vision, are we speaking 
..ibout an individual ideal (as in "the educated Jew"), about a 
social ideal (what the Jewish community, or an enclave within the 
larger community should look like), or about an educational ideal 
(what a desirable educational environment would look like)? We 
are probably interested in all of the above, but the way we talk 
often fai ls to make clear which of these things we're discussing. 

3. In John Rawls ' book A THEORY OF JUSTICE, he distinguishes 
between "primary goods" and other social goods: wh i le many good 
things depend on the character of an individual 1 s particular 
life-plan, there are certain good things -- which he calls 
"primary goods" -- that an individual will want no matter what 
~is or her particular life-plan might be. The relevant point for 
us is that while there are a variety of goals that will differ 
for institutions and denominations, it is safe to say that there 
are certain goals - what I would tentatively call "instrumental 
goals" - that a community or an institution could agree on in 
principle even prior to having fully clarified their substnative 
educational ideals. Examples might include: increasing the 
numbers of educators who are engaged in formal Jewish study and 
in other professionally related study; increasing the number of 
students who continue their studies into the high school years; 
increasing the percentage of individuals who attend Day Schools; 
increasing the number who spend a summer or a year in Israel; 
increasing the number of children and adolescents who attend 
Jewish summer camps; increasing the number of full-time 



profess iona l  educators working in the community, e tc .  Such 
goals are " ins t rumenta l "  in that  they don ' t  i d e n t i f y  any 
p a r t i c u l a r  subs tant i ve  outcome, but at the same time are 
ins t rumenta l ,  or would con t r ibu te  to,  most subs tant i ve  outcomes 
we could i d e n t i f y .  Needless to say, how we understand the 
des i red subs tant i ve  outcomes w i l l  operate to i n t e r p r e t  some of  
these instrumenta l  goals;  s t i l l ,  i t  may be poss ib l e  to begin 
i d e n t i f y i n g  and developing s t r a t e g i e s  to achieve some of  these 
instrumental  goals in advance o f  working through some o f  the 
d i f f i c u l t  subs tant i ve  i ssues at i n s t i t u t i o n a l  and communal 
l e v e l s .  S imul taneous ly  as CIJE works with i n s t i t u t i o n s  and 
communities to develop subs tant i ve  concept ions,  i t  may be 
sens ib le  to encourage a p a r a l l e l  process aimed at encouraging 
hem to spec i f y  a t t a i n ab l e  and meaningful instrumenta l  goa ls .

professional educators working in the community, etc. Such 
goals are "instrumental" in that they don't identify any 
particular substantive outcome, but at the same time are 
instrumental, or would contribute to, most substantive outcomes 
we could identify. Needless to say, how we understand the 
desired substantive outcomes will operate to interpret some of 
these instrumental goals; still, it may be possible to begin 
identifying and developing strategies to achieve some of these 
instrumental goals in advance of working through some of the 
difficult substantive issues at institutional and communal 
levels. Simultaneously as CIJE works with institutions and 
communities to develop substantive conceptions, it may be 
sensible to encourage a parallel process aimed at encouraging 

hem to specify attainable and meaningful instrumental goals. 
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BASIC POINTS REGARDING GOALS —  (Cont inuat ion)

4. One of  the i n t e r e s t i n g  suggest ions to emerge from the 
Jerusalem meetings was that  perhaps, i n i t i a l l y ,  CIJE should not 
attempt to work w i t  a l l  i n s t i t u t i o n s  in a lead community around 
g o a l - s e t t i n g . Perhaps i t  would be wiser  to s t a r t  out working 
with a few. This led me to wonder (as I mentioned in our 
November meeting in Mi lwaukee) whether perhaps CU E  should i n v i t e  
in te res ted  i n s t i t u t i o n s  and agencies to become par t  o f  something 
n ke  a C o a l i t i o n  of  Essent ia l  I n s t i t u t i o n s :  In re tu rn  f o r  an 
up- f ront  commitment to p a r t i c i p a t e  with CUE  and other 
i n s t i t u t i o n a l  par tners  in a se r ious  v i s i  on /goa l s - s e t t i ng  process,  
these i n s t i t u t i o n s  would rece ive  a v a r i e t y  of  CUE  supports that  
might inc lude  a) p a r t i c i p a t i o n  o f  t h e i r  l ay and p ro fe ss iona l  
l eadersh ip in appropr ia te  educat ional  oppo r tun i t i e s ,  wi th both a 
loca l  and an Israel-component; b) a c t i v e  and i n d i v i d u a l i z e d  help 
in developing the i n s t i t u t i o n a l  process through which the 
i n s t i t u t i o n ' s  l eader sh ip  and membership could d i s cove r ,  r e f i n e ,  
and cons ider  the educat ional  im p l i c a t i on s  of  t h e i r  educat ional  
idea l ;  c) a c e r t i f i c a t e ,  on complet ion of  the process,  i n d i c a t i n g  
that  the i n s t i t u t i o n  had completed t h i s  kind of  a r igorous  
goa l - s e t t i n g  process.  The e f f e c t  of  t h i s  approach, assuming
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BASIC POINTS REGARDING GOALS -- (Continuation) 

4. One of the interesting suggestions to emerge from the 
Jerusalem meetings was that perhaps, initially, CIJE should not 
attempt to work wit all institutions in a lead community around 
goal-setting. Perhaps it would be wiser to start out working 
with a few. This led me to wonder (as I mentioned in our 
November meeting in Milwaukee) whether perhaps CIJE should invite 
interested institutions and agencies to become part of something 
, 1ke a Coalition of Essential Institutions: In return for an 
up-front commitment to partici pate with CIJE and other 
institutional partners in a serious vision/goals-setting process, 
these institutions would receive a variety of CIJE supports that 
might include a) participation of their lay and professional 
leadership in appropriate educational opportunities, wi th both a 
local and an Israel-component; b) active and indiv idualized help 
in developing the institutional process through which the 
institution's leadership and membership could discover, refine, 
and consider the educational implications of their educational 
ideal; c) a certificate, on completion of the process, indicating 
that the institution had completed this kind of a rigorous 
goal-setting process. The effect of this approach, assuming 



that  the expec tat ions  made o f  p a r t i c i p a t i n g  i n s t i t u t i o n s  are both 
ser ious  and upf ront ,  i s  that  i t  would s e l e c t  f o r  se r ious  
i n s t i t u t i o n s ,  ready to in ves t  t ime, e f f o r t ,  and money in the 
process o f  g o a l - s e t t i n g  in return f o r  what CIJE has to o f f e r .

5. The Jerusalem meetings took note of  the f a c t  that  in he lp ing  
i n s t i t u t i o n s  develop t h e i r  educat ional  and Jewish v i s i o n s ,  l oca l  
i n s t i t u t i o n s  had a number of  resources to draw on. These 
inc luded:  a) t h e i r  e x i s t i n g  m iss ion- s ta tement s , which represent  
not a r e s t i n g - p o i n t  but a good s t a r t i n g - p o i n t  f o r  d i s cus s i on  and 
i nqu i r y ;  b) denominat ional  documents dea l ing with such matters ,  
which a lso may serve as a useful  s t a r t i n g - p o i n t  f o r  d e l i b e r a t i o n ;
c) "the educated Jew" p ro jec t  and the var ious resources (human
nd wr i t ten )  assoc ia ted  with i t ;  and d) "other" — fo r  example, 

the a v a i l a b i l i t y  of CIJE s t a f f  to o f f e r  help o f  var ious kinds 
(along the l i n e s  suggested in Wygoda's and Marom's piece e n t i t l e d  
" F i r s t  Thoughts in Wake o f  a Goals P ro jec t  S imu la t i on " ) .

6. There has been a l o t  of d i s cuss i on  concerning a pos s ib le  
seminar t h i s  summer in Jerusalem fo r  Lead Community 
represen ta t i ve s .  There remains some unce r ta i n ty  in mind 
concerning matters,  in c l ud ing :  a) the substance of  the seminar;
b) the c l i e n t e l e :  top lay  and/or p ro fess iona l  l eader sh ip  —  or 
more i n c l u s i v e .  A recent  conversat ion with Ga i l  led me to 
be l i eve  th a t ,  i n c r e a s i n g l y ,  the thought has been to focus on lay  
l eadersh ip  from each of  the three lead communities (along with 
one p r o j e c t ' s  c h i e f  educat ional  o f f i c e r ) .  According to G a i l ,  t h i s  
i n i t i a l  venture would in e f f e c t  be a p i l o t  fo r  other seminars 
that  could be held,  in I srae l  or elsewhere, wi th other 
appropr iate c on s t i t u enc i e s .  Is t h i s  a shared understanding at 
t h i s  point?  C l e a r l y ,  the substance and aims o f  the seminar need 
to be framed with a t t en t i on  to the c l i e n t e l e . 7. In our Mi lwaukee 
conversa t ions,  I t r i e d  to a r t i c u l a t e  some very p re l im ina r y  
thoughts concerning what an Is rae l -Seminar  might look l i k e .  I 
imagined a seminar o f  approximate 8 to 10 days. I t  inc luded the 
fo l l ow ing  components:

a) Oppor tun i t i es  to study and r e f l e c t  on d i f f e r e n t  v i s i o n s  
of Jewish ex i s tence ,  as represented in "the Educated Jew"

that the expectations made of participating institutions are both 
serious and upfront, is that it would select for serious 
institutions, ready to invest time, effort, and money in the 
process of goal -setting in return for what CIJE has to offer. 

5. The Jerusalem meetings took note of the fact that in helping 
institutions develop their educational and Jewish visions, local 
institutions had a number of resources to draw on. These 
included: a) their existing mission-statements, which represent 
not a resting-point but a good start i ng-point for discussion and 
inquiry; b) denominationa l documents dealing with such matters, 
which also may serve as a useful starting-point for deliberation; 
c) "the educated Jew" project and the various resources (human 

nd written) associated with it; and d) "other" -- for example, 
the availability of CIJE staff to offer help of various kinds 
(along the lines suggested in Wygoda's and Marom's piece entitled 
"First Thoughts in Wake of a Goals Project Simulation"). 

6. There has been a lot of discussion concerning a possible 
seminar this summer in Jerusalem for Lead Community 
representatives. There remains some uncertainty in mi nd 
concerning matters, includi ng: a) the substance of the seminar; 
b) the clientele: top lay and/or professional leadership -- or 
more inclusive. A recent conversation with Gail led me to 
believe that, increasingly, the thought has been to focus on lay 
leadership from each of the three lead communities (along with 
~ne project's chief educational officer). According to Gail, this 
initial venture would in effect be a pilot for other seminars 
that could be held, in Israel or elsewhere, with other 
appropriate constituencies. Is this a shared understanding at 
this point? Clearly, the substance and aims of the seminar need 
to be framed with attention to the clientele.7. In our Milwaukee 
conversations, I tried to articulate some very preliminary 
thoughts concerning what an Israel-Seminar might look like . I 
imagined a seminar of approximate 8 to 10 days . It included the 
following components: 

a) Opportunities to study and reflect on different visions 
of Jewish existence, as represented in "the Educated Jew" 



pos i t i o n s  and others tha t  may seem pe r t i nen t .  This se c t i on  would 
inc lude  the a c t i ve  p a r t i c i p a t i o n  o f  Greenberg, B r i n ke r ,  et .  a l . ,  
as wel l  as d i scuss i on  o f  how these v i s i o n s  d i f f e r  from and 
resemble denominat ional  v i s i o n s  and the personal  v i s i o n s  o f  the 
par t i  ci  pant s .

b) Oppor tun i t i es  to th ink  through the r e l a t i o n s h i p  between 
v i s i o n s  of  Jewish ex i s tence  and educat ional  p ra c t i c e .  The piece 
by Wygoda and Marom, dea l ing  with the move from concept ion to 
p r i n c i p l e s  to goals to ob j e c t i v e s ,  i s  re levan t  here; so too i s  a 
piece l i k e  Dewey's THE CHILD AND THE CURRICULUM.

c) Oppor tun i t i es  fo r  the representa t i ves  of  each lead 
ommunity to meet together ,  e i t h e r  alone or with appropr ia te  CIJE

s t a f f  to do two th ings ;  i .  to begin a process of  developing 
v i s i o n /goa l s  f o r  t h e i r  own community, and i i .  p l o t t i n g  out the 
"next steps" in t h i s  process f o r  t h e i r  community.

d) Perhaps there should a l so  be an opportun i ty  f o r  the 
p a r t i c i p an t s  to engage in some ser ious  te x t  study as par t  o f  each 
day's a c t i v i t i e s .

8. At var ious  po in ts  we have di scussed the a d v i s a b i l i t y  of  a
paper that  a r t i c u l a t e s  what a t h r i v i n g  educat ional  environment 
set  some t ime in the fu ture  would a c t u a l l y  look l i k e  —  something 
along the l i n e s  o f  what the Carnegie Commission developed in A 
.,ATION PREPARED. In the s p i r i t  of  "one p i c t u re  i s  worth a 
thousand words," I s t i l l  th i nk  something l i k e  t h i s  would be very 
va luable — p a r t i c u l a r l y  i f  (but even i f  i t  does not) e x h i b i t  the 
r e l a t i o n sh i p  between a p a r t i c u l a r  concept ion of  "an educated Jew"
and concrete educat ional  arrangements.

9. A book by Peter  Senge of  MIT dea l ing  with the need f o r
corpora t ions  to become " learn ing  organ i za t ions"  has r e c en t l y  come
to my a t t en t i on .  There are some i n t e r e s t i n g  ideas there,  perhaps 
re l evant  to us. Are any of  you f a m i l i a r  wi th i t ?

positions and others that may seem pert i nent. This section would 
include the act ive participation of Greenberg, Brinker, et. al . , 
as well as discussion of how these visions differ from and 
resemble denominational vi sions and the personal visions of the 
participants. 

b) Opportunities to think through the relationship between 
v1s1ons of Jewish existence and educational practice. The piece 
by Wygoda and Marom, dealing with the move from conception to 
principles to goals to objectives, is relevant here; so too is a 
piece like Dewey 1 s THE CHILD AND THE CURRI CULUM. 

c) Opportunities for the representatives of each lead 
ommunity to meet together, either alone or with appropriate CIJE 

staff to do two things : i . to beg in a process of developing 
vision/goals for their own community, and i i . plotting out the 
11 next steps 11 in this process for their community. 

d) Perhaps there should also be an opportunity for the 
participants to engage in some serious text study as part of each 
day 1 s activities. 

8 . At various points we have discussed the advisability of a 
paper that articulates what a thriving educational environment 
set some time in the future would actually look like -- something 
along the lines of what the Carnegie Commission deve l oped in A 
.. ATION PREPARED . In the spirit of 11 one picture is worth a 
thousand words, 11 I still think something like this would be very 
valuable -- particularly if (but even if it does not) exhibit the 
relationship between a particular conception of 11 an educated Je~ 11 

and concrete educational arrangements. 

9. A book by Peter Senge of MIT dealing with the need for 
corporations to become 11 learning organizations 11 has recently come 
to my attention. There are some interesting ideas there, perhaps 
relevant to us. Are any of you familiar with it? 



A PRELIM INARY PLAN  FOR THE INITIATION OF THE GOALS PROJECT

The following is a summary o f a deliberation between Shmuel Wygoda and Daniel Marom 
on the question o f how to initiate the goals project:

A) general assumytions:

1. The aim o f this project is to develop an environment which will generate efforts at 
Jewish education which is focused on goals. The promise o f such efforts is that they 
facilitate effective education. The problem is that they demand extensive and continuous 
investment o f resources, time and energy. Consequently, the challenge o f this project is to 
help create the conditions for the development o f Jewish education based on goals, while 
at the same time refraining from raising expectations for quick results.

2. The setting for this project is the CIJE's lead communities. This is because there is an 
expectation on the part o f lay leaders that institutions o f Jewish education in these 
communities will be more effective. According to their understanding, effectiveness 
requires the capacity to be held accountable for one's goals. Consequently, there is a 
demand, on the part o f these lay leaders, that the institutions o f Jewish education in lead 
communities be able to present their goals and demonstrate if and how they are working 
towards their attainment.

3. We do not know how many of the educational institutions in lead communities will be 
capable o f responding to this demand. From initial reports on the part o f field researchers, 
meetings with various educators and lay leaders, as well as from a general sense about the 
state-of-the-art in Jewish education in North America, it appears safe to assume that the 
majority will need to undertake development in this area. This is quite obviously a very 
sensitive and explosive issue. No real effort has been made by the CIJE in launching the 
goals project until an appropriate plan o f action has been developed.

4. Since the majority o f the educational institutions are affiliated with the training 
institutions o f the Orthodox, Conservative and Reform denominations and the Jewish 
Community Center Association, we assume that they will want to undertake development 
in the area o f goals with the help o f these central agencies. Even if this assumption is 
mistaken, it must be taken into consideration that these central agencies are the only 
educational bodies which will have the infrastructure and capacity to provide assistance to 
institutions o f Jewish education in lead communities (or others) - whether it be in 
formulating goals, in providing in-service training and programs for their attainment, or in 
suggesting evaluation tests in order to determine whether or not these desired outcomes 
are indeed being achieved.

5. The training institutions have been given three year grants by the Mandel Associated 
Foundations in order to enhance their training capacity. Over the last two years, this has 
not included a major effort at the development o f an appropriate response to the forseen 
demand by institutions o f Jewish education in lead communities for assistance with goals.
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on the question of how to initiate the goals project: 

A} general assumptions: 

1. The aim of this project is to develop an environment which will generate efforts at 
Jewish education which is focused on goals. The promise of such efforts is that they 
facilitate effective education. The problem is that they demand extensive and continuous 
investment of resources, time and energy. Consequently, the challenge of this project is to 
help create the conditions for the development of Jewish education based on goals, while 
at the same time refraining from raising expectations for quick results. 

2. The setting for this project is the CIJE's lead communities. This is because there is an 
expectation on the part of lay leaders that institutions of Jewish education in these 
communities will be more effective. According to their understanding, effectiveness 
requires the capacity to be held accountable for one's goals. Consequently, there is a 
demand, on the part of these lay leaders, that the institutions of Jewish education in lead 
communities be able to present their goals and demonstrate if and how they are working 
towards their attainment. 

3. We do not know how many of the educational institutions in lead communities will be 
capable of responding to this demand. From initial reports on the part of field researchers, 
meetings with various educators and lay leaders, as well as from a general sense about the 
state-of-the-art in Jewish education in North America, it appears safe to assume that the 
majority will need to undertake development in this area. This is quite obviously a very 
sensitive and explosive issue. No real effort has been made by the CUE in launching the 
goals project until an appropriate plan of action has been developed. 

4. Since the majority of the educational institutions are affiliated with the training 
institutions of the Orthodox, Conservative and Reform denominations and the Jewish 
Community Center Association, we assume that they will want to undertake development 
in the area of goals with the help of these central agencies. Even if this assumption is 
mistaken, it must be taken into consideration that these central agencies are the only 
educational bodies which will have the infrastructure and capacity to provide assistance to 
institutions of Jewish education in lead communities (or others) - whether it be in 
formulating goals, in providing in-service training and programs for their attainment, or in 
suggesting evaluation tests in order to determine whether or not these desired outcomes 
are indeed being achieved. 

5. The training institutions have been given three year grants by the Mandel Associated 
Foundations in order to enhance their training capacity. Over the last two years, this has 
not included a major effort at the development of an appropriate response to the forseen 
demand by institutions of Jewish education in lead communities for assistance with goals. 



On the other hand, the CIJE has related this forseen demand to each o f the training 
institutions (individually and as a group) and has urged them to be prepared for its arrival. 
Furthermore, each o f the training institutions has done some prior work in formulating 
goals for curricula which they have published for their constituents.

6. The Mandel Institute has undertaken research and development in the area o f the goals 
o f Jewish education, particularly in the context o f its "Educated Jew" project. This project 
focuses on the development and formulation o f goals on the basis o f philosophical 
approaches to Jewish education. Besides the Institute's staff, a group o f scholars and 
educators have been dealing with these issues in the context o f this project for over two 
years. The project and those who worked on it may be a resource for the training 
institutions as׳ they reconsider their goals.

7. In addition to its regular staff, the CIJE has recruited Professor Danny Pekarsky in 
order to work on the goals project. Also, the CIJE's monitoring, evaluation & feedback 
team, headed by Professor Adam Gamoran, will have a role in overseeing the 
implementation of this project.

b) aspects and issues in the development o f  a plan for the initiation o f  the goals 
project:

1. It would be impractical to begin discussing the goals project with educational 
institutions in lead communities before a reasonable amount o f work had been done in 
preparing the training institutions to play their role. The danger here is o f raising lay 
leader expectations too high too fast or o f introducing too early the issues raised by the 
demand for goals among the institutions o f Jewish education in lead communities. The first 
effort should be with the training institutions.

2. Though the training institutions have acknowledged their readiness to play a role in 
the goals project in lead communities, we do not know the extent to which they 
understand the nature and scope o f this assignment. Since, in some cases, the training 
institutions have goals statements in their published curricula, they may think that it will be 
sufficient to simply "cut and paste" these statements into one single document. This may 
be a useful starting point for the goals project, especially since it would be a positive step 
forward.

The question which we asked ourselves, however, was whether or not it would be 
important for the training institutions to consider, before or as they formulate this "cut and 
paste" document, some o f the issues related to the use o f such a document in lead 
communities: how would they explain and justify the goals statements to people working 
in educational institutions in lead communities? how would they respond if asked to 
provide programs, materials, and training appropriate for the implementation o f these 
goals? how would they assist in evaluating the extent to which the said goals had indeed 
been achieved (so that schools can be accountable by lead community lay leaders)?
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order to work on the goals project. Also, the CIJE's monitoring, evaluation & feedback 
team, headed by Professor Adam Gamoran, will have a role in overseeing the 
implementation of this project. 

b) aspects and issues in the development of a olan for the initiation of the goals 
proiect: 

1. It would be impractical to begin discussing the goals project with educational 
institutions in lead communities before a reasonable amount of work had been done in 
preparing the training institutions to play their role. The danger here is of raising lay 
leader expectations too high too fast or of introducing too early the issues raised by the 
demand for goals among the institutions of Jewish education in lead communities. The first 
effort should be with the training institutions. 

2. Though the training institutions have acknowledged their readiness to play a role in 
the goals project in lead communities, we do not know the extent to which they 
understand the nature and scope of this assignment. Since, in some cases, the training 
institutions have goals statements in their published curricula, they may think that it will be 
sufficient to simply "cut and paste" these statements into one single document. This may 
be a useful starting point for the goals project, especially since it would be a positive step 
forward. 

The question which we asked ourselves, however, was whether or not it would be 
important for the training institutions to consider, before or as they formulate this "cut and 
paste" document, some of the issues related to the use of such a document in lead 
communities: how would they explain and justify the goals statements to people working 
in educational institutions in lead communities? how would they respond if asked to 
provide programs, materials, and training appropriate for the implementation of these 
goals? how would they assist in evaluating the extent to which the said goals had indeed 
been achieved (so that schools can be accountable by lead community lay leaders)? 



To be sure, these questions could be raised in response to the training institutions' "cut 
and paste" documents in the context o f a seminar or consultation. However, we do not 
know whether this would ultimately be the longer of two routes. The fact that the training 
institutions had already put their goals down on paper could lead them to resist entering 
into a discussion on the use o f their "cut and paste" documents or to avoid reformulating 
the goals in these documents in light o f such a discussion. In essence, having gone one 
step forward, we may have taken ourselves two steps backward.

The alternative would be to dedicate a first seminar exclusively to the clarification o f 
the goals project assignment. This seminar would introduce aspects and issues relating to 
the question o f how a central agency can:

a) form ulate usable goals fo r  educational institutions - i.e. coin their goals in a way 
which enables an educational institution to develop a coherent progam o f study (eg. 
syllabus), can be understood and acted upon by practitioners, and facilitate accountability 
by providing testable markers for attainment; this presentation could be made by Professor 
Fox.

b) work with local constituents in setting up a mechanism fo r  the implementation o f  
suggested goals - i.e. send representatives who can help local schools study and develop 
concensus around suggested goals, reorganize their programs so as to accomodate 
working with (new) goals, train local staff in educational institutions to implement 
programs dedicated to the attainment o f the suggested goals, provide tests which help 
determine the degree to which goals are being attained, set up ongoing relationship so as 
to continue working together in the local pursuit of centrally formulated goals; this 
presentation could be made by a central figure in American education such as Marshall 
Smith (whose article on systemic school reform deals precisely with these issues) and/or a 
representative o f Ted Sizer's coalition o f essential schools (which has much experience in 
working with schools all over the U.S. in reorganizing their programs around 9 specific 
goals).

Following this presentation, it would be possible to open the discussion between the 
seminar participants, CIJE staff (including Danny Pekarsky and Adam Gamoran), 
members o f the Mandel Institute staff (including perhaps selected participants in the 
educated Jew project, eg. Beverley Gribetz), as to its implications for the role o f the 
training institutions in the goals project. The purpose o f this discussion would be to 
develop a clear mandate for a first iteration o f goals formulated by the training institutions 
to be discussed at a second seminar a few months later.

The second seminar would be broken into three parts. In the first part, the training 
institutions would be called upon to present and discuss their goals documents (the 
assumption here is that the preparation seminar and the "camper system" suggested in the 
next point would help generate better documents than the "cut and paste" ones). This 
would be so that each o f the training institutions could learn from each others experience
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the question of how a central agency can: 

a) formulate usable goals for educational institutions - i.e. coin their goals in a way 
which enables an educational institution to develop a coherent progam of study ( eg. 
syllabus), can be understood and acted upon by practitioners, and facilitate accountability 
by providing testable markers for attainment; this presentation could be made by Professor 
Fox. 

b) work with local constituents in setting up a mechanism for the implementation of 
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to continue working together in the local pursuit of centrally formulated goals; this 
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representative of Ted Sizer's coalition of essential schools (which has much experience in 
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Following this presentation, it would be possible to open the discussion between the 
seminar participants, CIJE staff (including Danny Pekarsky and Adam Gamoran), 
members of the Mandel Institute staff (including perhaps selected participants in the 
educated Jew project, eg. Beverley Gribetz), as to its implications for the role of the 
training institutions in the goals project. The purpose of this discussion would be to 
develop a clear mandate for a first iteration of goals formulated by the training institutions 
to be discussed at a second seminar a few months later. 

The second seminar would be broken into three parts. In the first part, the training 
institutions would be called upon to present and discuss their goals documents (the 
assumption here is that the preparation seminar and the "camper system" suggested in the 
next point would help generate better documents than the "cut and paste" ones). This 
would be so that each of the training institutions could learn from each others experience 



and reexamine their own goals in the light o f alternatives. Following this presentation, we 
thought it would be appropriate to introduce representatives from the lead communities 
who would discuss the subject o f goals development in local schools from their 
perspective (these representatives would participate in this session alone). Finally, the last 
part o f this seminar would be devoted to deliberation on how to proceed in the light o f the 
first two sessions. This deliberation would be based on a set o f alternative routes for 
progression, presented by the CIJE.

Three issues relating to this suggestion were also discussed. First, we agreed that 
excepting the second part o f the second seminar, it would be mistaken to involve lead 
community representatives at these seminars. Our fear was that the introduction o f the 
realities in lead communities from their perspective could cause major digressions in the 
discussion. The training institutions need "lead time" in which they can honestly consider 
what they want to offer lead communities before they are put in a position where they 
actually must'deliver (see, however, two paragraphs below as to how this information 
could be brought into the seminar indirectly).

Second, we could not determine whether or not it would be useful to encourage as 
wide a participation as possible o f the staffs o f the training institutions in the first seminar 
(including potential adjunct staff, such as Jerusalem Fellows, etc.). The reason for this 
would be that it would minimize the need to reclarify the assignment to others (some o f 
who might actually do the work o f formulation or the fieldwork in lead communities) and 
to create as wide as possible a basis for deliberation within the training institutions. On the 
other hand, it could be that the message might get across more clearly and honestly in a 
small group o f representatives from the training institutions at the highest level.

Finally, we thought that it would be important as preparation for these seminars (and 
indeed for the whole project) for background research and deliberation to be done on 
issues of formulating and using goals in Jewish education and to lead communities in 
particular. This could be done by the seminar participants not from the training 
institutions. As for research on goals issues specific to Jewish education, this could be 
undertaken by the staff o f the Mandel Instititue (use - Shmuel Wygoda [including the 
experience amassed in the syllabus project]; form ulation  - Daniel Marom). As for 
research on goals issues related to lead communities, this could be undertaken by CIJE 
staff, especially a representative from the monitoring, evaluation & feedback team. This 
research would inform the seminar through the participation o f these people.

3. An important element in this plan (regardless o f which o f the two routes would be 
implemented) would be the setting up o f a "camper system" relationship between the CIJE 
and the training institutions. As the project gets underway, a representative o f the CIJE 
(perhaps Danny Pekarsky - excluding perhaps for Orthodox) would visit the training 
institutions from time to time in order to be updated as to the progression o f the goals 
formulation process and to make appropriate suggestions. The role here would be to 
ensure, as best as possible, that the training instititutions are "on track" in undertaking the 
assignment o f preparing to take a role in lead communities. This would help both sides be

and reexamine their own goals in the light of alternatives. Following this presentation, we 
thought it would be appropriate to introduce representatives from the lead communities 
who would discuss the subject of goals development in local schools from their 
perspective (these representatives would participate in this session alone). Finally, the last 
part of this seminar would be devoted to deliberation on how to proceed in the light of the 
first two sessions. This deliberation would be based on a set of alternative routes for 
progression, presented by the CIJE. 

Three issues relating to this suggestion were also discussed. First, we agreed that 
excepting the second part of the second seminar, it would be mistaken to involve lead 
community representatives at these seminars. Our fear was that the introduction of the 
realities in lead communities from their perspective could cause major digressions in the 
discussion. The training institutions need "lead time" in which they can honestly consider 
what they want to offer lead communities before they are put in a position where they 
actually must· deliver (see, however, two paragraphs below as to how this information 
could be brought into the seminar indirectly). 

Second, we could not determine whether or not it would be useful to encourage as 
wide a participation as possible of the staffs of the training institutions in the first seminar 
(including potential adjunct staff, such as Jerusalem Fellows, etc.). The reason for this 
would be that it would minimize the need to reclarify the assignment to others (some of 
who might actually do the work of formulation or the fieldwork in lead communities) and 
to create as wide as possible a basis for deliberation within the training institutions. On the 
other hand, it could be that the message might get across more clearly and honestly in a 
small group of representatives from the training institutions at the highest level. 

Finally, we thought that it would be important as preparation for these seminars (and 
indeed for the whole project) for background research and deliberation to be done on 
issues of formulating and using goals in Jewish education and to lead communities in 
particular. This could be done by the seminar participants not from the training 
institutions. As for research on goals issues specific to Jewish education, this could be 
undertaken by the staff of the Mandel Instititue (use - Shmuel Wygoda [including the 
experience amassed in the syllabus project]; formulation - Daniel Marom). As for 
research on goals issues related to lead communities, this could be undertaken by CIJE 
staff, especially a representative from the monitoring, evaluation & feedback team. This 
research would inform the seminar through the participation of these people. 

3. An important element in this plan (regardless of which of the two routes would be 
implemented) would be the setting up of a "camper system" relationship between the CIJE 
and the training institutions. As the project gets underway, a representative of the CIJE 
(perhaps Danny Pekarsky - excluding perhaps for Orthodox) would visit the training 
institutions from time to time in order to be updated as to the progression of the goals 
formulation process and to make appropriate suggestions. The role here would be to 
ensure, as best as possible, that the training instititutions are "on track" in undertaking the 
assignment of preparing to take a role in lead communities. This would help both sides be 



better prepared for continuing seminars in which specific aspects and issues relating to 
goals and their use would be discussed as well as for work in lead communities..

4. Special attention and planning will have to be devoted to goals development by the 
JCCA (i.e. specific to informal education) and by the Torah U'Mesorah people (whose 
constituency in Baltimore is large).

5. It is important to consider the question o f how the Mandel Associated Foundation's 
grants to the training institutions can be used an incentive factor for the goals project.

6. At some stage in the goals project, certainly no earlier than during or after the 
second seminar, it will be important to present the Mandel Instititute's educated Jew 
project to the training institutions and develop plans for them to reexamine their goals in 
the light o f the conceptions and findings which emerged from this project.
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GOALS PROJECT TIMELINE
STAGE ONE

IMMEDIATE:

1. ARRANGE FOR DANNY PEKARSKY TRIP TO ISRAEL
2. ANNOUNCE SEMINAR TO HIRT. DAVIDSON/HOLTZ/ABRAMSON, LEE
3. CONSULT WITH HIRT. DAVIDSON/HOLTZ/ABRAMSON, LEE ABOUT 

DATES, PLACE AND PARTICIPANTS IN FIRST SEMiNAR
4. SECURE PARTICIPATION OF ALL PARTICIPANTS IN SEMINAR 

INCLUDING GUEST LECTURERS
5. MAKE LOGISTICAL ARRANGEMENTS FOR SEMINAR
6. CONSIDER POSSIBLE PILOT ACTIVITIES FOR LEAD COMMUNITIES

DECEMBER:

7. CONSULT WITH DANNY PEKARSKY ON THE GOALS PROJECT
8. DEVELOP PROGRAM FOR SEMINAR (see background document)
9. SEND BACKGROUND MATERIALS TO SEMINAR PARTICIPANTS
10. ARRANGE FOR PILOT ACTIVITIES FOR LEAD COMMUNITIES

JANUARY:

11. PREPARE MI STAFF FOR SEMINAR PARTICIPATION 
(includes research on various curricular goals
produced by the denominations)

12. PREPARE CIJE STAFF FOR SEMINAR PARTICIPATION
13. PREPARE GUEST LECTURERS FOR PARTICIPATION
14. PREPARE FOR PILOT ACTIVITIES FOR LEAD COMMUNITIES

FEBRUARY:

14."CAMPER SYSTEM" MEETINGS IMMEDIATELY PRIOR TO SEMINAR
15. CHECK CONFERENCE ROOM. TAPING FACILITIES, FOOD, ETC.
16. LAST PREPARATIONS BEFORE SEMINAR
17. IMPLEMENT SEMINAR
18. MI STAFF MEETING IN ORDER TO EVALUATE SEMINAR
19. CIJE STAFF MEETING IN ORDER TO EVALUATE SEMINAR
20. "CAMPER SYSTEM" MEETINGS AFTER SEMINAR

MARCH  JUNE

21. ONGOING MONITORING OF GOALS ASSIGNMENT
22. PLANNING OF ISRAEL SEMINAR
23. IMPLEMENTATION OF PILOT ACTIVITIES FOR LEAD COMMUNITIES
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CUE / LEAD COMMUNITIES MAY CONSULTATION

May 11-13, 1993 

Cleveland, Ohio

AGENDA

Desired, outcomes:

•  To continue joint planning and intensify partnership.

•  To foster and develop relationships within and across Lead Communities and with the CIJE

•  To agree upon the ro le , content, and method of implementation of each element involved 
in the Lead Communities project.

•  To develop an integrated joint action plan and calendar for each L.C. (“within ”) and for 
the three L.C. (“ across ”) and the CIJE

I) Overview 

Partnership and joint planning

Examples of issues to be covered:

a) Issues related to launching a Lead Community.

b) How to coordinate and integrate the Communities’ agenda and the CIJE agenda.

c) The relationship of the CIJE to funding and fundraising in L.C.

d) Different visions of the project by the various partners.

e) CIJE chain of command.

f) Partnership issues, e.g.:

1) Relationship within and across the L.C. and with the CIJE.

2) The denominations, the L.C. and the CIJE.

3) Relationship with major institutions, e.g. JESNA, JCCA, CJF
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II) Draft Action Plan

A) The three Lead Communities together and the CIJE.

Jointly draft a 18/24 months calendar / action plan for the 3 Lead Communities and the CIJE. 

Related reading material:

1) Commission on Jewish Education in North America: Background materials for the meeting 
of February 14th 1990: “Community Action Sites” pp 18-25

B) Elements:

1) Systemic change

a) The concept

b) The role of enabling & programmatic options.

c) Personnel:

— Educators’ survey

— Addressing the shortage of qualified personnel

— Strategies to recruit and train personnel ( short & medium term  )

d) Community mobilization:

— The concept

— Wall to wall coalition —lay leaders, rabbis, educators, professionals,& academ- 
ics..

— Building strategies for Community mobilization

2) Support projects

Comprehensive and planned approaches to con ten t, scope & quality.

a) Best Practices:

— Best Practices as an inventory of “ success stories ” in Jewish Education.

— Pre-conditions for replicating Best Practices

— Initial areas in which Best Practices will be developed.

— Best Practices in the Supplementary school : Initial findings and implementa- 
tion.

— Pilot Projects and Best Practices

b) Goals
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— The role of Goals for education

—' Articulate goals for effective evaluation

— Participants in the deliberation on Goals

c) Monitoring Evaluation and Feedback ( MEF )

— M EF as a tool to document the entire L.C. project and gauge its success.

— Developing the feedback loop

— The role of the Field Researchers

— Relationship of the Field Researchers to the Lead Communities

C) Individual Lead Communities and the CIJE

Each community’s strategy and action plan

III) Synthesis:

II)A and II)C integrated into a joint action plan / calendar

IV) Open issues 

Concluding discussion
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January 28, 1993 

GOALS FOR JEWISH EDUCATION IN LEAD COMMUNITIES

The Commission on Jewish Education in North America avoided 

dealing with the issue of goals for Jewish education in order to 

achieve consensus. However, it was clear that when the recommen- 

dations of the Commission would be acted upon, it would be impos- 

sible to avoid the issue of goals for Jewish education. Now that 

the work in Lead Communities is beginning, working on goals can 

no longer be delayed. This is so for several reasons: 1) It is

difficult to introduce change without deciding what it is that 

one wants to achieve; 2) researchers such as Marshall Smith, Sara 

Lightfoot and David Cohen have effectively argued that impact in 

education is dependent on a clear vision of goals; 3) the evalua- 

tion project in Lead Communities cannot be successfully unaertak- 

en without clear articulation of goals.

In Lead Communities goals should be articulated for each of the 

institutions that are involved in education and for the community 

as a whole. At present there are very few cases where institu- 

tions or communities have undertaken a serious and systematic 

consideration of goals. It will be necessary to determine what is 

the state of affairs in the Lead Communities. There may be insti- 

tuticns (schools, JCCs) that have undertaken or completed a 

serious systematic consideration of their goals. It is important 

for us to learn from their experience and to check as to whether 

an attempt has been made to develop their curriculum and teaching 

methods in a manner that is coherent with their goals. In the 

case of those institutions where little has been done in this

\ 
\ 

January 28, 1993 

GOALS FOR JEWISH EDUCATION I N LEAD COY.MUNITIES 

The Commission on Jewish Education in North America avoided 

dealing with the issue of goals for Jewish education in order to 

achieve consensus. However, it was clear that when the recommen

dations of the commission would be acted upon, it would be impos

sible to avoid the issue of goals for Jewish education. Now that 

the work in Lead Communities is beginning, working on goals can 

no longer be delayed. This is so for several reasons: 1) It i s 

difficult to introduce change without deciding what it is that 

one wants to achieve; 2) researchers such as Marshall Smith, Sara 

Lightfoot and David Cohen have effectively argued that impact in 

education is dependent on a clear vision of goals; 3) the evalua

tion project in Lead Communities cannot be successfully undertak

en without clear articulation of goals . 

In Lead Communit i es goals should be articula ted for each of the 

institutions that are involved in education and for the community 

as a whole. At present there are very few cases whe~e institu

tions or communities have undertaken a serious and systematic 

consideration of goals. It wi l l be necessary to determine what is 

the state of affairs in the Lead Communities. There may be i nsti

tutions (schools, JCCs) that have undertaken or completed a 

serious systematic consideration of their goals. It is important 

for us to learn from their experience and to check as to whether 

an attempt has been nade to develop their curriculum and teaching 

methods in a manner that is coherent with their goals. In the 

case of those insti~utions where little has been done in this 

1 



area, it is crucial that the institutions be encouraged and 

helped to undertake a process that will lead them to the articu- 

lation of goals.

The CIJE should serve as catalyst in this area. It should serve 

as a broker between the institutions that are to begin such a 

process and the various resources that exist in the Jewish world. 

By resources we mean scholars, thinkers and institutions that 

have concerned themselves and developed expertise in this area. 

The institutions of higher Jewish learning in North America 

(Y.U., J.T.S.A. and H.U.C.), the Melton Centre at the Hebrew 

University and the Mandel Institute in Jerusalem have all been 

concerned and dealing with this matter. Furthermore, these insti- 

tutions have been alerted to the fact that the institutions in 

Lead Communities will probably need to be assisted in this area. 

They have expressed an interest and a willingness to help.

The Mandel Institute has particularly concentrated efforts in 

this area through its project on alternative conceptions of the 

educated Jew. The scholars involved in this project are: Prof.

Moshe Greenberg, Prof. Menahem Brinker, Prof. Isadore Twersky, 

Prof. Michael Rosenak, Prof. Israel Scheffler and Prof. Seymour 

Fox. Accompanied by a group of talented educators and social 

scientists they have completed several important essays offering 

alternative approaches to the goals of Jewish education as well 

as indications of how these goals should be applied to education- 

al settings and educational practice. These scholars would be 

willing to work with the institutions of higher Jewish learning
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and thus enrich the contribution that these institutions can make 

to this effort in Lead Communities.

It is therefore suggested that the CIJE advance this undertaking 

in the following ways:

1. Encourage the institutions in Lead Communities to consider 

the importance of undertaking a process that will lead them to an 

articulation of goals for their institutions.

2. Continue the work that has begun with the institutions of 

higher Jewish learning so that they will be prepared and ready to 

undertake consultation if and when they are turned to.

3. Offer seminars whose participants would include representa- 

tives from the various Lead Communities where the issues related 

to undertaking a program to develop goals would be discussed. At 

such seminars the institutions of higher Jewish learning and the 

Mandel Institute could offer their help and expertise.

The problem of goals for a Lead Community as a whole, as well as 

the question of the relationships of the denominations to each 

other and to the community as a whole will be dealt with in a 

subsequent memorandum.
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SUMMER SEMINAR CURRICULUM DRAFT (1)

DAY 1

9:30 to Noon: Introduction to the Seminar

Seymour Fox, Alan Hoffmann, DanielGreetings
Pekarsky

Introductions - Participants introduce themselves (name, 
professional role, institutional affiliation, as well as 
response to a carefully selected question - to be 
determined - that helps to launch our seminar).

Agenda for the seminar: what we will be doing
(activities, kinds of questions we'll be exploring) ; some 
desired outcomes and what are reasonable and unreasonable 
expectations in the way of outcomes; what's expected of 
participants; rules of the game.

Comment on the opportunities and the challenges posed by 
the diversity in outlook, experience, position, 
sophistication - Jewishly and educationally - of the 
participants, and the consequent imperative importance of 
careful listening and responsible responding.

The origins and presuppositions of the Goals Project,
including a) an explanation of what we mean by "vision"
׳7 ן (including the distinction between the vision of an ideal 
gleducating institution and the vision of "the product" we 

S>^xMwant to cultivate in its social and individual 
^dimensions) and b) some discussion of the Educated Jew 
Project in its relationship to the Goals Project, c) the 
importance of "vision" both in relation to the problem of 
Jewish continuity and the development of effective 
educational practices; d) the need for a vision to be 
shared, compelling, and relatively concrete; e) the 
importance of work in this area as part of a 
comprehensive effort, not as a substitute for such .an

having a mission-effort ? f) the difference between 
statement and being vision-driven.

yr.

LUNCH BREAK

1 - 5 PM WHAT DO VISION-DRIVEN INSTITUTIONS LOOK LIKE? HOW DOES \/ 
THE VISION INFORM PRACTICE

In this session we examine two or three vision-driven 
institutions - the Heilman "Defenders of the Faith" 
piece and a second one (ray inclination at tHls moment in V
time is to use Dewey, drawing on his own and other 
accounts of the Dewey school; but other possibilities
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shared, compelling, and relatively concrete; e) the 
importance of work in this area as part of a 
comprehensive effort, not as a substitute for such an 
effort i f) the difference between having a mission
statement and being vision-driven. 
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LUNCH BREAK 

1 - 5 PM WHAT DO VISION-DRIVEN INSTITUTIONS LOOK LIKE? HOW DOES V 
THE VISION INFORM PRACTICE 

In this session we examine two or three vision-driven 
ins ti tut ions - the Heilman "Defenders of the Fai th11 

piece and a second one (my inclination at this moment- in '< 
time is to use Dewey, drawing on his own and other 
accounts of the Dewey school; but other possibilities 



include Lightfoot's account of St. Paul's School, or the 
TC Record discussion of Waldorf). Ideally, we could see 
a powerful movie that exhibits a vision-driven school —  
any ideas? If Heilman is in Israel, perhaps he could be 
invited to discuss the way in which the institution he 
describes is vision-driven.

-  x ) 

[1

THE QUESTION: in what sense are these institutions
vision-driven and what impact does the vision have on 
their effectiveness?

The institutions, their underlying visions are described, with 
special attention to the ways in which the vision guides 
the selection and interpretation of goals and practices, 
as well as assessment. Something more subtle about the 
way the vision helps create the ethos or sense of purpose 
of the institution would also be appropriate.

The ״kitchen", as it emerges at Eton, the Dewey School, the 
Social Efficiency classroom, and/or at Summerhill might 
be relevant here (though this will depend 
on the number of people who've been with us 
!for earlier sessions). If not the kitchen, some other 
example of the way a particular element of an educational ן
[Institution is interpreted in radically different terms 
(Re: goals, clientele, etc.) depending on the underlying 
vision.

NOTE: 1. to do the proposed afternoon activity well will require 
our participants to do some advance reading. 2. Though I'm not sure 
we need them to read this material, the Fred Newmann piece on 
"content-driven" education is pertinent to this discus#3,on.

HOMEWORK IN PREPARATION FOR DAY 2: Participants will be asked to 
read the Greenberg essay and to write down a paragraph identifying 
what they take to be the most important features of his vision of 
a meaningful Jewish existence, followed by a second paragraph in 
which they briefly set out their principal personal reaction to 
what he is proposing.

DAY 2: WHAT DOES A VISION OF A MEANINGFUL JEWISH EXISTENCE LOOK 
LIKE?

9 - 9:15 Orientation to the day 

9:15 - 11:15

Break into work-groups of approximately 5 individuals 
each for discussion of Greenberg's ideas. The discussion 
has the following foci:
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invited to discuss the way in which the institution he 
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a) Sharing their understanding of and initial reaction to 
Greenberg׳ s view, as articulated in their homework 
assignment;

b) Analyzing Greenberg's position systematically using a
grid which we provide which invites them to look at his 
vision in two distinct but inter-related ways: first, in 
relation to its constituent skills, attitudes, beliefs, 
understandings, dispositions, cherished activities; and ,« v
second, in relation to the way concepts like "God", "the
Jewish People", "Torah", "Mitzvot", and "the Land of M l J X r U S
Israel" enter into G.׳s vision of a meaningful Jewish 
life; c) identifying questions and concerns to raise 
with Greenberg.

11:15 - Noon

Using a couple of organizing questions, compare and 
contrast what they've found; prepare for session with 
Professor Greenberg. This session should draw their 
attention to the strengths and limitations of the grid as 
a vehicle of articulating what a vision of an educated 
Jew or a meaningful Jewish existence is.

LUNCH Noon 1 ־ pm

1 - 3  PM: A Conversation with Moshe Greenberg

3 - 3:30 - Break

,J

3:30 - 5

SYMPOSIUM: ALTERNATIVES TO GREENBERG

Representatives of two different views (who passionately L1׳׳ 
dissent from Greenberg's view) are invited to react to 
Greenberg's position as compared with their own. One of 
these should represent a different substantive answer to 
the question of "a meaningful Jewish existence," and the 
other should probably be Brinker's delineation of "the 
liberal response", according to which education offers 
students opportunities to make their own decisions. The 
intent of this session is to help participants better see 
what choices are explicitly or implicitly made in the 
development of a vision.

5:15 - 6

Small group discussions, or perhaps one-on-one 
discussions: personal reactions to Greenberg's vision of 
a meaningful Jewish existence, in light of the day's 
discussions.
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NOTE; It might make sense to move the symposium to the
evening (say, from 8 to 10 pm) and to give people the late
afternoon off on this day. They might be fresher for the
symposium.

HOMEWORK ASSIGNMENT IN PREPARATION FOR DAY 3, to be done alone or
in pairs:

Assume for the moment that you subscribe to Greenberg's vision
of an educated Jew and that you have been charged with developing ,
educational practices that will help realize this vision under 
certain specific social circumstances [which we will need to
specify]. Using the vision as a guide, identify three principal 
goals; then take one of them and try to imagine how you would set ^
about trying to realize it [within constraints that we will need to 
identify]. /

DAY 3: FROM VISION TO EDUCATIONAL DESIGN

9 - 1 2  Greenberg for Education, as understood by "The Educated 
Jew Project". The session will have three
principal elements, in addition to 
opportunities for discussion on the part of 
the participants. The three elements are: a) 
a presentation by Daniel Marom of the way he 
and other "Educated Jew Project" staff have 
been working to translate Greenberg into ^
educationally fruitful terms; b) a dialogue �n ,
between Professor Fox and Daniel Marom /״־'־־־‘ ל׳ 
concerning the beliefs, assumptions, etc. that '
are implicit in the efforts described in part 
a. (where these views come from, through what 
process, what evidence is there for them, 
etc.); c) a chance for Professor Greenberg to 
react to the proceedings; d) an articulation 
of the Importance and of the complexity of 
moving from vision to educational design, and 
of the kinds of resources that may be 

^  -necessary^ ' ־

Lunch

1 - 4  FROM VISION TO EDUCATIONAL DESIGN TO PRACTICE: THE
RAMAH EXPERIENCE

In this session, Seymour Fox will lead participants to an 
appreciation of the challenge, the complexity 
and the excitement of moving from vision to 
practice, using the Ramah experience as an ■
example. The participants will have available 
to them a number of articles that discuss some 
principal ideas at work in Camp Ramah.

NOTE: Although we have some misgivings about
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focusing on Ramah because it (as Greenberg may 
well be interpreted to be) is identified with 
the Conservative Movement, these hesitations 
are overcome by two other considerations: a) 
the importance of giving a prominent position 
in the seminar to a non-school-based
educational environment, and b) our 
recommendation that after discussion of Ramah, 
participants have the chance to encounter the 
founders of other vision-driven institutions 
(animated by different orientations).

I

4 - 5:00: CONCLUDING COMMENTS ON THE MOVEMENT FROM VISION TO
EDUCATIONAL DESIGN: A SKETCH OF DIFFERENT PARADIGMS,
THE COMPLEXITY OF THE EFFORT, AND THE KINDS OF ? r
EXPERTISE THAT ARE NECESSARY - AND AVAILABLE ?
TO JEWISH EDUCATING INSTITUTIONS EMBARKING ON 

THIS PATH•

Seymour Fox, Daniel Pekarsky

.— r

DAY 4 FROM VISION TO REALITY (CONT.)

NOTE: Day 4 is designed to do three different kinds of things: a) 
to give participants an opportunity to continue developing insights 
concerning the ways in which visions get actualized and the 
constraints and other considerations that need to be taken into 
account; b) a chance for them to more fully appreciate the value of 
doing the seminar in Israel, khere they can visit with a number of 
significant Jewish thinkers and visit some very interesting 
educating institutions; c) a chance to look at vision-driven 
institutions representing a variety of ideological stripes.

L ! l

S L u u

A conversation with Walter Ackerman [if he's available 
and interested] concerning /his project/book 
about people who have ^tarted institutions.
Then, one or more of the following:

A visit to the Hartma'nn Institute, and a 
conversation with /
David Hartmann and Noam Zion concerning the vision 
animating the Hartmann Institute and the way 
Hartmann set about ׳'turning it into a reality. leJ,

and/or: /

A visit to Pardes and a Conversation with its 
founder (or current 
director) concerning the 
ideal animating it and 
its development.

4 -
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and/or a chance for Isa Aron to discuss the development 
of the Havurah School, which she helped found.

DISCUSSION

FROM AIMLESSNESS TO VISION - ON GETTING FROM HERE TO 
THERE: PERSPECTIVES ON A PROBLEM

A discussion that focuses attention on 
significant debates concerning the way an 
institution that seems listless and visionless 
can move towards the development of a 
compelling vision. To whom does the vision 
need to be compelling in order for progress to 
be made? How does it come to be compelling 
and shared by the relevant stakeholders? What 
is the role of leadership in this process?
Relevant texts might include Edgar Schein's 
book on organizational culture, which 
highlights the role of a leader in selling and 
embedding change in an institution; and the 
very different view of thinkers like Henry
Levin who believe that visions must arise out 
of dialogue and negotiation amongst all the 
stakeholders. Ideally, we will find among
participants in the seminar thoughtful and 
articulate spokespersons for these and other 
perspectives. /

[As I have mentioned in conversations with a 
number of you, while I am personally somewhat 
sympathetic to Levin's notion that 
stakeholders need to participate in the 
shaping of the vision they will be supporting,
I am troubled by the ways in which his
approach turns into a crude mix of values-
clarification and negotiation. There is a 
need, which his model does not address, for 
the participants to7 do some serious learning 
(concerning, for example, the kinds of visions 
that a Greenberg,/or a Twersky, or their own 
denomination, propound) prior to deciding on 
their own vision. I believe that in 
developing a model for local communities, we 
need to make provision for this —  via content 
seminars that are formal parts of the 
process.]

Another possibility: to look carefully at the 
ideas of Peter Senge, author of THE FIFTH 
DISCIPLINE.

DAY 5DAY 5 
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WHERE DO WE GO FROM HERE? THE WORK AHEAD

This all-important session still/needs to be 
filled in. It needs to provide ׳׳closure to the
seminar, to graphically articulate what's been 
accomplished, and to give /them a chance to 
react to the experience. But it also needs to 
lead in very concrete ways to our work and 
theirs next year. Though we have sketched out 
an agenda for next year (see, for example, the 
La Guardia document) / i t  will be important to 
revisit it drawing on their input in light of 
the seminar experience.

PH

/

CONCLUDING DINNER

NOTE: In an earlier draft of the seminar, the following section was 
built into Day 4. Though this is open for re-consideration, it 
seemed wise to drop it in favor of looking, on day 4, at the 
development of vision-driven institutions in Israel.

THE REALITY ON THE GROUND IN EDUCATING INSTITUTIONS

Using Schoem's and/or Heilman's essay on typical 
supplementary schools, describe/ and analyze the chasm 
between avowed vision/mission^, on the one hand, and 
educational realities/outcomes, on the other. The session 
would emphasize that "the problem" can be very 
differently diagnosed and that different diagnoses would 
suggested very different remediation-strategies. 
Depending on our analysis, we could decide that our 
problem is one of a)/doing a better job of ״marketing our 
vision" to relevant stakeholders, or b) finding ways of 
embodying the vision in practice, or c) developing an 
altogether new /Vision.
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POSITION NAME ATTENDING COMMUNITY
PROFESSIONAIVFEDERA TION

Executive Director BJE Chaim Botwinick Yes Baltimore

Project Director MJF Ruth Cohen Yes Milwaukee

Chicago Fed. o f Jewish 
Philanthropies

John Coleman Yes Chicago

? Mark Gurvis Yes Cleveland

? Rick Meyer Yes Milwaukee

? John Ruskay ? N.Y.

Combined Jew. Philanthropies of 
Boston

Barry Shrage ? Boston

PROFESSIONAL/ED UCA TOR

Prof. Educaton - HUC Isa Aron Yes LA .

? Leslie Brenner ? Cleveland (August 
'94)

Head of Educaton - JTS Aryeh Davidson Yes N.Y. (JTS)

? Devorah Goldstein ? Atlanta (August '94)

Headmistress - Ramaz Upper 
School

Beverly Gribetz ? N.Y.

Head of Education - Y.U. Robert Hirt Yes N.Y. (Y.U.)

Head of Education - HUC Sara Lee 7 LA .

Principal - Agnon Day School Ray Levi ? Cleveland

Principal - A.J. Heschel School Rowana Scharawsky ? N.Y.

Principal ־ Beth Tefilloh 
Community School

Zippora Schorr Yes Baltimore

LAY LEADER

Co-Chair of Comm, on Vision & 
Initiatives

Jane Gellman Yes Milwaukee

? William Schatten ? Atlanta

? Arnold Sidman ? Atlan
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Dear Alan, Seymour and Shmuel:

Abby has arranged for a conference call with Danny Pekarsky, 
Gail Dorph, Barry Holtz and Ginny Levi at 3:00 P.M. tomorrow, 
Israel time. Logistics require us all to participate in this 
call from one phone. My suggestion is that we all meet at 
Hovevei Tzion 8 a few minutes before 3:00. Please let me know 
if there is a problem.

The following are my suggestions for this call. They are 
only suggestions and I urge you to respond as soon as 
possible if you have any objections, additions, corrections, 
etc. (perhaps at the break in today's personnel meeting or 
right after it or you can phone me at home tonight = 617622). 
I will be speaking to Danny Pekarsky later today in order to 
get his input and to ask him to share the agenda with the 
others.

1. Alan will run the call.

2. Abby will take the protocal.

3. The call will go up to an hour.

4. At the end of the call we should set up a time 
for a similar call in one week's time.

5. The first order of business should be to close down the 
content issues of the seminar and perhaps leave Danny 
Pekarsky the assignment of writing it up and suggesting dates 
and times. In order to prepare for this I have appended here 
Danny's suggested schedule and my letter summarizing our 
response. If Danny has any further documents ready, you 
should be getting them by the end of today's personnel 
meeting. If he sends one tomorrow morning, I will be sure to 
get it to you immediately.

6. The second order of business should be to divide the
responsibilities for the seminar between us all. As I see
it, beyond setting up the logistics of the seminar - for 
which Caroline and Abby have taken responsibility with Alan 
overseeing and me helping - there are two kinds of
responsibilities which we need to distribute among us:

a) The responsibility for the participants: This would
include dealing with issues such as recruitment (eg. getting 
a critical mass of people from each community so that when
they go back, they will be able to tell the goals story 
effectively) and "camper" system (prior to, during and after 
the seminar). I would assume that though all of us should be 
available to work with individuals, the overall
responsibility here would naturally be on those who will have 
an ongoing relationship with the participants and their 
communities. I have appended lists of participants here as 
well.
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b) The responsibility for the program: Once the program1s 
content and timing has been set up, this could be divided up 
by responsibility for each session. The person responsible 
for each session would now attempt to arrive at a more 
detailed conception/simulation of what goes on in that 
session, how and who is going to carry it out, what materials 
are necessary, etc. Each session could then be discussed and 
approved by the staff as a whole or by a mini-team directly 
involved with that session. Our goal could be to have the 
conception of each session ready well before the seminar, so 
that we could invest our energies in establishing "camper" 
relationships, implementing the program, and logistics etc. 
when we are all in Israel.

Assuming these items are acceptable, we would still have 
open the discussion of our common understanding of how we 
define vision. I think that this should be the topic of our 
next conference call, as part of a discussion on how to run 
the introductory session, or just as a general topic.

Danny Marom
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January 9, 1994

Dear Adam and Ellen,

I have read the report on Milwaukee (educators) with very great 
interest. It is a document that provides a great deal of material 
for thought and for decision. My sense is that your work will both 
provide the necessary fuel for addressing the personnel issues in 
an informed way and set a new standard for looking at personnel for 
Jewish education in North America. Thank you!

I thought it useful to relate to implications more than to the 
interpretation of the data, which we did in some way on the basis
of the preliminary findings and on which others may choose to 
focus.

I read the document with the leadership of Milwaukee in mind and 
thought that we should mediate between your analysis and their 
policy-making needs. My recommendation would be to use variations 
on your last section (p.19ff."facing the future") to create two
documents as follows:

1. A two-tier document consisting of:
a. An executive summary (suggestion below) cum cover letter 
(Perhaps by Mort Mandel or E.L.Ritz in her capacity as chairperson 
of the evaluations committee?) with most powerful highlights + 
suggested next steps for Milwaukee + blessings and thanks to all 
involved - including the teachers who participated, the principals 
etc... but the target audience is the leadership.
b. An appendix with some of the data (your dramatic "11% 
qualified" drawing etc...) plus perhaps the questionnaire with 
straightforward statistics - simple response figures + your whole 
report appended.

2. A document to be received upon request including the data 
analysis + Roberta's document.

I have doubts as to the usefulness of distributing the latter two 
reports (data analysis + lives of educators) widely, but don't want 
to be suspected of censorship.

Since this is the first report of its kind, and one with great 
possibilities, we are urging you and Alan to get approval from Mort 
Mandel for the entire process as well as for deciding in whose 
name the cover letter goes.

What follows this letter are suggestions for a "cover document" or 
executive summary that could guide Milwaukee's discussions to your 
paper. If you decide to use the executive summary some figures I 
left out obviously need to be plugged in and the summary requires 
editing. I leave resolution of the title-inflation to others.

What do you think?
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I am sending this simultaneously for comments to Alan and Gail as 
well as Mike. Seymour1s remarks are incorporated. I would love for 
Steve to see this and comment too. (Alan could you please forward it 
to him). The key concerns now are as follows:

a. are we making a credible and strong case for addressing the 
personnel issue?

b. are we giving enough data and direction for the leadership to 
know what to do next? How do you (CIJE staff) feel about guiding 
or helping the process along based on these documents?

c. what are the likely responses to the documents? (responses from 
the leadership and from the teachers). Will anyone be so hurt as to 
want to or be able to harm the process we seek —  decisions and 
plans to address the weaknesses?

d. are we giving enough material and hope for the planning process 
to move along?

Assuming everything goes, I would like to recommend that some way 
be found to test this with E.L.Ritz, Dan Bader and the three 
leadership people (Ruth etc...) for comments prior to any further 
steps. Face-to-face would be best. This could produce a lot of 
input as regards likely responses.

If all of this works, assuming no more than minor changes, a 
presentations/release process should be devised with the 
Community (following MLM's approval) The forum for initial 
discussion of the findings should be decided upon. It would be very 
important for you people to be invited together with Alan and CIJE 
staff to do the initial presentations to leadership - together with 
the focus on a discussion/planning/decisions process.

Then a more formal publication can be prepared as well as a 
standard presentation kit (Mort asked for one) with 8-10
dramatically great slides and text. Hopefully the MEF team and
CIJE staff will be the people introducing this to a wider audience 
in Milwaukee, (how does one address the subjects of the study?
invite them to presentation/discussion?). However the kit itself
should empower the Milwaukee leadership to carry the message and 
the discussion further.

All of this while time is of the essence...

This work is really an important step forward.

Warm regards to you all,

Annette
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goals project meetings: proposed anemia

1. clarifications on the ground rules for the project:

- the assignment: to help the cije help the denominations, LC's, and
educational institutions within LC's develop or improve upon their 
goals, begin the process o f moving from goals to practice, get involved 
in a discussion o f the educated je w .

- emphasis in each case is on creating an environment which is conducive 
to a mode o f operation based on consciousness o f one’s goals,
on starting up the process rather than dictating specific methods and 
strategies.

-  goals project /  educated Jew project distinction and interrelation.

-  the movement from formulation o f goals to implementation to evaluation 
and back to formulation is a fluid flowing one rather than a mechanical 
or engineered progression which is not based on an interaction with the 
realities o f the fie ld

-  constraints such as the difficulty in creating concensus around goals, 
motivating teachers to change their ways in order to try out new goals,
etc. are understood as a given; how we propose to deal with such constraints 
is the topic o f our mettings.

- the distinction and interrelation between "substantivegoals” (eg. study Bible 
to achie\׳e an encounter with the transcendant realm) and "instrumental 
goals" (eg. increase the number o f post bar-mitzvah students, students
who undergo the Israel experience).

the need to provide instances and examples in explaining the project

the need to clarify the relationship between the proposed "goals pilot project" 
which lay leaders from LC's would come to Israel for a seminar on goals in 
education, the educated Jew, etc.

the division o f labour issue is related to the conceptualization o f the project
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2. alternative strategies for working with each o f the three audiences
discussion and deliberation:

a) denominations (for background, see SWZDM "preliminary plan")

b) community as a whole (for background, see Gamoran M.E.F. document)

c) educational institutions within the community (for background, see 
SfV/DM "first thoughts in wake o f a simulation ")

d) the pilot project

3. summation o f alternative strategies in preparation for february d ie  staff meeting
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FIRST DRAFT OF ASSIGNMENT TO BE COMPLETED PRIOR TO THE SEMINAR 

INTRODUCTORY WRITTEN ASSIGNMENT

Our seminar will focus on something that is both simple and very difficult: the nature and 
development of adequate goals for Jewish educating institutions and how  to the approach the
effort to realize these goals. But goals do not come out of nowhere. Typically, they are rooted
in our very basic beliefs concerning the kinds of Jewish human beings w e hope to cultivate via 
Jewish education. The Goals Project assumes that Jewish educating institutions need to work 
towards clarifying for themselves a dear and compelling conception or vision of the kind of 
Jewish human being they would like to cultivate. The Goals Project further assumes that the 
starting-point for such efforts is for each of us as individuals to begin clarifying our own  
personal views on this matter.

Please write out your thoughts on the following question;

If you were in charge and had the necessary resources, what would the ideal product of a 
Jewish education look like? That is, towards what should we be educating?

Though there are many ways to approach answering this question, and you are encouraged to 
״  approach it in a way that is'comfortable for you. But we encourage you to approach it not by

listing characteristics but as a novelist might: that is, paint a portrait of this person that makes 
this person come alive and gives the reader insight into the way Judaism enters into the person's 

W  life and enriches that person’s life.. Make this person, in the fullness of his or her being, come
1y alive" for the reader. You might choose to follow this person through a typical week in h is/her

life or use some other device to convey who this person is. You could, for example, offer us a 
. glimpse into that person's diary over a certain period of time; you could describe the person

from point of view of his/her child or spouse -  or whatever. Also, as implicit in the foregoing, 
please feel free to describe a man or a woman - whichever you'd like. Whatever you do, try to 

s ' ,  , make the portrait true to life and consistent with what you believe at this moment in time.

Have fun with the assignment -  and remember that nobody will hold you to anything you say. 
It's simply designed to stimulate some initial reflection on some questions we'll be addressing.

READING ASSIGNMENT

Enclosed are the initial readings for the seminar. They should be read prior to coming to 
the seminar. The readings include a selection from John Dewey's educational writings,d a 
selection from Sam Heilman's DEFENDERS OF THE FAITH, and an article describing a secular- 
Zionist education [the piece Daniel Maromsaidhe^votrid getJ.These readings describe 
educating institutions which are light-years away from each other but are similar in one critical 
respect: all of them are institutions thait are animated a coherent vision of what it is they want to 
accomplish. As you read these articles,►thinking about what these visions are and how they are 
reflected in the institutions that are coirimitted to them.

j * ‘

The third essay, by Professor Moshe Greenberg of the Hebrew University, offers 
Professor Greenberg's views on the ideal product of Jewish education. It is one of several essays 
that has been written within the framework of the Mandel Institute's Educated Jew Project. Each 
of these articles represents a very different perspective on what Jewish education should be 
aiming for. In effect, those writing for this project have been asked to offer their own view s on 
the question w e have you to write on.

Professor Greenberg's essay is offered to you _n£t because it is the last word on any subject but 
because we will be using it to exemplify some important points in the seminar. While 
reflecting on his views may be helpful to you in clarifying your own views on the ideal product 
of a Jewish education, we encourage you to read his essay after rather than before you sketch 
the portrait asked for in the written assignment

-• - - -• ... w.J• 
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towards clarifyin~ for themselves a clear and compellin_g conception or vision of the kind of 
Jewish human being they would like to cultivate. The Goals Project further assumes that the 
starting-point for such efforts is for each of us as individuals to begin clarifying our own 
personal views on this matter. 

/ Please ·wTite out your thoughts on the following question: 

\ If you were in charge and had the necessary resources, what would the ideal product of a 
Jewish education look like? That is, towards what should we be educating? 

Though there are many ways to approach answering this question, and you are encouraged to 
~ approach it in a way that is comfortable for you. But we encourage you to approach it not bv 

~ listing characteristics but as a novelist might: that is, paint a portrait of this person that makes 
~ _IV(>'li~ this person come alive and gives the re.ider insight into the way Judaism enters into the person's 
~~' - ~~ life and enriches that person's life .. Make this person, in the fullness of his or her being, come 

Pr __ ::,;, • .';.J alive" for the reader, You might choose to follow this person through a typical week in his/her 
5''.'> • life or use some other device to convey who this person is. You could, for example, offer us a 
;,.-~ , glimpse into that person's diary over a certain period of time; you could describe the person 
,~~ ~tl from point of view of his/her child or spouse -- or whatever. Also, as implicit in the foregoing, 

• ,,.. please feel free to describe a man or a woman - whichever Y.OU 'd like. Wnatever you do, try to 
/✓ • make the portrait true to life and consistent with what you believe at this moment in time. 

~J·,r,J 
0> ,.~Have fun with the assis-n?'ent - and remember that nobody will hold you to anything you say. 
~ 5fJf>Y It's simply designed to stimulate some initial reflection on some questions we'll be ndarcssing. 

'-f'ffU•· ll' 
READING ASSIGNMENT 

Enclosed are the initial readings for the seminar. They should be read prior to coming to 
the seminar. The readings indude a selection from John Dewey's educational writings,d a 
selection from Sam Hellman's DEFENDERS OF THE FAITH, and an article describing a secular
Zionist education [the piece DanieL~~msaid.l\e-wetrld get].These readings describe 
educating institutions which are light- ears away from eacn other but are similar in one critical 
respect: all of them are institutions th are animated a coherent vision of what it is they want to 
accomplish. As you read these articles> thinking about what these visions are and how they are 
reflected in the institutions that are corrlroitted to them. 11 

----;;, , .~ ~ • ,l_,,,- \.,- .>o' J ~ : ' '. I' ,.J,-1'(, 

, The third essay, by Professor Moshe Greenberg of the Hebrew University, offers 
Professor Greenberg's views on the ideal product of Jewish education. It is one of several essavs 
that has been written within the framework of the Mandel Institute's Educated Jew Project. Each 
of these articles represents a very different perspective on what Jewish education should be 
aiming for. In effect, those writing for this project have been asked to offer their own views on 
the question we have you to write on. 

Professor Greenberg's essay is offered to you JlQ1 because it is the last word on any subject but 
because we v..rill be using it to exemplify some important points in the seminar. While 
reflectin~ on his views may be helpful to you in clarifying your own views on the ideal P.roduct 
of a Jewish education, we encourage you to read his es5c1y ~ rather than before you sketch 
the portrait asked for in the written assignment 

' "" ~ , J.U 
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GOALS PROJECT SUMMER SEMINAR FAX COVER SHEET

TO: Gail Dorph and Barry Holtz (212-532-2646); Ginny Levi ( ); Seymour Fox, Alan Hoffmann,
Daniel Marom. Shn-mel Wygoda
^ - 9 7 2 - 2 - 6 1 9 95^•

FROM: Daniel Pekarsky

Attached you will find:

1. A Revised draft of the summer seminar that takes into account our recent conference call and 
subsequent conversations with some of you. The draft assigns locations for many of the 
sessions, and these should be reviewed by pertinent individuals. In some cases, individuals are 
assigned to sessions — in others, the names of leaders of sessions remain to be filled in.

2. A summary of the kinds of projected session (large group, small group, etc.), so as to 
faciliTate dividing up facilitation-tasks. This, as well as effort to assign one of us to each 
participant individually, still needs to be accomplished. I don't know that I am the best person 
to make some of these assignments; this will need to be discussed.

3. A  draft of the pre-seminar assignment that each participant will be asked to do in preparation 
for the seminar.

4. A list of questions ־ some more difficult than others ־ concerning the Goals Project agenda 
that 1 believe we need to be able to address compellingly as we prepare for the seminar. The 
questions reflect the viewpoint of a skeptic inquiring into the logic of the Goals Project They 
reflect issues intimated or explicitly raised by people I've spoken with. I believe that they can be 
meaningfully addressed - in some cases in more than one way. I would be grateful if, 
individually or collectively, you could give them thought ana then suggest what you believe to 
be the soundest answers.

TWO ADDITIONAL POINTS

A. Please note that each day will begin with a review of the preceding day's proceedings. At the 
end of each day, I -־ or after a couple of days someone else -  will draft a summary of tne events, 
issues, questions, and discussions that had made up that day. This summary will be reviewed  
by participants in the first half-hour of each session; they will have the opportunity to fill in the 
record, to correct misinterpretations, and to ask for clarifications. These summaries will help 
give people a day-to-day sense of what they have been accomplishing; they will focus 
everybody's attention at beginning of each day, providing a bridge from one day to the next; 
and the wall offer us, at the end or the seminar, a full summary or where w e have gone and what 
w e’ve accomplished. I intend to bring a lap-top with me, programmed to WordPerfect. We will 
need to arrange for someone early each morning to pick my disc and to print out and copy the 
summary.

B. I continue to be troubled by the extraordinarily varied levels of sophistication among the 
participants in the seminar. People are coming a long way, and I worry that a conversation that 
w ill seem new and exciting to some will prove "old-nat" or simplistic to others. I am also 
concerned that some of the less sophisticated individuals will feel intimidated, overwhelmed by 
some of their more knowledgeable peers. This could be ruinous, I think. Perhaps the key to 
solving this problem is to be very clear concerning who we are trying to address in this
seminar, and what the point of attending is for different categories ot participants. It is, 
however, not enough that wc be clear about such matters — it is also critical that the participants 
be clear about this; and this means that they have to be talked with prior to the seminar. While 
Gail I have agreed to meet with some of the people coming from local communities for this 
purpose, others are probably better situated to talk through these matters with the other 
categories of participants concerning their role in the seminar. But prior to such conversations, 
w e ourselves may need to get clearer about these matters.

&
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GOALS 'f1ROJECT SUMMER SEMINAR FAX COVER SHEET 

); Seymour Fox, Alan Hoffman~ 

FROM: Daniel Pekarsky 

• Attached you will find: 

1. A Revised draft of the sum.mer seminar that takes into account our recent conference call and 
/ . .A subsequent conversations with some of you. The draft assigns locations for many of the 

, \~.>)4"1''JI sessions, and these should be reviewed by perti.nenl individuals, In some c.ases, individuals are 
Q»~ · assigned to sessions - in others, the names of leaders of sessions remain to be filled in, 

~& 2. A summ~ of the kinds of projected session (large group, small group, etc.), so as to 
J-,vJY faclllTate div1dlng up .facilitahon-tasks. This, as well as effort to assign one of us to each 
~ ~ participant ind.iviaually, still needs to be accomplished. I don't know that I am the best person 
~ ,£ to mal<e some of these assignments; this will need to be discussed. 

~ _ .. \, 3. A draft of the pre-seminar assignment that each participant will be asked to do in preparation 
~".-.; for the seminar. 

~ y\~ 
~ g#~ 
~ 

4. A list of questions- some more difficult than others - concerning the Goals Project agenda 
that I believe we need to be able to address compellingly as we prep(_lre for the seminar. The 
questions reflect the viewpoint of a skeptic inqwring into the logic of the Goals Project They 
reflect issues intimated or explicitly raised by people I've spoken with.. I believe that lhey can be 
meaningfully addressed - in some cases in more than one way. I would be grateful if, 
individually or collectively, you could give them thought ana then suggest what you believe to 
be the soundest answers. 

TWO ADDITIONAL POINTS 

) 

A. Please note that each day will begin with a review of the preceding day's proceedin$~- At the 
end of each day, I - or after a couple of days someone else - will draft a summary of tne events, 
issues, questions, and discussions that had made up that day. This summary v.'ill be reviewed 
by participants in the first half-hour of each session; the_Y, will have the opportunity to fill in the 
record, to correct misinterpretations, and to ask for clanficatioru.. Tiiese summaries will help 
give people a day-to-d."3.y sense of what they have been l!ccomplishing; they will focus 
everybody's attention at beginning of each day, providing a bridge from one day to the next; 
and the v,rill offer us, at the end or the seminar, a full summary or where we have gone a;:id what 
we've accomplished. I intla!ntl to bring a lap-top with me, programmed to WordPerfect. We will 
need to arrange for someone early each morning to pick my dlsc and to print out and copy the 
summary. 

B. I continue to be troubled by the extraordinarily varied levels of sophistication among the 
participants in the seminar. People are coming a long way, and J worry that a com,er.sation that 
v:ill seem new and exciting to some will prove ''old-hat" or simplistic to others. 1 am also 
concerned that some of the le~ sophisticated individuals will feel intimidated, overwhelmed by 
some of their more knowledgeable peers. This could be ruinous, I think. Perhaps the key to 
solving this problem is to be very clear concerning who we are trying to address in this 
seminar, and what the point of attending is for different categories ot participants. It is, 
however, not en<?ugh that_~ be clear aoout such matters - it is ~lso c~itical fhat the participantR 
be clear about thIS; and this means that they have to be talked with pnor to the seminar. While 
Gail I have agreed to meet with some of the people coming from local communities for thiB 
purpose, others are probably better situated to talk throuin these matters with the other 
,categories of participants concernlt'lg their role in the semmar. But prior to such conversations, 
we ourselves may need to get clearer about these matters. 
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CIJE SUMMER SEMINAR ON GOALS, Jerusalem, Israel, July 1994
PROJECTED DAY-BY-DAY SCHEDULE (Internal Draft, including more detail than w ill need to 
go out with the "official" schedule)

DAY 1

AM (9-12) INTRODUCTORY SESSION (Led by Hoffmann, Fox, ,Pekarsky)

Words of Welcome ( Hoffmann, Fox, and Pekarsky)

Introductions. Each of the participants will be asked to introduce himself/herself. The 
introduction will include; where they're from, their work in Jewish education, and their answer 
to a question (yet to be determined) that will help give people a feel for one another and put 
people a bit ease.

Getting Started (Pekarsky) (a־f below)

a. Ground-rules for the seminar; making the most of the group's diversity through creating an 
environment that encourages thoughtfulness and honest give-and-take; reviewing daily 
summaries at beginning of each day; various administrative matters.

b.Problem-statement: statement of the problem that gives rise to the Goals Project, with 
attention to the fact that similar problems haunt general education.

c. Overview of seminar-agenda, with attention to organizing question, issues, and activities.

d. The concepts of "vision", "vision'-driven, "goals" in the context of the Goals Project.

e. An explanation of the importance of people thinking through their own "personal visions" of 
what Jewish education should be striving for.

f. Hoped-for outcomes of the seminar 

LUNCH 12-1

Perhaps w e should be encouraging participants to sit with people that they do not know as a 
way of beginning to establish a comfort-level among the participants,

PM (1-5) VISION-DRIVEN INSTITUTIONS: GIVE ME A "FOR INSTANCE!״

1-2:30 THE DEWEY SCHOOL (Pekarsky)

In this session, Daniel Pekarsky will try to do two things: a) to make Dewey's vision-driven 
institution come alive qua vision-driven institution by identifying elements of the vision, their 
reflection in the culture and curriculum of the school, and some of the principles at work in the
movement from vision to educational design; b) in so doing, identify certain formal 
characteristics that are essential features o f  a vision-driven educating institution. This list of 
features will be usable by them in the second and third parts of the afternoon's sessions.

2:30-3:45 ANALYZING TWO VISION-DRIVEN INSTITUTIONS (a)

Participants will break into 4 facilitated groups, two of which willJmalyZej the school described 
by Heilman, two of which will l&xarniri$ the secular-Zionist vision-cfHven institution (that Daniel 
Marom will identify for us). Participants will use the categories and questions framed in
Pekarsky's session concerning Dewey. There will b a sheet or grid identifying these categories 
and questions. The challenge in this session is to become very clear about the way the 
institution being looked at is vision-driven. ,

3:45-4:00 BREAK ^

4-5:15 ANALYZING TWO VISION-DRIVEN INSTITUTIONS (b)
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CIJE SUMMER SEMINAR ON GOAI.S, Jerusale~ Israel, July 1994 
PROJECTED DAY-BY-DAY SCHEDULE (Internal Draft, including more detail than will need to 
go out with the "official" schedule) 

DAYl 

AM (9-12) INTRODUCTORY SESSION (Led by Hoffmann, Fox,(ekars~) 

Words of Welcome ( Hoffmann, Fox, and Pekarsky) 

Introduction:;. Each of the participants will be asked to introduce himself/herself. The 
introduction ·will include: where fhey're from, their work in Jewish education, and their answer 
to a question (yet to be determined) that will help give people a feel for one another and put 
people a bit ease. 

Getting St.arted (Pekarsky) (a-f below) 

a. Ground-rules for the seminar; making the most of the group's diversity through creating an 
environment that encourages thoughtfulness and honest give-and-take; reviewing daily 
sum.mc1ries at beginning of each day; various administralive matters. 

b.Problern-statement: statement of the problem that gives rise to the Goals Project, with 
attention to the fact that similar problems haunt general education. 

c. Overview of seminar-agenda, with attention to organizing question, issues, and activities. 

d. The concepts of "vision", "vision"-driven, ''goals" in the context of the Goals Project. 

e. An explanation of the importance of people thinking through their own "personal visions" of 
what Jewish education should be striving for. 

f. Hoped-for outcomes of the seminar 

LUNCH 12-1 

Perhaps we should be encouraging participants to sit with people that they do not know as a 
way of beginning to establish a comfort-level among the participants. 

PM (1-5) VISION-DRIVEN INSTITUTIONS: GIVE ME A "FOR INST ANCEi" 

1-2:30 THE DEWEY SCHOOL (Pekarsky) 

In this session, Daniel Pek.arsky will try to do two thin$s: a) to make Dewey's vision-driven 
institution come alive ~ vision-driven institution by identifying elements of the vision, their 
reflection in the culture and curriculum of the schoo[ and some of the princi_eles at work in the 
movement from vision to educ«tional design; b) in so doing, identify certain formal 
characteristics that are essential features of.a vision-driven educating institution. This list of 
features \.\rill be usable by them in the second and third parts of the afternoon's sessions. 

2:30-3:45 ANALYZING 1WO VISION-DRIVEN INSTITUTIONS (a) 

Participants will break into 4 facilitated groups, two of which will1malyz~ Lhe school described 
by Heilman, two of which willk?<ami~ the secular-Zion.1st vision-driven m.c;titution (that Daniel 
Marom will identify for us). Participants will use the categories and questions framed in 
Pekarsky's session conceming Dewey. There will b a sheet or grid identifying these categories 
and questions. The challenge in this session is to become very clear about the way the 
institution being looked at is vision-driven. . . 

1 . . ~ .,.-.. ,,. ... .Jr ... ~ ~ #.a:., '--i ? ~ 5 ~ ? 
3.45-4.00 BREAK t1 or "' ,,H,b,S-~rtt,..-l . 

4-5:15 ANALYZING TWO VISION-DRIVEN lNSITflJTfONS (b) 
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In this session, participants will break up into new sets of four groups, except that this time one 
half of each group will be made up of the Heilman-students and half will be made up of the 
secular-Zionist students. Their job will be to teach each other about the w ays in whicn ”their" 
institution is vision-driven.

NOTE: both sets of small groups will need to be facilitated, and some process will need to bp 
devised for deciding who should go into what group.

5:15-5:30 CLOSURE ON THE DAY, PREPARE FOR THE EVENING ACTIVITY 

BREAK (5:30 - 6:45)

DINNER (6:45-7:45)

EVENING PROGRAM (8-9:30) SHARING "PORTRAITS"

In preparation for the seminar participants have all written up ”portraits" of the kind of person 
they w ould like to educate towards, i.e., their own ideas about tne ideal product of a Jewish 
education. In this session, they will have a chance to speak about these portraits. Here's how  it 
will work.

a. In groups of no more than 5 they will gather over fruit, coffee, or wine in an informal setting 
to share with one another how they have approached this assignment. The facilitator w ill stress 
the following
ground-rule: although participants are encouraged to ask one questions designed to clarify the 

] !nature of the portrait, participants are ngj to critique or call into question the portraits that are 
\ !presented.

b. In the second part of the exercise, the facilitator wall ask members of the group to clarify
 and/or develop their portraits further via the following kinds of questions: i) how would the ״

person you've described explain to us the ways in which Judaism enriches or adds meaning to 
“ is/her life? How would this person answer the "Why be Jewish?" question? 2) How would the 

" PerSon you’ve described explain the place of Israel and / or Mitzvot, an d /or God, and/or Torah 
■ in h is/her outlook and way of life?

Note: there is a need to break people into groups and to assign facilitators to each. The intent in 
this session is to establish a very relaxed, exploratory, thoughtful atmosphere, one that allows 
for candor and for uncertainty. Which of the questions is pursued, and in what depth, will 
depend on what's comfortable for the facilitator and what seems comfortable to members of 
each group. This session is informed by the assumption that participants need to begin 
inquiries about guiding vision by struggling with their own — both alone and together. It is 
also informed bv the assumption that tnev need to recognize that the vision of Tewish existence 
that informs the efforts of Tewish educators must be one that will be found personally 
meaningful (on a variety of levels) by individuals who come to embody this vision. Hence the 
importance of asking the question: How would the person described in your portrait explain
the important role that ludaism plays in his/herHfe

DAY 2 J
AM
9-9:30 Review summary of yesterday's proceedings. ^  .1

A chance to read the protocol, to note omissions, correct misinterpretations, ask for 
clarifications.

9:30-10:30 PREPARING FOR GREENBERG (a)

Participants will break into small text study groups (no more than 4 or 5 per group), led by 
someone who is a gifted text teacher. The taslc is to study a representative Classical Text in 
which some of Greenberg’s ideas concerning an educated Jew are grounded. While 
understanding Greenberg is one of the goals of this session, so is having a genuinely meaningful

dp:rlc:\dp\efp\ pnultrrt

In this session, participants will break up into new sets of four groups, except that this time one 
half of ea~ group v.·ill be ma~~ up o! Hie Heilman-students and half will be made up of the 
serular-Z1omst sfudents. Their JOO win be to teach each other about the ways in which "their" 
institution is vision-driven. 

NOTE: both sets of small ~roups will nee.d to be facilitated. and some process will need to be 
devised for deciding who should go into what group. 

5:15-5:30 CLOSURE ON THE DAY, PREPARE FOR THE EVENlNG ACTIVITY 

BREAK (5:30 - 6:45) 

DINNER (6:45-7:45) 

EVENING PROGRAM (8-9:30) SH:ARING "PORTRAITS" 

ln preparation for the seminar participants have all written up ''portraits" of the kind of person 
they would like to educate towards, i.e., their own ideas about the ideal product of a Je\o\·ish 
education. In this session, they will have a chance to speak about these portraits. Here's how it 
will work. 

a. ln groups of no more than 5 they will gather over fruit, coffee, or wine in an infonnal setting 
to share •with one another how they have approached this assignment. The facilitator will stress 
the following 

.\1ground-rule: although participants are encouraged to ask one questions designed to clarify the 
~"U/" nature of the portrait, participants are llilt to critique or call into question the portraits that are 

I pr~sented. 

b. In the second part of the exercise, the facilitator \-\rill ask members of the group to clarify 
and/ or develop their portraits further via the following kinds of questions: i) how would the 
person you've ciescribed exl'lain to us the waxs in which Judaism enriches or adds meaning to 
his/her life? How would this person answer the "Why be Jewish?" question? 2) How would the 
person you've described explain the place of Israel and/ or Mitzvot, and/ or God, and/ or Torah 
m his/her outlook and way of life? 

DAY2 
AM 
9-9:30 Review summary of yesterday's proceedings. 

A chance to read the protocol, to note omissions, correct misinterpretations, ask for 
clarifications. 

9:30-10:30 PREPARING FOR GREENBERG (a) 

Participants will break into small text study groups (no more than 4 or 5 per group), led by 
someone who is a gifted text teacher. The tas1<. is to study a representative Oassical Text in 
which sum~ of Greenberg'~ ideas concerning an ~ucated Jew ~re gr,.Oiinded. Whi~ 
understanding Greenberg 1s one of the goals of this session, so IS having a genuinely meaningful 
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encounter with the text (something that not everyone in this group may have had in the past). 

NQteiihgrg is a need to divide people into croups and to assign a text-teacher to parh p-mnp 

10:45-11 BREAK

PREPARING FOR GREENBERG (b) ־12:15 11

In small groups of approximately 4 or 5 (perhaps the same groups they worked with in the 
previous session ana guided by the same facilitator), participants will work towards an 
understanding of Greenberg's vision. Facilitators will organize the discussion along thee lines: i) 
identification of the major ideas; ii) analyze Greenberg's view using some of the questions 
employed in the small after-dinner groups the night before; iii) development of some questions 
to be asked of Professor Greenberg.

LUNCH (12115-1:15)

1:15-3:15 A CONVERSATION WITH PROFESSOR GREENBERG

Professor Greenberg will be asked to make some introductory comments that get at the central 
points in his position, and there will then be an opportunity for participants to engage him in 
dialogue concerning his position. If things start slow, or hit 10g-)ams, Daniel Marom or 
Seymour Fox, both of whom know Professor Greenberg and his work extremely well, will move 
in to m ove the conversation ahead.

3:15-4:00 DYADIC INTERLUDE

Following the discussion with Professor Greenberg, participants will break into pairs or 
possibly threesomes (Need to decide basis for pairing, if any) to share and explore personal 
reactions (concerns, insights, questions, etc.)
prompted by the encounter with Greenberg and his ideas. How their own views differ from 
and/or resemble Greenberg's might be central to this conversation. They are. encouraged to 
leave the building and go for a nice walk or find a nice quiet, comfortable place to sit and talk.

4:15-5:45 ALTERNATIVES TO GREENBERG

In this session, participants have a chance to listen to one or more individuals representing 
views very different from Greenberg's. Brinker is one possibility, but if he is the only one, I am 
somewhat concerned about whether his presuppositions will seem somewhat remote from 
those of the Diaspora-based participants. Twersky's view is also a possibility, but here I am  
concerned about tilting the seminar too far "too the Right", particularly since w e will be going to 
visit Rabbi Lichtenstein. My instinct is to invite someone like Mike Rosenak or Paul Mendes- 
Flohr to represent someone like Buber's vision of the kind of person we should be striving for in 
Jewish education. The presenter should be familiar with the Greenberg piece and able to show  

^now Buber's position differs on key points.

This might also be a session in which representatives of different denominational 
groupings explain how their respective visions resemble and differ from Greenberg along 
certain critical dimensions.

 Note 1: both these matters -  which alternatives to Greenberg: should be considered 
and what role, if any, the denominational poups should play in this process need to be decided.

vNote 2: i t  may be that the "Dyadic/Triadic Interlude" should follow rather than precede the 
session entitlki "Alternatives to Greenberg".

BREAK 5:45-6:30 

DINNER 6:30-7:30
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encounter ¼'1th the text (something that not everyone in this group may have had in the past). 

Note; there i.s a need to djvide :people into ~roups and to assign a text-teacher to et\ch g:rm1p, 

10:45-11 BREAK 

11-12:15 PREPARING FOR GREENBERG (b) 

1n small groups of approximately 4 or 5 (perhaps the same groups they worked with in the 
previous session and guided by lhe same facilitator), participants will work towards an 
understanding of Greenberg's vision. Facilitators will organize the discussion along thee lines: i) 
identification of the major ideas; ii) analyze Greenberg's view using some of the questions 
employed in the small after-dinner groups the night oefore; iii) development of some questions 
to oe asked of Professor Greenberg. 

LUNCH (12.:15-1:15) 

1:15-3:15 A CONVERSATION WITH PROFESSOR GREENBERG 

Professor Greenberg will be asked to make some introductory comments that get at the central 
?Oints in hi.s position, and there will then be an opportunity for participants to engage him in 
aialogue concerning his position. If things start slow, or hit log-,ams, Daniel Marom or 
Seymour Fox, both of wtiorn know Professor Greenberg and his work extremely well, will move 
in to move the conversation ahead. 

3:15-4:00 DYADIC INTERLUDE 

FollowinO' the discussion with Professor GreenberQ, participants will break into pairs or 
possibly threesomes (Need to decide basis for pa.inn&, if any) to share and explore personal 
reactions (concerns, insights, questions, etc.) 
prompted by the encounter with Greenberg and his ideas. How their o,...,n views differ from 
and/ or resemble Greenberg's miiht be central to this conversation. They are encouraged to 
leave the building and go for a mce walk or find a nice quiet, comfortable place to sit and talk. 
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1n this session, participants have a chance to listen to one or more individuals representing 
views very different from Greenberg's. Brin!ser is one possibility, but if he ls the only one, I c1m 
somewhat concerned about whether his presuppositions will seem somewhat remote from 
those of the Diaspora-based participants. Twersky's view is also a possibility, but here I am 
concerned about tilting the seminar too far "too the Right", particularly since we will be going to 

0 
visit Rabbi Lichtenstein. My instinct is to invite someone lil<e Mike Rosenak or Paul Mendes-

<,ib flt .., Flohr to represent someone like Buber's vision of the kind of pen.on we snould be striving for in 
c.),:.~( fewish education. The presenter snould be familiar with the Greenberg piece and able to show 

,_,:-~s-""now Buber's position differs on key points. 

~ This might also be a session in which representatives of different denominational 
groupings explain how their respective visions resemble and differ from Greenberg alohg 
certain critical dimensions. 

Note 1: both these matters-- which alternative:- to Greenber~ should be considered 
and what role, if anv. the denominational groups should plav in this process need to be decided. 

<. Note 2: )It may be that the "Dvadic/Triaclic Interlude" should follow rather than precede the 
s~on entitled "Alternatives to Greenb@rg". 

BREAK 5:45-6:30 

DINNER 6:30-7:30 
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Dear Seymour:

I'm holding anything we have to talk about for after MLM's 
visit, excepting things which are urgent.

1. Goals project seminar: Conference call was productive
despite being poorly planned. Alan was unreachable, and 
himself did not even manage to fully read Dannyיs document. 
The critique on Danny Pekarsky's emphasis on letting 
participants formulate personal visions and on the overly 
linear conception of moving from vision to practice followed 
complements from Barry and Gail on these aspects. Danny's 
response to our response was basically to provide a polite 
version of an ultimatum: either his way or somebody else 
reconceptualize the whole thing. We argued these points out 
till they were put on ice and then we moved on to each 
specific session. What emerged was really the nomination of 
a leader for each session whose job it would be, after 
hearing comments and consulting with others, to develop for 
next week a much more detailed conception of their session. 
Danny demanded the opening day in which vision is introduced 
and exemplified through Dewey and Jewish examples (what is 
your response to his request for the continuity paper?). I 
was given Greenberg day and a half. You were given half day 
for Ramah example. Shmuel was given the Lichtenstein visit 
(Elul was not cancelled out, but was put in second place). 
It was decided to apportion some time each day for the 
ongoing conversation about what all this means for CIJE 
communities (I mentioned to Alan that he might want to take 
the responsibility for this, but he thinks it may be more 
appropriate for Gail).

At the end it was agreed that each session leader would 
prepare and circulate at document by the next conference 
call, which will be on this Wednesday night at 10:00 PM after 
the event at the SEL. Enclosed please find my latest draft of 
my work on this topic. Besides reconceptualizing the 
Greenberg day, I took the liberty of suggesting that the half 
day on translation and the half day including your Ramah 
piece both be part of a whole unit on ״elements and aspect of 
working towards vision based practice" (including reports 
from reps of denomination, principal of school, etc. on what 
it would mean or has meant to develop vision/vision based 
practice in their settings). All this is an attempt to 
reconceptualize the seminar from within (the first unit is 
much more detailed than the second), at least where we are 
running the sessions.

If you have time to read and comment on these documents, 
please let me know what you think, so that I can prepare the 
final draft on Tuesday.
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2. Greenberg: I spoke with Greenberg about the goals
seminar. Since they extended the semester to July 14, he 
will not be available for the Monday the 11th, for which he 
was planned. Tuesday the 12th will be OK. This changes a 
bit of the flow of the seminar, but it seems that we have no 
choice.

He asked me about what was being done about the 
transcripts of his meetings at the SEL. I reported to him 
that, following his suggestion, I had already reedited the 
transcripts according to topics, and was preparing a proposal 
of how these selections may be inserted into his original 
paper (which is what I have indeed done). I told him that I 
was almost ready, but that we had a board meeting next week, 
and that I would get back to him in two weeks. I asked him 
if there was anything we could do for him and he said no. 
(By the way, I checked out SEL payments to him and Brinker. 
Each got payed 260 shekels an hour bruto - Brinker for 8.5 
hours and Greenberg for 7. These figures do indeed take into 
account all the in between time which they gave. Now I111 
check about the fellows too).

3. Twersky visits With your permission, I would like to go
ahead in setting up the appointments and educators י seminars
(including SEL students). I will work out MI appointments 
with Suzzana and Sarah. In order to move ahead on seminars, 
however, you wanted for us to first secure Michael Gal 
permission to get SEL students for 24th and 28th of July. 
Please let me know if you want me to do this or whether you 
would prefer to speak to Gal on your own.

4. Michael Meyer: You will recall that Meyer asked us to
get back to him as soon as possible regarding the Harvard 
dates. His fax changed his original commitment and said that 
"the best period for me" will be between August 10 and 21st 
(too early for Scheffler?). Please let me know if you have 
any suggestions for me to offer Meyer.

Be thankful that I did not stick in pile of materials which 
are collecting for your "Shabbat reading."

Shabbat Shalom,

Danny

P.s. Doctoral research is going slowly but surely. Early 
Zionist thought is a gold mine for the educated Jew project.
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Dear Danny:

The following is a set of notes on your proposed schedule for 
the goals project seminar in Jerusalem this summer. The 
notes summarize the conversation between Alan, Seymour, 
Shmuel and myself as regarding your document. The comments 
relate directly to the content, not to questions of the 
breakdown and ordering of sessions:

GENERAL: We felt that there were three kinds of frameworks 
that are necessary for this seminar: plenum; small groups; 
and probably one to one staff-participant meetings. We 
thought that we should divide up the responsibility for each 
one of the plenum and small group sessions as well as for 
each participant. This should be one of the topics for a 
conference call between you, Barry, Gail and the four of us 
here in Israel.

DAY 1: FIRST SESSION: "The origins and presuppositions of
the Goals Project" - "What we mean by vision": We need to
make sure that we all generally have a similar understanding 
of this point - its content, technicalities, the issues it 
raises, etc. (what we discussed at the consultation meeting 
with you in Israel). This probably applies to‘ the whole 
introduction to vision. This should be one focus in our our 
conference call.

1 1M sztfoctLP£fPe%ffirTy/1Pt-fr5 
1: SECOND SESSI01DAY L. 11WHAT DO VISION-DRIVEN INSTITUTIONS 

LOOK LIKE?": Excepting Heilman, all the examples are from pfa) 
general education. Jewish examples exist from the world of 
yeshivot, 7,i_onist education, and American-Jewish /education.
We thought that we should be h i g h l i g h t i n g —> rr/7. A
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DAY 2: FIRST SESSION: PREPARATION FOR GREENBERG: We thought
that this is the framework in which Jewish texts could be 
studied by the participants. The texts would be those upon 
which Greenberg bases his paper. We could do this with our 
own staff.
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DAY 2: THIRD SESSION: PART ONE: "ALTERNATIVES TO GREENBERG":
Greenberg will provide the participants with a live 
opportunity to learn a vision from the inside. We thought 
that our goal, however, should be to present Twersky's and 

U.I V* ~ ĵ ftffcrinker ׳ s conception as well - except that here the 
^g^jveparticipants could be given a straightforward summary. By 

the end, the participants could have some understanding of 
three alternatives.
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DAY 3: FIRST SESSION: IMPLICATIONS OF GREENBERG FOR PRACTICE 
(INCLUDING HOMEWORK ASSIGNMENT FROM NIGHT BEFORE): Based on
prior^ experience with educators groups, this seemed to us to 
mostlikely be beyond the scope and capacity of our
participants at this stage. On the other hand, we thought
that the discussion of implications can and should be 
presented straightforwardly for all three conceptions. This 
would be a major part of the participants' understanding of 
the alternative conceptions. ^

DAY 3: SESSION TWO AND DAY 4: FROM VISION TO REALITY: The
point about overemphasizing the Conservative movement is 
critical. It appeared to us to rule out using the Ramah 
example. On the other hand, we understood the need to justify 
the seminar being in Israel and to inspire through real live ך 
examples is important. Though Hartman does inspire, a vi^ir 
to his institution will not demonstrate how one mov§s from ^
vision to practice. Instead of Pardes, it may be more r-- -
effective to visit Rabbi Lichtenstein's __Yesfiiva, Rut *rUUM
Calderone's Elul (beit midrash for secular and orthodox men* 
aTTd~wolne rPto study together; Rut is a fellow at the School 
for Educational Leadership), or visit an Orthodox Kibbutz.
We thought that we need to consider the possibilities here 
carefully.

DAY 5: We felt that the content of this whole last part of
the seminar should be determined by the answer to the 
question: "what do we want the participants to be able to do
when they leave the seminar?" As we understood it, their 
task would be to go back to their communities, bring their 
constituents to the realization of how important it is to /'• 
undertake goals development, and draft the representatives of 
these institutions (at least one lay, one administrative, and 
one educator) into the local goals seminars which will take 
place a few months later (with the prospect of participating 
in the coalition at the next stage - though its number of 
members will be limited).

We considered this aspect to be critical to the success 
of the seminar and thought, therefore, that it should be 
given appropriate time and effort. We thought that in order 
to undertake an effort in this direction, it would be 
necessary to figure out what kind of exercise could enable 
the participants to play their post-seminar role effectively 
(the educators who participate in the seminar may have an 
important role here in telling how this could work in their 
institutions). Also, we thought that it would be important 
to check that the list of participants has a "core group" 
from each community which could undertake this assignment.
All these reflect back on what we set out to do in the 
earlier sessions. The participants have to understand enough 
about vision to be able to effectively ask/invite their 
constituents to join in. That is, they would understand that
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institutions in their communities should be be 
invited/required to present their goals and that, having 
done so, be prepared to evaluate their practice in the light 
of these goals and reexamine their goals in light of ideas 
such as those which emerge from conceptions of the educated 
Jew.

I will get Abby to get in touch with you in order to set 
up the conference call.

•Sincerely,

Daniel
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Dear Seymour

Enclosed please find my summary on the theory of the
goals project. The assignment, as I understood it was to
summarize our ongoing deliberations on this subject, 
particularly at the meeting which we held with Shmuel Wygoda 
just before passover and at the meeting which we held alone
just after the holiday (I saved the large sheets on which you
wrote some of the basic points of your conception at that 
meeting). This was to be an internal summary, written as if 
you were to be the audience.

As I began to undertake this assignment, it became clear 
to me that our deliberations had been based on a larger 
theory on tire development and use of goals in education and 
that the educated Jew and the goals project were different, 
though interrelated, entry points into the same discussion. 
At that point, it occurred to me that the summary would be 
clear if it began with the larger picture and moved from 
there to the specific theory behind the educated Jew and the 
goals project (including the understanding of how these two 
projects are interrelated). This would then provide the 
basis for Shmuel to summarize his understanding of how this 
would play itself cut in lead communities.

The challenge of this summary, as I saw it, was to
commit myself to an understanding of the larger theory and
then to use the terminology of that theory in order to 
accurately describe the projects (I therefore bolded "key 
words" throughout the document). Though I am sure that there 
are missing elements and awkward formulations (as is my habit 
to devise) I found this challenge to be very useful.

First, it forced me to begin making explicit what has 
been implicit in many of our deliberations. I felt as if 
this is a more accurate description of the larger conception 
than that which I wrote for you in my first draft of the
opening chapter fox־ the publication. From this document, one
should have a better understanding of the difference between 
our conception of goals and that which reigns in the field. 
Second, as I wrote I sensed how the pieces really do begin to 
fit together. Finally, I found it useful in clearing the 
path for a discussion on how to move from theory to practice.

I have given this document over to Shmuel and he is
digesting it. Though he finds the first part to be somewhat 
unclear, we are in agreement about the issues involved in 
moving from the theory of the goals project to its practice.
(I have summarized some of these issues on the last page of
the summary). He is now working on the preparation of a 
document which summarizes our deliberations as they relate to 
the practical aspect of the project.
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I hope that you find it useful in preparation for your 
meetings with Mort. In every case, I assume that it will
provide a basis to make corrections and thereby further
sharpen our unaerstanding of what we are talking about and 
what needs tc be done (add another tick for the sweat factor 
barometer).

I spoke to Greenberg about May 5th (As usual, Brinker is 
hard to reach; still working on Mike too). As it turns out, 
that day is no good for him. He suggested the Thursday the 
6th after 4:30 or Friday the 7th any time. After going over 
your calendar with Suzzanah, it appears that Friday at 9:00 
is a good time. I await your approval. By the way, did you
know that Greenberg's mother died? He told me that they kept
i t qu i et.

I have enclosed at the end of this transmission a copy 
of an outstanding though awesome piece of evidence for 
Schwab's inquiry into the educational use of the substantive 
structures of various disciplines. As I was reading a book 
by the Italian Jewish chemist, Primo Levi, on his experiences 
in concentration camp, I noticed that he was, in essence, 
describing how what he had learned from his particular study 
of chemistry had helped him survive. This was given as an 
example of his counterclaim to the theory of Jean Emery, who 
argued in "The Limits of the Mind" that being an intellectual 
put one in a disadvantage in the struggle for survival in the 
c snips.

Pig^se send warm regards to Felix and Mort. As always, I

I hope ~hat you find 1t useful 1n preparation for your 
meetings ;;1th Mort. In every case, I assume that it will 
provide a ba~1s to make corrections and thereby further 
sharpet our unaarstanding of what we are talking about and 
what r.eecs tc be done (add another t1ck for the sweat factor 
barometer). 

I spoke to Greenberg about May 5th (As usual, Brinker is 
hard to reach; 3till working on Mike too). As it turns out, 
that day is no good for him. He sugge sted the Thursday the 
bth after 4:30 or Friday the 7th any time . After going over 
your calendar Hith Suzzanah, it appears that Friday at 9 : 00 
is a good time . I awa i t your approval . By the way, did you 
kno;.J that Greenberg's mother d ied? He told me that they kept 
1t quiet. 

I have enclosed at the end o f this tra n sm1ss1on a copy 
of an ~utstanding though a wesome piece of evidence for 
Schwab's 1nqu1ry into the educational use of the substantive 
structu1es ot various disciplines. As I was reading a book 
by the Italian Je~iish chemist , P ri mo Lev 1 , on his experiences 
in concer.trat.or. camp, I noticed that he was, in essence, 
describing how what he had learned f r om his particular study 
of chemistry had helped him survive . This was given as an 
example of his counterclaim to the theory of Jean Emery, who 
argued in ''The Limits of the Mi nd" that being an intellectual 
put one in a disadvantage in the s t r uggle for s u r vival in the 
camps. 

P!e'lilSE send warm regards to Felix a n d Mort. As a l ways, I 
am ·-=J•, "7-:>Ur~. 



FIRST THOUGHTS IN WAKE OF A GOALS PROJECT SIMULATION

SHMUEL WYGODA/DANIEL MAROM

After simulating a discussion between the Milwaukee Jewish Day School (Liberal) and 
the MI/CIJE on the basis o f the fourth draft o f its. "HEBREW/JUDAICA M ISSION 
STATEMENT (3/9/93)" (appended to this document), we have arrived at the 
following set o f first thoughts on the goals defining process in lead communities::

1. The process o f defining or redefining goals involves thorough and painstaking 
delineation o f general aims into operative and evaluable directives (eg, the goal o f 
commitment to Medinat Yisrael" would have to be refined in terms o f what attitudes, 
behaviors, and skills are specifically meant by "commitment" and by what aspects o f 
modern Israel are specifically meant by "Medinat Yisrael." Whether because o f its 
demand for institutional integrity and arduous effort work or because o f its implications 
for the reorganization o f everyday life in the school, this process can be very 
threatening.

2. The goals defining process demands facilitation by an outside expert/s. The 
facilitator/s role would be to guide the process through asking questions, making 
distinctions and posing suggestions until it has produced goals statments which are

- agreed upon by the various players in the school's leadership (lay, administrative, pro, 
parents, etc.)

are capable o ־ f being implemented by the school's staff (with appropriate in-service 
training if necessary and available)

- can be evaluated.
*

Though the facilitator/s would have to "translate" the concerns and understadings o f 
each o f the players in the goals defining process, it would not be the facilitator/s's role 
to shape school policy in any way. Similarly, though the need for clarity would 
necessarily involve inquiry into issues o f priority and value, the facilitator/s would not 
attempt to raise the level o f discourse on goals to the level sought out in the papers on 
the educated Jew.

3. A school's statement o f general aims (as in the appended Milwaukee Jewish Day 
School "mission statement) can be a useful starting point if it reflects, even in a very 
general way, something o f an authentic vision. Honest nuances in such a document 
can be "exploded" into a series o f specific questions, clarifications, and differentiations 
which are necessary for the definition o f goals (eg. the goal o f preparing students for 
"possessing and valuing a Jewish lifestyle" makes many assumptions about what a 
school must present to students as a viable way o f Jewish living, about how these must
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be presented, and about what it means for a student to learn about each one o f  these 
lifestyles and to choose one o f them for him/herself). When such a statement is 
available, it may provide a less threatening basis for the goals defining process than 
when there is no statement at all. In cases in which even this kind o f mission statement 
is unavailable, one would have to think about how to generate its production or suggest 
that the process begin on the basis o f a "content analysis" (an extrapolation o f goals 
statements from an analysis o f its existing programs and practice).

4. The question o f how to initiate the goals defining process in schools in lead 
communities is very sensitive and complex. We do not know how many o f the 60 - 80 
schools in lead communities (early childhood, day, and supplementary), would want to 
undergo such a process. Since the process can be threatening, it may safely be 
assumed that many schools will not be immediately open to the idea. Though pressure 
from lay leaders and force management could create the basis for such a process, one 
must also consider the possibility that those who implement a vision will not do so with 
great energy and conviction, even if the "guillotine" o f accountability is hanging over 
their heads, unless they believe in the school's vision and see themselves as having some 
role in its conception. Furthermore, we have no idea o f how many outside experts are 
available for such a process (certainly not enough to work with all the schools in a lead 
community at once) nor do we know how much time would be necessary in order to 
achieve appropriate results.

It may be that the resources o f the MI-CIJE would be well invested, at least at first, 
into an intensive goals defining undertaking with one or two schools in each lead 
community The advantage o f this approach is that the MI-CIJE could choose to work 
with schools whose desire to enter into a goals defining process is assured from the 
outset. In addition, it would be possible to consider recruiting those schools into the 
process which, when seen entering the process, would provide an incentive for other 
schools to do the same. Yet another advantage is that the smaller undertaking could 
provide the MI-CIJE with valuable experience in preparation for the larger goals 
project in and across lead communities (this could possibly make the smaller 
undertaking appropriate for the pilot project stage).

5. Linked to the issue o f initiating the goals defining process is that o f the specific 
players which would have to be involved. As was stated above, being involved in the 
process can be an important factor in empowering and energizing players for the 
implementation process. This would logically lead to the conclusion that it would be 
important to include as broad a base as possible in the process. On the other hand, 
besides the great burden that a broad base places on efficiency, the sources o f  authority 
in the decision making process and the internal politics will be different in each school. 
This could obviously have great impact on the question o f who it would be necessary, 
advisable, or optional to include in the goals defining process. One possibility o f 
dealing with this issue would be to work with a committee o f representatives o f each o f 
the constituents in a school (lay, administrative, pro, parents, etc.) in producing draft 
formulations o f goals and then with each respresentative and his/her constituent in
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suggesting emendations. This could also work the other way around - first goals 
formulations could be done with each o f the constitutents and their representatives 
separately and then emandations could be done by a committee o f all the 
representatives. In both cases, it is reasonable to assume that there would be a series o f 
rounds or movements made between the two groups in order to reach a final 
formulation o f the school's goals.

A related question for many o f the schools will be the role o f the central offices o f 
the respective denominations Even in cases in which a denomination had developed its 
own definition o f goals - with or without the facilitation o f the MI-CIJE - it is difficult 
to assume that local schools would not want to go through their own goals defining 
process. Some schools may, o f course, feel comfortable using denominational goals 
statements as a framework within which they could taper and reformulate their own 
goals. Others may be more open to considering goals formulated by the central 
denominational offices when those offices offer immediate support for the 
implementation o f those goals through curricula and in-service training. But since the 
goals defining process is itself a factor in creating energy, efficiency, and accountability 
in a school, even in these cases effort would have to be invested in locally in order to 
ensure that the various players in a school understand, desire and are capable o f 
implementing centrally formulated goals. It would therefore be necessary to consider 
how, in each case, a fruitful working relationship could be negotiated between the 
central denominational offices and their local constituents in lead communities.

In considering this issue, it could be important to keep in mind that the 
denominations may choose to embark on a long-winded search for educational goals on 
the basis o f the conceptions developed in the M i's educated Jew project. In cases in 
which this indeed transpires, it would be possible for the central denominational offices 
to raise the standards and level o f discourse on goals among their constituents. 
Assuming that a fruitful relationship with the central denominational offices had been 
built in to the goals defining process in schools in lead communities, this would provide 
a solid basis for such a development in lead communities - one which could indeed 
provide a model for other communities.

The question o f outside expertise is, o f course, also pertinent to the question o f who 
sits around the table in the goals defining process. It is important here to distinguish 
between the task o f facilitating the formulation o f clear goals and suggesting ideas or 
programs in order to implement these goals. Since goals set a theoretical basis for 
ideas and programs, and the latter should be evaluated in light o f the former, it is 
critical to separate these two activities. As was stated above, it is difficult to assume 
that the MI-CIJE has enough staff available to work with all o f the schools in lead 
communities at the same time. Even in working with small number o f schools, all o f 
which would agree to working with an outsider, the question o f how to work together 
needs attention. Possibilities range from long term, on-site, "hands-on" cooperation on 
site to fax relationships. The question o f whether or not it would be possible to train 
local experts for this assignment may be worth considering.
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6. In order to proceed, we suggest that this document be discussed with AH and SF 
preparation for the discussion o f the goals project at the coming CIJE seminars.
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HEBREW/JUDAICA MISSION STATEMENT Draft #4: 3/9/93

The mission of MJDS is to prepare -gx-aduot-irr to be educated participants in the 

Jewish community, possessing and valuing a Jewish lifestyle and the ability to engage 

in independent Jewish study. Through active and intensive study of source materials, 

students will become knowledgeable participants in Jewish life.

MJDS aspires to foster in each child a positive Jewish identity and a love and 

commitment to God, Israel and the Jewish people. The program emphasizes the richness 

and worth of religious pluralism and instills respect and appreciation for different 

outlooks and practices within Judaism. It will stress the need to accept and embrace 

all Jews as equal participants in the Jewish coirmunity.

Judaic and general studies curricula are substantially integrated, enabling 

students to express their Jewishness in their daily lives.
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draft #3: 3/9/93PROGRAM GOALS

Graduates of MJDS will have attained the following goals:
1 fl r 

i - k o  C b 'ix o ך  - v j  h ! c W .

1. knowledge and understanding of the full range of Jewish beliefs and observances.

2. knowledge of and familiarity with Jewish sources.

3. understanding of the development of Jewish tradition.

4. knowledge of Jewish history.

In the area of Jewish skills:

1. the ability to speak, read, write and understand the Hebrew language.

2. the ability to participate in and lead synagogue worship (tefillah)._

3. the ability to participate in and lead home and holiday celebrations.

4. the ability to study Jewish sources independently.

In the area of Jewish attitudes:

1. commitment to gemilut chasadira (acts of loving kindness).

2. commitment to Klal Yisrael (Jewish conrnunity).

3. coirmitment to Medinat Yisrael (the modern State of Israel), 

positive feelings about Jewish life, celebration, and learning.

2
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id OAA03372; Thu, 13 Oct 1994 14:09:59 -0400 
Date: 13 Oct 94 14:03:53 EDT
From: barry holtz <73321.1221@compuserve.com>
To: ״INTERNET:MANDEL@vms.huji.ac.il" <MANDEL@vms.huji.ac.il> 
Subject: Re: Goals
Message-ID: <941013180353_73321.1221_FHM70-1®CompuServe.C0M> 

Dan

The quick answer is that Goals is on the agenda for Harvard, 
though not officially. Our hope is to use Harvard as a kind
of turn-on for the project, and the whole issue of vision IS 
the key point of the conference. As I said Danny P is coming 
in next week so we should have more ideas on the next steps 
after that.

Barry
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A PRELIM INARY PLAN  FOR THE INITIATION OF THE GOALS PROJECT

The following is a summary o f a deliberation between Shmuel W ygoda and Daniel Marom 
on the question o f how to initiate the goals project:

A) general assumptions:

1. The aim o f this project is to develop an environment which will generate efforts at 
Jewish education which is focused on goals. The promise o f such efforts is that they 
facilitate effective education. The problem is that they demand extensive and continuous 
investment o f resources, time and energy. Consequently, the challenge o f this project is to 
help create the conditions for the development o f Jewish education based on goals, while 
at the same time refraining from raising expectations for quick results.

2. The setting for this project is the CIJE's lead communities. This is because there is an 
expectation on the part o f lay leaders that institutions o f Jewish education in these 
communities will be more effective. According to their understanding, effectiveness 
requires the capacity to be held accountable for one's goals. Consequently, there is a 
demand, on the part o f these lay leaders, that the institutions o f Jewish education in lead 
communities be able to present their goals and demonstrate if and how they are working 
towards their attainment.

3. We do not know how many o f the educational institutions in lead communities will be 
capable o f responding to this demand. From initial reports on the part o f field researchers, 
meetings with various educators and lay leaders, as well as from a general sense about the 
state-of-the-art in Jewish education in North America, it appears safe to  assume that the 
majority will need to undertake development in this area. This is quite obviously a very 
sensitive and explosive issue. No real effort has been made by the CIJE in launching the 
goals project until an appropriate plan o f action has been developed.

4. Since the majority o f the educational institutions are affiliated with the training 
institutions o f the Orthodox, Conservative and Reform denominations and the Jewish 
Community Center Association, we assume that they will want to undertake development 
in the area o f goals with the help o f these central agencies. Even if this assumption is 
mistaken, it must be taken into consideration that these central agencies are the only 
educational bodies which will have the infrastructure and capacity to provide assistance to 
institutions o f Jewish education in lead communities (or others) - whether it be in 
formulating goals, in providing in-service training and programs for their attainment, or in 
suggesting evaluation tests in order to determine whether or not these desired outcomes 
are indeed being achieved.

5. The training institutions have been given three year grants by the Mandel Associated 
Foundations in order to enhance their training capacity. Over the last two years, this has 
not included a major effort at the development o f an appropriate response to the forseen 
demand by institutions o f Jewish education in lead communities for assistance with goals.
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On the other hand, the CIJE has related this forseen demand to each o f  the training 
institutions (individually and as a group) and has urged them to be prepared for its arrival. 
Furthermore, each o f the training institutions has done some prior work in formulating 
goals for curricula which they have published for their constituents.

6. The Mandel Institute has undertaken research and development in the area o f the goals 
o f Jewish education, particularly in the context o f its "Educated Jew" project. This project 
focuses on the development and formulation o f goals on the basis o f  philosophical 
approaches to Jewish education. Besides the Institute's staff, a group o f scholars and 
educators have been dealing with these issues in the context o f this project for over two 
years. The project and those who worked on it may be a resource for the training 
institutions as-they reconsider their goals.

7. In addition to its regular staff, the CIJE has recruited Professor Danny Pekarsky in 
order to work on the goals project. Also, the CIJE's monitoring, evaluation & feedback 
team, headed by Professor Adam Gamoran, will have a role in overseeing the 
implementation o f this project.

b) aspects and issues in the development o f  a plan for the initiation o f  the soals 
project:

1. It would be impractical to begin discussing the goals project with educational 
institutions in lead communities before a reasonable amount o f work had been done in 
preparing the training institutions to play their role. The danger here is o f  raising lay 
leader expectations too high too fast or o f introducing too early the issues raised by the 
demand for goals among the institutions o f Jewish education in lead communities. The first 
effort should be with the training institutions.

2. Though the training institutions have acknowledged their readiness to play a role in 
the goals project in lead communities, we do not know the extent to which they 
understand the nature and scope o f this assignment. Since, in some cases, the training 
institutions have goals statements in their published curricula, they may think that it will be 
sufficient to simply "cut and paste" these statements into one single document. This may 
be a useful starting point for the goals project, especially since it would be a positive step 
forward.

The question which we asked ourselves, however, was whether or not it would be 
important for the training institutions to consider, before or as they formulate this "cut and 
paste" document, some o f the issues related to the use o f such a document in lead 
communities: how would they explain and justify the goals statements to people working 
in educational institutions in lead communities? how would they respond if asked to 
provide programs, materials, and training appropriate for the implementation o f these 
goals? how would they assist in evaluating the extent to which the said goals had indeed 
been achieved (so that schools can be accountable by lead community lay leaders)?
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To be sure, these questions could be raised in response to the training institutions' "cut 
and paste" documents in the context o f a seminar or consultation. However, we do not 
know whether this would ultimately be the longer o f two routes. The fact that the training 
institutions had already put their goals down on paper could lead them to resist entering 
into a discussion on the use o f their "cut and paste" documents or to avoid reformulating 
the goals in these documents in light o f such a discussion. In essence, having gone one 
step forward, we may have taken ourselves two steps backward.

The alternative would be to dedicate a first seminar exclusively to  the clarification o f 
the goals project assignment. This seminar would introduce aspects and issues relating to 
the question o f how a central agency can:

a) form ulate usable goals fo r  educational institutions - i.e. coin their goals in a way 
which enables an educational institution to develop a coherent progam o f study (eg. 
syllabus), can be understood and acted upon by practitioners, and facilitate accountability 
by providing testable markers for attainment; this presentation could be made by Professor 
Fox.

b) work with local constituents in setting up a mechanism fo r  the implementation o f
suggested goals - i.e. send representatives who can help local schools study and develop 
concensus around suggested goals, reorganize their programs so as to accomodate 
working with (new) goals, train local staff in educational institutions to implement 
programs dedicated to the attainment of the suggested goals, provide tests which help 
determine the degree to which goals are being attained, set up ongoing relationship so as 
to continue working together in the local pursuit o f centrally formulated goals; this 
presentation could be made by a central figure in American education such as Marshall 
Smith (whose article on systemic school reform deals precisely with these issues) and/or a 
representative o f Ted Sizer's coalition o f essential schools (which has much experience in 
working with schools all over the U.S. in reorganizing their programs around 9 specific 
goals).

Following this presentation, it would be possible to open the discussion between the 
seminar participants, CIJE staff (including Danny Pekarsky and Adam Gamoran), 
members o f the Mandel Institute staff (including perhaps selected participants in the 
educated Jew project, eg. Beverley Gribetz), as to its implications for the role o f the 
training institutions in the goals project. The purpose o f this discussion would be to 
develop a clear mandate for a first iteration o f goals formulated by the training institutions 
to be discussed at a second seminar a few months later.

The second seminar would be broken into three parts. In the first part, the training 
institutions would be called upon to present and discuss their goals documents (the 
assumption here is that the preparation seminar and the "camper system" suggested in the 
next point would help generate better documents than the "cut and paste" ones). This 
would be so that each o f the training institutions could learn from each others experience
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and reexamine their own goals in the light o f alternatives. Following this presentation, we 
thought it would be appropriate to introduce representatives from the lead communities 
who would discuss the subject o f goals development in local schools from their 
perspective (these representatives would participate in this session alone). Finally, the last 
part o f this seminar would be devoted to deliberation on how to proceed in the light o f the 
first two sessions. This deliberation would be based on a set o f alternative routes for 
progression, presented by the CIJE.

Three issues relating to this suggestion were also discussed. First, we agreed that 
excepting the second part o f the second seminar, it would be mistaken to involve lead 
community representatives at these seminars. Our fear was that the introduction o f the 
realities in lead communities from their perspective could cause major digressions in the 
discussion. The training institutions need "lead time" in which they can honestly consider 
what they want to offer lead communities before they are put in a position where they 
actually must' deliver (see, however, two paragraphs below as to how this information 
could be brought into the seminar indirectly).

Second, we could not determine whether or not it would be useful to encourage as 
wide a participation as possible o f the staffs o f the training institutions in the first seminar 
(including potential adjunct staff, such as Jerusalem Fellows, etc.). The reason for this 
would be that it would minimize the need to reclarify the assignment to others (some o f 
who might actually do the work o f formulation or the fieldwork in lead communities) and 
to create as wide as possible a basis for deliberation within the training institutions. On the 
other hand, it could be that the message might get across more clearly and honestly in a 
small group o f representatives from the training institutions at the highest level.

Finally, we thought that it would be important as preparation for these seminars (and 
indeed for the whole project) for background research and deliberation to be done on 
issues o f formulating and using goals in Jewish education and to lead communities in 
particular. This could be done by the seminar participants not from the training 
institutions. As for research on goals issues specific to Jewish education, this could be 
undertaken by the staff o f the Mandel Instititue (use - Shmuel W ygoda [including the 
experience amassed in the syllabus project]; form ulation  - Daniel Marom). As for 
research on goals issues related to lead communities, this could be undertaken by CIJE 
staff, especially a representative from the monitoring, evaluation & feedback team. This 
research would inform the seminar through the participation o f these people.

3. An important element in this plan (regardless o f which o f the two routes would be 
implemented) would be the setting up o f a "camper system" relationship between the CIJE 
and the training institutions. As the project gets underway, a representative o f the CIJE 
(perhaps Danny Pekarsky - excluding perhaps for Orthodox) would visit the training 
institutions from time to time in order to be updated as to the progression o f the goals 
formulation process and to make appropriate suggestions. The role here would be to 
ensure, as best as possible, that the training instititutions are "on track" in undertaking the 
assignment o f preparing to take a role in lead communities. This would help both sides be
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better prepared for continuing seminars in which specific aspects and issues relating to 
goals and their use would be discussed as well as for work in lead communities..

4. Special attention and planning will have to be devoted to goals development by the 
JCCA (i.e. specific to informal education) and by the Torah U'M esorah people (whose 
constituency in Baltimore is large).

5. It is important to consider the question o f how the Mandel Associated Foundation's 
grants to the training institutions can be used an incentive factor for the goals project.

6. At some stage in the goals project, certainly no earlier than during or after the 
second seminar, it will be important to present the Mandel Instititute's educated Jew 
project to the training institutions and develop plans for them to reexamine their goals in 
the light o f the conceptions and findings which emerged from this project.
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GOALS PROJECT TIMELINE 
STAGE ONE

IMMEDIATE:

1. ARRANGE FOR DANNY PEKARSKY TRIP TO ISRAEL
2. ANNOUNCE SEMINAR TO HIRT. DAVIDSON/HOLTZ/ABRAMSON, LEE
3. CONSULT WITH HIRT, DAVID$ON/HOLTZ/ABRAMSON, LEE ABOUT 

DATES, PLACE AND PARTICIPANTS IN FIRST SEMiNAR
4. SECURE PARTICIPATION OF ALL PARTICIPANTS IN SEMINAR 

INCLUDING GUEST LECTURERS
5. MAKE LOGISTICAL ARRANGEMENTS FOR SEMINAR
6. CONSIDER POSSIBLE PILOT ACTIVITIES FOR LEAD COMMUNITIES

DECEMBER:

7. CONSULT WITH DANNY PEKARSKY ON THE GOALS PROJECT
8. DEVELOP PROGRAM FOR SEMINAR (see background document)
9. SEND BACKGROUND MATERIALS TO SEMINAR PARTICIPANTS
10. ARRANGE FOR PILOT ACTIVITIES FOR LEAD COMMUNITIES

JANUARY:

11. PREPARE MI STAFF FOR SEMINAR PARTICIPATION 
(includes research on various curricular goals
produced by the denominations)

12. PREPARE CIJE STAFF FOR SEMINAR PARTICIPATION
13. PREPARE GUEST LECTURERS FOR PARTICIPATION
14. PREPARE FOR PILOT ACTIVITIES FOR LEAD COMMUNITIES

FEBRUARY:

14."CAMPER SYSTEM" MEETINGS IMMEDIATELY PRIOR TO SEMINAR
15. CHECK CONFERENCE ROOM. TAPING FACILITIES, FOOD, ETC.
16. LAST PREPARATIONS BEFORE SEMINAR
17. IMPLEMENT SEMINAR
18. MI STAFF MEETING IN ORDER TO EVALUATE SEMINAR
19. CIJE STAFF MEETING IN ORDER TO EVALUATE SEMINAR
20. "CAMPER SYSTEM" MEETINGS AFTER SEMINAR

MARCH - JUNE

21. ONGOING MONITORING OF GOALS ASSIGNMENT
22. PLANNING OF ISRAEL SEMINAR
23. IMPLEMENTATION OF PILOT ACTIVITIES FOR LEAD COMMUNITIES
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THE THEORY OF THE GOALS PROJECT

1. THE GOALS PROJECT is based on a specific understanding of 
the way education can work effectively. According to this 
understanding, education should draw upon profound 
c o n c e p t i o n s  of human and societal excellence deeply embedded 
within a culture.

This is not to suggest that these c o n c e p t i o n s  become the 
subject matter which should be taught in the classroom. It is 
the understanding which is provided by these conceptions 
which is necessary for educational undertakings. These
conceptions should provide answers to questions such as "in 
what way do humans learn?", "what is the nature of the
understanding which the learning experience aims to
generate?" and "how will those who have successfully learned 
behave towards others in their society?". These, in turn, 
would become p r i n c i p l e s  by which educational programs could 
be planned, implemented and evaluated.

An analogy from the field of psychoanalysis may be
useful. A psychoanalyst does not discuss Freud's theory of 
personality in the midst of a session with his patient, but 
he needs to be thoroughly proficient with this theory in 
order to be able to provide therapy. With education, 
however, the scope of this inquiry is very broad. Its
practice requires a grasp not only of the student, but of
many other elements sucn as the subject matter, the teacher, 
and the milieu in which learning takes place.

The process of drawing upon these conceptions involves
thorough and long-winded deliberation and discourse. It 
requires a negotiation between those who have great 
familiarity with and deep understanding of the c o n c e p t i o n s  of 
human and societal excellence and those who are aware of the 
nature and scope of p r i n c i p l e s  necessary for educational 
practice. Together, they would w o r k t o w a r d s  a_ reformulation 
of the conceptions in terms which can guide educational
pianni n g .

If, for example, a c o n c e p t i o n  claims that an excellent 
society is one wnich allows for a pluralism of viewpoints 
within its definition of unity, an educator may ask "what 
would be the attitudes which this conception would see as 
bein.g necessary for individuals in such a society in order 
for it to function properly?" The question clearly seeks to 
explicate the c o n c e p t i o n from a sympathetic point of view. 
Yet, behind it lay a concern for what is pertinent to 
education. Once the c o n c e p t i o n  delineates the necessary 
attitudes - for example, that one must be able to empathize 
with conflicting viewpoints as one considers one's own - the 
educator has a guideline which can help him■consider what and 
how to teach.
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What characterizes a p r i n c i p l e  for education is that it 
provides knowledge both in terms of desired motifs and values 
and in terms of the desired response from the learner. Each 
of!these aspects will be defined on different levels. Desired 
motifs and values may be formulated in terms of one's
relation to oneself, to others, to society, to God, etc. and
desired responses may be formulated in terms of cognition, 
emotion, action, both short and long term, etc. In order to 
move from a general c o n c e p t i o n  ■to a usable set of p r i n c i p l e s  
for education, these varying levels have to be considered. 
One way of doing this would be to create a grid - a series of 
desired motifs and values would appear on one axis and the 
various levels of desired learner responses would appear on 
the other. P r i n c i p l e s  would then be delineated at each
meeting point between the two grids (see example of Melton 
Faculty Seminar grid - appendix #1).

-  2 -

This, however, would only be the first stage of "drawing 
upon" tne c o n c e p t i o n s . In order to be able to guide 
practice, p r i n c i p l e s  need to be "translated" into educational 
g o a l s . If, for example, the p r i n c i p l e  is that the learner's 
capacity to empathize with conflicting viewpoints is 
necessary for good citizenship in a pluralist society, then 
the task of educators would then be to formulate tnis into 
educational g o a l s  such as:
- history will be understood by students in terms of an 
unfolding and open-ended drama; rather than viewing the past 
with hindsight they will experience the limited 
foreknowledge of the various protagonists in each situation 
and learn to respect their different responses to similar 
di1e m m a s ;

- student participation in classroom discussion on current 
events should generate their capacity to defend positions 
with which they do not agree and/or to change positions in 
the middle of a debate.

These g o a l s  statements are attempts to embody p r i n c i p l e s  
in a language which is useful in educational contexts. One 
could imagine the development of a grid here as well. The 
first principles would be set up along one axis and the 
various subject matter areas (eg. Bible, Talmud, Hebrew 
language and literature, Jewish history, Jewish thought, 
etc.) would be set up along the other (for an example, see 
appendix #2). From here, one could derive a first theoretical 
picture of an educational strategy or approach.
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One way of doing this wo ul d be to create a grid - a series of 
desired motifs and values would appear on one axis and the 
various levels of desired learner responses would appear on 
the other. PRINCIPLES would then be delineated at each 
meeting goint between the two grids (see example of Melton 
Faculty Seminar grid - appendix #1) . 

This, however, would only be the first stage of "drawing 
upon" the CONCEPTIONS . In order to be able to guide 
practice 1 PRINCIPLES need to be "translated" into educational 
GOALS . IT, for example , the PRINCIPLE is that the learner's 
capacity to empathize with conflicting viewpoints is 
necessary for good citizenship in a pluralist society, then 
the task of educators would then be to formulate this into 
educational GOALS such as: 

- history will be understood by students in terms of an 
unfolding and open-ended drama; rather than viewing the past 
with hindsight . they will experience the limited 
foreknowledge of the various protagonis ts in each situation 
and learn to respect their different responses to similar 
dilemmas; 

- student participation in classroom discussion on current 
events should generate their capacity to defend positions 
with which they do not agree and/or to change positions in 
the middle of a debate. 

These GOALS statements are attempts to embody PRINCIPLES 
in a language which is useful in educational contexts . One 
could imagine the development of a grid here as well. The 
first principles would be set up along one axis and the 
various subject matter areas (eg. Bible, Talmud, Hebrew 
language and literature, Jewish history 1 Jewish thought, 
etc.) would be set up along the other (Tor an example. see 
appendix #2). From here, one could derive a first theoretical 
picture of an educational strategy or approach . 
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However. חיו and of themselves, g o a l s  statements will not 
be sufficient to guide practice. This involves a third stage 
in which educational g o a l s  would be "translated" into 
specific o b j e c t i v e s  and p r o g r a m s .

The movement from g o a l s  to specific p r o g r a m s  and 
o b j e c t i v e s  is complex. On a macrocosmic level it involves 
the development of a larger s y l l a b u s  which organizes the sum 
total of subject matter to be learned in an educational 
institution in terms of the g o a l s  to which it has committed 
itself. Once g o a l s  are formulated and ranked, educators 
would attempt to "translate" them into a program of study 
which specifies which subject matter areas and which topics 
within each subject matter area would be learned by students 
from the time they begin studying until their graduation
(grade 1, grade 2, etc.; for examples, see appendix #3). In
essence, by examining both the development of study within 
each subject matter area and the relative weight and
interrelation of the various subject matter areas witnin each 
year, one should be able to see how educators intend to
achieve their g o a l s  in practice.

Keeping with the above examples of g o a l s , one could 
imagine that the history component of the s y l l a b u s  would be 
broken down along the lines of a series of dilemmas. For the 
period of the Second Temple it could be the dilemma of 
whether or not the Judeans should revolt against the Romans, 
and for the modern period it could the dilemma of whether to 
stay in Eastern Europe or immigrate to America or Israel in 
the period preceeding the second world war. And if the study 
of these dilemmas was apportioned relatively less learning 
time than discussions on current events, one could learn from 
this that the educational planners thought that the second 
g o a l  was more likely to achieve the p r i n c i p l e  than the first 
(i.e. that discussion of current events in which students are 
asked to defend positions with which they do not agree will 
be more effective in developing the capacity to empathize 
with conflicting viewpoints than learning history as a 
responses to a series of dilemas).

On a microcosmic level, the movement from g o a l s to 
p r o g r a m s  and o b j e c t i v e s  is highly explicit. Here the 
educational planner suggests means of achieving the said 
g o a l s  in relationship to more s p e c i f i c  sub-topics and/or ׳
texts (not just "the story of Genesis" but the emphases 
within this story and the specific verses which need to be 
studied in order to focus upon them). This would involve a 
complex deliberative process in which considerations 
concerning issues such as the nature of the subject matter, 
the psychology of the student, the professional level of the
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teacher, and the specific conditions in which the learning 
experience takes place are taken into account.

Keeping again with the above example of g o a l s , one could 
imagine a program for the teaching of Second Temple history 
which would suggest just how the dilemma of whether or not 
the Judeans should revolt against the Romans should be 
presented so that the student will come out feeling empathy 
for the various positions. For example, it could provide the 
teacher with:

a) specific o b j e c t i v e s  for teaching texts which represent 
each of the positions in a way which will lead to empathy 
(eg. the student will understand that Josephus' position was 
that the revolution would be useless because he had faith 
that the Romans would be more tolerant of the Judeans' 
religious senstivities);

b) the texts which represent each of the positions in a 
format which is reproduceable for students - and the textbook 
discussions which enable appropriate background understanding 
(eg. War of the Jews, book 5, chapter 9; Encyclopedia 
Juaaica, volume 10, pages 1150-1155);.

c) a series of suggested interpretive excercises or 
experiences which could be utilized by the teacher in order 
to achieve the said o b j e c t i v e s  through the study of the 
specific texts and/or textbooks (eg. a mock trial of 
Josephus);
d) a series of suggested e v a l u a t i v e  t e c h n i q u e s  by which 
tne teacher can determine whether or not the students have 
indeed empathized with each of the positions (eg.,assess a 
student's assessment of a non-empathetic position on 
Josephus);

Altogether, these would represent one attempt to formulate 
goals in terms which are immediately operative in an 
educational setting.

Optimally, the movement from g o a l s  to p r o g r a m s  and 
o b j e c t i v e s  would be summarized in the form of an extended or 
"annotated" s y l l a b u s . Each topic and sub-topic would be 
accompanied by a list of specific o b j e c t i v e s  and p r o g r a m s .
(see various examples from the syllabus project in appendix 
#4). An annotated s y l l a b u s  which covers all the years of 
study would be a basic working document for an educational 
i nstituti on
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A significant investment of energy and resources into 
the t r a i n i n g  of educators would be necessary in order to 
implement the plan set out by such a document. Even if we 
assume that educators identify with the deeper c o n c e p t i o n  and 
which stands behind this document (this assumption has been 
made all along since the educators will be members of the 
culture from which the original c o n c e p t i o n  was chosen;■ in 
some cases, however, there could be a need to ensure 
concensus from the outset), it would be necessary for them to 
have some level of faith in and understanding of the 
p r i n c i p l e s  and g o a l s  which guide its o b j e c t i v e s  and p r o g r a m s  
in order for them to undertake the implementation process.

It is one thing to be given a p r o g r a m  on the dilemma of 
whether or not the Judeans should have rebelled against the 
Romans. It is quite another to be told to implement it in a 
way which arouses empathy for conflicting positions. Even if 
all the o b j e c t i v e s  in the program are designed to facilitate 
the achievement of larger e d u c a t i o n a l  goals, the actual 
moment of teaching will demand more than the obedience of a 
robot. In essence, in order to achieve optimal 
effectiveness, educators would need to be trained to be 
"applicators" rather than simply "doers." This would 
mostlikely involve a continuous rather than a "one-time" form
Of TRAINING.

'Similarly, the concern for effecti veness _ would 
necessitate the involvement of e v a l u a t i o n  in the 
implementation process from the outset. The role of 
evaluators would be twofold. One the one hand they would 
monitor the implementation process by constantly seeing to it 
that practice aims to carry out the o b j e c t i v e s  and g o a l s

which it is designed to achieve. Is the. teacher navigating
the classroom discussion in a wav which leads students to
empathize with positions with which they do not agree or is 
s/ne himself taking sides?

On the other hand, the evaluators' role is critical eyen 
when practice is carried out appropriately. They would still 
have to determine whether or not the desired g o a l s  were being 
achieved through the implementation process. Perhaps the 
teaching of history as alternative responses to dilemmas does 
not enhance the learner's capacity to empathize with
positions with which he does not agree? In such cases, he may 
discover either that the g o a l s  demand a different set of 
o b j e c t i v e s  and p r o g r a m s  (eg. a different version of how to 
teach the dilemma of whether or not to revolt against the 
Romans), or that the g o a l s  themselves ■ are unfeasible or 
misconceived (eg. one cannot rid oneself of hindsight in the 
study of history, therefore it is impossible to empathize 
with those who chose to stay in Europe before the holocaust).
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In order to undertake this kind of e v a l u a t i o n , however 
the evaluators must be aware of the p r i n c i p l e s  from which the 
goals have been translated. If g o a l s  can be deemed to be 
unfeasible, they must be able to determine if the problem lay 
on the level of translating the p r i n c i p l e s into g o a l s  
(teaching history through dilemmas does not lead to the 
development of empathy for positions with which one does not 
agree), or whether it lay in the p r i n c i p l e s  themselves (it is 
not appropriate to expect that one can empathize with a 
position with which one does not agree). In either of theses 
cases, there would be a need to try to make the whole process 
more efficient by reformulation of the original c o n c e p t i o n  
and/or p r i n c i p l e  and then "retranslation" of these to the 
level of o b j e c t i v e s  and p r o g r a m s .

It is precisely this kind of e v a l u a t i o n  which can 
provide educators with an opportunity to be accountable for 
practice, to determine whether or not they are being 
effective, whether or not they are choosing the appropriate 
means for their aims.. Yet this kind of evaluation is 
contingent upon the clear formulation of the g o a l s  of 
education (i.e. they reflect p r i n c i p l e s  derived from 
c o n c e p t i o n s  of human and societal excellence embedded within 
a culture), and upon a systematic attempt to carry them out 
(i.e. goals are translated into appropriate o b j e c t i v e s  and 
p r o g r a m s ) . .

2) The Mandel Institute has launched a project dedicated to 
the development ofJewish educational systems on the basis of 
the above definition of education. Tnis project will be 
available as a resource for THE GOALS PROJECT.

Initial research undertaken by the Mandel Institute 
revealed a lack of development in tne area of g o a l s  for 
Jewish education. Despite the fact that Jewish religion and 
culture is flourishing with c o n c e p t i o n s  of human and societal 
excellence, few real attempts have b e e n• m a d e  "to "translate־
these to p r i c i p l e s  and g o a l s  for Jewish education.

Hence, over the last two years, the project has involved 
a deliberation among scholars and educators in an attempt to 
develop three alternative approaches t o t h e  g o a l s  of Jewish 
education. These are based on three Jewish c o n c e p t i o n s  of 
human and societal excellence: an orthodox c o n c e p t i o n ,
presented by Professor Isadore Twersky, a classical 
conservative c o n c e p t i o n , presented by Professor Moshe 
Greenberg, and a Zionist-secularist c o n c e p t i o n , presented by 
Professor Menachem Brinker.
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These scholars were asked to answer the question, "what 
would be the values, attitudes, knowledge and other 
attributes which you would see as characterizing a graduate 
of a successful Jewish education based on your c o n c e p t i o n ?" 
In short, describe your version of "the educated Jew" (this 
became the name of the project). Through deliberation with 
educators, an attempt was made to arrive at a set of 
educational p r i n c i p l e s  for each presentation. Having done 
this, educators then attempted to translate each of these 
sets of p r i n c i p l e s  into statements of g o a l s  for Jewish 
educati o n .

One of the outcomes of this undertaking will be a 
publication (forthcoming in the next few months). In 
addition to the three statements on "the educated Jew" and 
their "translation" into statements of g o a l s  for Jewish 
education, the publication will include a chapter which 
discusses the definition of education described above and the 
rationale which lays behind its claim to greater 
effectiveness. As well, it will include a series of related 
discussions dealing with "minimal goals for all systems of 
Jewish education" (generated by a paper delivered by 
Professor Michael Rosenak) and "the debate on the educated 
person over the last three decades and its implications for 
the discussion on the educated Jew" (by Professor Israel 
Scheffler, based on his research at the Harvard University 
Philosophy of Education Research Center). Finally, the 
publication will include a bibliography of writings 
suggesting p r i n c i p l e s  or g o a l s  for Jewish education.

Another outcome of this undertaking will be that it will 
provide an opportunity to learn about now .others, could qo 
about developing g o a l s  for Jewish education. To be sure, the 
three statements of g o a l s  for Jewish education which were 
developed in this project will be the basis for experiments 
in implementation. However, since the project is dedicated to 
developing the knowledge and the conditions which will enable 
systems of Jewish education all over the• world to develop 
tneir own g o a l s , energy has been invested in order to 
formulate a general statement on methods and procedures 
involved in tne development of g o a l s  for education.

3) THE GOALS PROJECT is an attempt to apply the d e f inition_of 
education described above (point #1) to the field of Jewish 
education, specifically in lead communities in North America.

In most Jewish educational insitutions in these 
communities, practice is not based on an systematic attempt 
to implement clearly formulated g o a l s . The Mandel Institute's 
experience with a project for the development of a s y l l a b u s  
for systems of Jewish education has revealed that most
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Jewish schools do even not have comprehensive s y l l a b i which 
guided their work, annotated or otherwise. Practice is 
determined either by the talents of individual teachers 
(whose training - if they have had any - is unrelated to the 
implementation of the p r o g r a m s  which they teach) or by the 
ayailablity of textbooks and other educational tools
(irrespective of those who use them).

Ideally,_ lead communities would be defined as places in 
which all Jewish educational institutions were involved in 
the thorough development and systematic implementation of 
their g o a l s . At the same time, excitement over having■ been 
chosen as lead communities nas led to a growing expectation 
for immediate action leading to more effective Jewish
education. Lay leaders who nave hitherto been wary of 
entering into the domain of Jewish education - precisely 
because of this unsystematic mode of operation - are now
playing a central role in the lead communities project.
Hence, a primary concern of theirs is for a minimal level of 
accountability on the part of the practitioners of Jewish 
education in the communities. As they see it. educational
institutions in lead communities must be immediately defined 
by a mode of operation which involves basic planning, 
implementation and evaluation - i . e they must work with .׳
GOALS.

This demand for immediate work with g o a l s  presents a
problem for those who would see effectiveness as an outcome 
of the form of education described above. In essence, it is 
asking educators to work with g o a l s  and o b j e c t i v e s  which,
though they may be operative, are not based on long-winded
deliberative processes (moving from c o n c e p t i o n s  of human and 
societal excellence to p r i n c i p l e s  for education and from 
these to g o a l s ) which lend such work the promise of 
effecti ven es s .

Problematic as this may be in terms of the total picture 
presented above, the expectation here is so great that it 
would be almost impossible to circumvent this demand on the 
part of lay leaders without losing their support and 
enthusiasm. It would also be dangerous to ask them to delay 
immediate action in favour of a drawn out philosophical
process.

As a result, THE GOALS PROJECT would have to be 
implemented on a number of levels at the same time. The first 
level is related to the lay leaders' demand for immediate 
action in the development of a mode of education based on 
g o a l s . The aim here would be to bring practitioners to the 
point at which they become in search of the g o a l s  for their 
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. manY cases, practitioners will claim that their
institutional mission or vision statements are statements of 
their g o a l s . Keeping with the definition of g o a l s  given
above, this would not be sufficient. What would have to be 
conveyed is that:

- g o a l s  must be formulated in terms which guide everyday 
practice (eg. in terms of the aims of teaching a specific 
subject matter area);

g o a l s  must be broken down into a plan of action (eg. a 
s y l l a b u s ) ;

g o a l s  must be translated into specific o b j e c t i v e s  and 
p r o g r a m s  for each activity which is implemented in the 
i nsti tuti o n ;

practice must be evaluated in light of the institutions
G O A L S .

It is forseen that in most cases, educational 
institutions in lead communities will realize that they do 
not have a clear sense of their goals and that, since the 
majority of them are denominational, they would turn to their 
central offices for guidance. The national CIJE has forwarned 
the training institutions of the various denominations of 
this probable development. In order to facilitate an 
effective consultation between these central agencies and 
their local affiliates in lead communities, it would be 
suggested that they make an effort to summarize the g o a l s  
which they have seen as appropriate for their constituencies.

This would most probably involve the extraction of g o a l s  
statements which can be found in some of these agencies' 
published curricula. There could also be a need for some 
reformulation and ranking of these g o a l s  (and perhaps the 
development of new g o a l s  in specific areas). It would also be 
reasonable to assume that in order to act upon these g o a l s , 
local institutions in lead communities will be in need of 
appropriate in-service t r a i n i n g  seminars and corresponding d 
o b j e c t i v e s  and p r o g r a m s  from the denominational training 
institutions.

The involvement of the national agencies would not 
reduce the need for a great investment of energy and 
resources on the local level in order■ to meet tne lay 
leaders' demand for work based on g o a l s . The development of 
s y l l a b i , for example, would have to take into account local 
conditions, personnel, etc. It would be necessary for the 
CIJE, both national and local to create the conditions which 
will make this work possible (eg. create special forums for
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local educators to invest extra-time in planning, training 
etc.; bring in outside consultants, syllabus experts, an cl
trainers in appropriate subject matter areas, etc.). In 
addition, by arranging local community-wide conferences for 
educators who are dealing with similar issues in g o a l s  
development, the CIJE would be enabling them to learn from
each other s experiences (this is another example of how 
community-wide processes can create a greater input into
Jewish education; also, the Mandel Institute's research on 
common minimal g o a l s  for Jewish education could be useful at 
such a conference). Similarly it would be necessary for the 
CIJE's monitoring, evaluation & feedback team to consider its 
role in facilitating the e v a l u a t i o n  of practice in the local 
educational institutions in terms of their g o a l s .

A second level of THE GOALS PROJECT would■ be undertaken 
while this first level would be implemented. This level is 
related to the concern for the development of g o a l s  on the 
basis of thorough and long-winded deliberation (moving from 
c o n c e p t i o n s  of human and societal excellence to p r i n c i p l e s  
and g o a l s  for education). It is on this level that the 
Mandel Institute's project on "the educated Jew" would be 
available as a resource.

The bulk of the effort on this level would be with the 
central agencies of the denominations (this does not exclude 
efforts to work with the Jewish Community Center Association 
or directly with noij-aff i 1 i ated and/or community institutions 
in lead communities ). As they would be working to provide 
g o a l s  to their constituents in lead communities, the 
denominations would also be encouraged by the CIJE to 
undertake more thorough efforts at developing their g o a l s  for 
Jewish education. This effort could be enhanced by intensive 
seminars on any or all of the three statements of g o a l s  for 
Jewish education developed at the Mandel Institute and/or by 
consultation with the Institute's staff on appropriate 
methods and procedures for developing their own statements of
GOALS.

In the final analysis, the aim of THE GOALS PROJECT 
would be for this second level to have a bearing on the work 
of the local constituents of the denominations in lead 
communities. Having set up a primary infrastructure for 
working with g o a l s , educational institutions ' in lead 
communities would eventually be ready for and capable of 
considering work with the more thoroughly and deeply 
formulated statements of g o a l s  derived from the work of the 
denominations on the second level.
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CIJE GOALS SEMINAR 
JULY 1994 

SUMMARY REPORT

Professor Daniel Pekarsky 
University of Wisconsin

The Goals Seminar brought to Jerusalem delegations o f lay and professional leaders from 
a number of American Jewish communities for a week o f intensive and, it turned out, very 
fruitful study and deliberation concerning the place of goals in Jewish education.

Organized by CUE in collaboration with the Mandel Institute for the Advanced Study and 
Development o f Jewish Education, the seminar represented the culmination of a lengthy process 
o f planning and the beginnings o f an exciting process o f educational improvement for 
communities and institutions represented at the seminar. Including CIJE staff, there were a total 
of approximately 37 participants. Substantial delegations came to the seminar from Baltimore, 
Cleveland, and Milwaukee, but other communities, notably Boston and West Palm Beach, were 
also represented. Also in attendance were a number of lead-educators associated with the 
Conservative, Orthodox, Reform, and Reconstructionist movements. Sessions were held in 
extraordinarily beautiful sites, sites which helped to create an atmosphere conducive to the kinds 
of serious study and dialogue that were characteristic of this seminar.

The Place of Goals in Jewish Education

At the outset o f the seminar, participants were reminded that in its deliberations in the late 
'80s the Mandel Commission on Jewish Education in North America deliberately avoided 
dealing with substantive issues concerning the goals o f Jewish education. It did so not because it 
felt these issues were unimportant but because it recognized that it would not be profitable for a 
group as ideologically diverse as were the members o f the Commission to engage in this 
discussion. At the same time, the Commission recognized that, along with an emphasis on 
personnel, community mobilization, best practices, and monitoring and evaluation, careful 
attention to the goals of Jewish education on the part of educating institutions and other bodies 
concerned with Jewish education is of decisive importance if  the field as a whole is to make 
significant progress.

As common sense and evidence from general education suggest, a powerful vision o f what
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one is educating towards is an indispensable ingredient o f effective educational practice and 
reform. In addition, in the absence o f clear goals, it is impossible for educational institutions to 
be seriously accountable for what they do - accountable in ways that will enhance their efforts 
and illuminate decision-making at institutional and communal levels. The Mandel Institute's 
Educated Jew Project and CIJE's Goals Project were both bora of these concerns.

The Goals Seminar was designed to offer participants an opportunity to deepen their 
understanding o f the place o f goals in Jewish education, to surface and explore pertinent issues; 
to develop a shared universe o f concepts, assumptions, questions, insights, and issues that will 
provide a framework and agenda for continuing discussions; and to give participants a chance to 
think about how to encourage a goals-agenda in their local communities. Thus, the Goals 
Seminar was designed as the beginning of a process o f collaboration, not as an isolated event cut 
off from future efforts.

Defining a Vision-driven Institution

The seminar began with discussions aimed at systematically analyzing the ways in which, 
all too often, meaningful goals fail to guide the educational process and the very high price that 
educating institutions and those who support and depend on them pay for such inadequacies. 
Problems discussed ranged from the frequent absence o f any clearly defined goals, to the 
presence o f institutional goals that are not systematically implemented, to the presence o f  goals 
that key stakeholders don't strongly identify with (if at all).

As a counterpoint to this analysis, participants examined educating institutions in which 
curriculum, pedagogy, social and physical organization, and the selection of educators are 
guided by clear goals, goals which are themselves anchored in a compelling vision o f the kind o f 
person and community that should be cultivated. These examples of "vision-driven institutions" 
were drawn from the world o f both Jewish and general education. They included John Dewey's 
tum-of-the-century school in Chicago; the educational ideology and practices associated with 
early Secular Zionism; Yeshivat Har-Etzion in Israel; and a very non-traditional yeshiva-like 
study-community called Ellul. Examination of these institutions made very vivid what it means 
for an institution to be guided by a compelling vision and set of goals, as well as the ways in 
which this can enhance educational quality and outcomes.

In the course o f this examination, five critical and inter-related features o f vision-driven 
institutions were identified:

1. the presence o f a clear, shared, and compelling vision of the kind of human being and 
community that should be cultivated;
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2. educational goals that are anchored in this vision;

3. curriculum, pedagogy, ethos, social and physical organization that reflect the vision and 
the goals;

4. educators who wholeheartedly identify with the institution's vision and goals;

5. insistent efforts to identify and close gaps between the vision aspired to and actual 
outcomes.

The nature of guiding visions and their relationship to educational practice were further 
illuminated in sessions that considered work going on under the auspices o f the Mandel 
Institute's Educated Jew Project. The seminar focused on an essay written by Professor Moshe 
Greenberg in which he articulated his vision of the ideal product of a Jewish education. Through 
discussion with Professor Greenberg and study of his essay, seminar participants were afforded 
an opportunity to better understand his view, to clarify their own, and to think about the kinds of 
guiding visions that might have a chance of thriving in American educational settings. Equally 
important, the encounter with Greenberg's work offered an opportunity to wrestle with the 
difficult but critical question of moving from vision to educational practice: if  one were 
seriously committed to Greenberg's vision of the aims o f Jewish education, what implications 
would this carry for educational practice -- for the selection o f materials and of educators, for 
pedagogy, for the organization of the physical and social environment, for family education, etc?

Catalyzing Vision in Existing Institutions

Important as it was for participants to examine institutions that exhibited a strong 
relationship between vision, goals, and educational practice, it was also important for them to 
struggle with the difficult question of catalyzing improvement in existing institutions that are not 
presently driven by a coherent vision or set of goals. Given the diverse array o f groups and 
outlooks that make up many contemporary congregations and free-standing educating 
institutions, as well as other complicating variables (for example, the often complex 
relationships between lay and professional stakeholders), it is often difficult for an institution 
that is not already committed to a clear and compelling vision o f what it wants to accomplish in 
education to arrive at one.

With the aid of a structured exercise and a case-study that looked carefully at one 
institution's effort to develop a vision that would guide its practice, seminar participants 
succeeded in identifying significant issues and insights that are pertinent to any effort to 
encourage existing institutions to develop a coherent and compelling set of educational goals.
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Vision in Communities: A Shared Jewish Universe

Since many of the participants in the seminar came as representatives of communities and 
not o f institutions, they were as interested in community visions as in institutional visions. What 
might it mean for a community to have a guiding vision informing its policies and practices in 
education and other domains? Can there in any meaningful sense be a community-vision 
guiding the activities of a typical American Jewish community? Such questions were fruitfully 
explored on two occasions; first, in a sub-group of the whole, and second, in an inspired 
presentation on this subject by Professor Michael Rosenak of the Hebrew University.

In his talk Rosenak developed the view that, while substantial, the diversity typical o f 
American Jewish communities does not preclude the development o f a meaningful and 
substantial shared universe among the diverse membership. He identified five elements that 
make up this shared universe:

1. study (undoubtedly in very different ways) o f the same sacred literature that addresses 
matters of ultimate concern;

2. a common vocabulary (words, phrases, concepts), rich and distinctive in historical and 
cultural associations;

3. certain shared practices concerning, say, Tzedaka or ritual observances appropriate at 
communal functions;

4. an attitude that says, "The problems faced by some segment of the Jewish People is a 
problem that all Jews must seriously address"; and

5. identification with Israel as a special place

-- not just another place where Jews happen to live.

These five elements, he intimated, suggest a set o f communal and educational goals that 
can be shared across denominational and other divides.

From Study to Action: Next Steps

The seminar offered much food for thought, but it was designed to stimulate action as well 
as thought. The last part o f the seminar focused on "Next steps" in the effort to encourage 
Jewish educating institutions to become better organized around meaningful educational goals. 
There were two stages to this discussion.
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In the first stage, Alan Hoffmann discussed the place o f the Goals Project in the context of 
CIJE's overall efforts, and he then went on to detail some concrete ways in which CIJE might 
contribute to progress on the goals-front in local communities represented at the seminar. 
Hoffmann explained CIJE's interest in sponsoring a series of seminars in local communities 
represented at the conference, seminars designed to engage the energies of representatives of 
local educating institutions in the effort to wrestle, both intellectually and very practically, with 
the problem of identifying a set of meaningful educational goals and developing educational 
practices that are consonant with these goals. CIJE will work with interested communities in 
developing the agenda for these seminars. It is anticipated that from among institutions 
participating in these seminars, some will meet criteria that render them appropriate candidates 
for intensive work aimed at becoming significantly more vision-driven. CIJE anticipates 
working indirectly with such institutions, primarily through seminars and consultations offered 
to educators identified by a community or an institution to oversee and guide the process of 
self-improvement.

In the second stage o f the seminar's last discussion, participants heard from the three major 
delegations represented at the seminar (Baltimore, Cleveland, and Milwaukee) concerning their 
emerging plans of action. Each day o f the seminar, time had been allotted for participants from 
each community to meet as a community to discuss how issues addressed in the seminar applied 
back home, as well as to develop a strategy for engaging local educating institutions in the effort 
to become more effectively organized around meaningful educational goals. The plans o f action 
discussed in this last session indicated the significant progress these communities had made in 
their discussions, as well as their excitement about the work ahead.

Before the seminar concluded, participants had a chance to write up their reactions to the 
seminar. CIJE staff has been impressed with the thoughtfulness and insightfulness of the 
comments that were made; and it has been gratified by the participants' generally very positive 
response to the seminar.
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1. How and by whom will the goals project be explained to the 
national CIJE (including the Gamoran team), the local CIJE, 
local lay leaders, local educators?

2. How will the lay leaders' demand for goals be presented to 
the lay leaders and educators in institutions in lead 
communi t i es?

3. How will educators in institutions be brought to the 
recognition that they do not have goals? {or in cases in 
which they do, what will be the response to them?) By what 
authority will they allow outside evaluators to come in and 
check their goals out? Who will do this evaluation?

4. How will the t1~aining institutions be brought to prepare a
first iteration of their goals statements for lead 
communities? Who will be responsible for this?

5. How will the training institutions be brought to engage in
the long-winded process of developing their goals?
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Dear Shulamit:

The following is a summary of our thoughts on the goals 
project in lead communities:

1. The Commission on Jewish Education in North America had 
to avoid working on goals for Jewish education in order to 
achieve an effective consensus. Now that work in lead 
communities is beginning, this can no longer be delayed. 
This is evident for a number of reasons. First, simple 
common sense would dictate that it is difficult to create 
change without knowing what it is that one wants to achieve. 
Second, as scholars of general education such as Marshall 
Smith, Sara Lightfoot, and David Cohen, have claimed, 
effective schooling happens in places where a clear vision of 
goals is shared by all. Finally, as Adam Gamoran has argued, 
educational programs can be evaluated only in terms of the 
goals which are set out for them.

2. In lead communities, the issue of goals is directly 
pertinent to the work of local schools and institutions of 
informal education.

Regarding these institutions, the first guestion is 
whether they do indeed have a clear conception of their 
goals. Educational institutions often think that their 
mission statements provide a statement of their goals. In 
some casesf one can indeed see a reflection of these mission 
statements in all areas of an educational institution יs work. 
In others, however, these mission statements are neither
formulated nor agreed upon by all the players involved and
are somewhat divorced from institutional realities.

The local schools and institutions of informal education 
may or may not have a clear vision of their goals. In 
institutions which do have clear goals, the guestion is how 
to enhance effectiveness through the use of those goals. 
This may be through the evaluation of the institution יs work 
in light of its said goals, the suggestion of teaching
methods and educational practices which may be more 
appropriate for the attainment of these goals, the
reformulation of goals in the light of exchange of ideas, 
etc. .

In institutions in which there is a lack of clarity on

?oals, the guestion would be whether or not educators and lay eaders feel the need for clear goals and if they see 
themselves as being capable of developing and working with 

them. Those working in denominational institutions 
(orthodox, conservative, reformed, etc.) may feel the need 
to consult with or receive guidance from the central agencies 
of their movements. Others - for example, community high

Dear Shulamit: 

The following is a summary of our thoughts on the goals 
project in lead communities : 

1. The Commission on Jewish Education in North America had 
to avoid working on goals for Jewish education in order to 
achieve an effective consensus. Now that work in lead 
communities is beginning, this can no longer be delayed. 
This is evident for a number of reasons. First, simple 
common sense would dictate that it is difficult to create 
change without knowing what it is that one wants to achieve. 
Second, as scholars of general education such as Marshall 
Smith, Sara Li9htfoot, and David Cohen, have claimed, 
effective schooling happens in places where a clear vision of 
goals is shared by all . Fi nally, as Adam Gamoran has argued, 
educational programs can be evaluated only in terms of the 
goals which are set out for them. 

2. In lead communities, the issue of goals is directly 
pertinent to the work of local schools and institutions of 
informal education. 

Regarding these institutions, the first question is 
whether they do indeed have a clear conception of their 
goals. Educational institutions often think that their 
mission statements provide a statement of their goals. In 
some cases, one can indeed see a reflection of these mission 
statements in all areas of an educational institution ' s work. 
In others, however , these mission statements are neither 
formulated nor agreed upon by all the players involved and 
are somewhat divorced from institutional realities. 

The local schools and institutions of informal education 
may or may not have a clear vis ion of their goals. In 
institutions which do have clear goals, the question is how 
to enhance effectiveness through the use of those goals. 
This may be through the evaluation of the institution's work 
in light of its said goals, the suggestion of teaching 
methods and educational practices which may be more 
appropriate for the attainment of these goals, the 
reformulation of goals in the light of exchange of ideas, 
etc .. 

In institutions in which there is a lack of clarity on 
goals, the question would be whether or not educators and lay 
leaders feel the need for clear 9oals and if they see 
themselves as being capable of developing and working with 
them. Those working in denominational institutions 
(orthodox, conservative, reformed, etc.) may feel the need 
to consult with or receive guidance from the central agencies 
of their movements. Others - for example, community high 



- 2 -

schools - may discover that they want to carry out this task 
on their own. Once formulated, however, the actual work of 
getting staffs and educators to devote their everyday work to 
the implementation of goals would be a central issue. This 
could require much planning, in-service training, and 
evaluation in each institution.

3. The Mandel Institute undertook a separate project in
developing alternative conceptions of goals for Jewish 
education. This could be a resource for local educational 
institutions in lead communities.

The project worked on two levels. On the one hand, it 
worked with scholars and educators in producing three actual 
conceptions of goals for Jewish educations. The formulations 
of these conceptions were made first in terms of
philosophical statements on the ideally educated Jew and then 
in terms of their actual implications for educational 
practice.

The philosophical conceptions were formulated by
Professor Isadore Twersky - whom we believe presents a 
position of orthodoxy, Professor Moshe Greenberg - whom we 
believe presents a position which approximates that of 
classical conservative Judaism, and Professor Menachem 
Brinker - whom we believe presents a position reflecting 
(non-affiliated) liberal secularist Zionism. The
discussions on the implications of these philosophical 
conceptions for educational practice are summaries of various 
deliberations undertaken by educators under the guidance of 
Professor Fox. The participants included the above scholars, 
the Institute's staff, Professor Israel Scheffler (director 
of Harvard's Philosophy of Education Research Center), 
Professor Michael Rosenak, various graduates of the Jerusalem 
Fellows, and other affiliates.

The second level of the project was concerned with the 
theory of developing conceptions of‘ goals for Jewish 
education as well as for applying such conceptions to the 
world of practice. This theoretical analysis is being 
developed on the basis of the experience of developing the 
above three conceptions as well as on research currently 
being undertaken in a collaborative effort between the Mandel 
Institute and Harvard University's Philosophy of Education 
Research Center. The aim here is to provide a method for 
developing and implementing conceptions of goals, which could 
be used by institutions and movements of Jewish education (in 
lead communities or anywhere else) as they seek to formulate 
and work with their own goals.
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4. It was assumed that if local denominational institutions 
find that they need to develop and work with a clear 
conception of their goals, they would indeed turn to their 
central agencies for help. Their reguest could be for 
guidance both in the setting of goals and in the in-service 
training of staff and educators.

This anticipated problem was brought to the attention of 
the head offices of the respective North American 
denominations (Yeshiva University, Jewish Theological 
Seminary, Hebrew Union College). In the context of the 
discussions it became apparent that these central agencies 
wanted to be able to provide assistance to lead communities.

Each agency has begun to focus on the guestion of how it 
can use its wealth of resources (scholarship, expertise on 
education, experience at working with its own constituents, 
etc.) in order to be ready to assume a role in lead 
communities. This is true both in terms of the forseen need 
for educational goals which are clearly formulated and 
operative as well as for appropriate in-service training.

5. The goals project, as we see it, would involve bringing 
these three goals undertakings - in local institutions in 
lead communities, at the Mandel Institute, and at the central 
agencies of the various denominational movements - to bear on 
each other.

As work in each area proceeds, the desired aim would be 
to infuse energy into lead communities. Educators and lay 
leaders would be involved in systematic efforts for the 
attainment of their goals in their respective institutions. A 
constant exchange of ideas and practices in working with 
goals would take place between those working in and with lead 
communities. Local institutions would collaborate with 
others who are working on aspects of goals development and 
implementation, whether it be the central agencies of the 
denominations, the Mandel Institute, or outside consultants, 
evaluators, etc..

Ideally, the outcome of this project would be for all 
educating institutions in lead communities to be involved in 
an ongoing process of developing & implementing their goals 
as part of their search for an effective and powerful Jewish 
education. This process would be driven by an ongoing 
evaluation of practice in light of explicit goals, as well as 
by a constant reformulation of goals in the light of the 
experience of practice.
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Some collaborative work is already underway. In the 
context of the discussions with the central agencies of the 
denominational movements, for example, the various 
denominational leaders found that the work of the Mandel 
Institute in developing alternative conceptions of goals for 
Jewish education would be useful in helping them undertake 
their goals formulation projects. This was true, in 
differing degrees{ of both the actual conceptions developed 
at the Mandel Institute, and the theoretical wisdom on the 
methodology of developing and working with goals.

6. One other area in which goals affect lead communities is 
in on the level of the community as a whole. A major guestion 
here would be what level of goal formulation a wall-to-wall 
coalition of communal and educational leaders could agree 
upon. To be sure, it would be possible and important to 
involve various sectors in the community as well as the 
public at large in a healthy debate on the desired goals for 
Jewish educational in the community. In the context of goals 
which can serve as the basis for actual planning and 
implementation, however, it will be difficult to know exactly 
which kind of goals decisionmakers would find to be 
appropriate. Examples may be "to enhance the enrollment of 
post bar/bat-mitzvah age children in programs of Jewish 
education," "to develop programs which integrate formal and 
informal education," "to facilitate trips to Israel for every 
teenager in the community."
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TRAINING INSTITUTIONS-DENOMINATIONS/LEAD COMMUNITIES

The contribution which the training
institutions/denominations could make to lead communities in 
the area of VISION was discussed in the document entitled 
"EDUCATED JEW/TRAINING INSTITUTIONS/LEAD COMMUNITIES" (see 
background document for meeting on the Educated Jew). The 
following are possible contributions in other areas.

1. RECRUITMENT OF QUALIFIED PERSONNEL FOR LEAD COMMUNITIES:

In order to effectively contribute to lead communities, the 
denominations/training institutions would perhaps need:

A representative and coordinator for all denominational 
activities in a lead community. This person would serve as an 
active liason between the national centers in New York, their 
consitutiencies in lead communities (especially the lay 
leaders) and the local CIJE. It would be important for 
him/her to carry out a denominational self-study/needs 
assessement for the lead communities and to participate in 
the process of defining a lead community's goals on the basis 
of these. Her goal would also be to keep initiatives and 
joint projects from being haphazard, piecemeal, and "falling 
in between the chairs."

A team of national-level professionals who would plan and 
develop activities in lead communities - ranging from "best" 
and "new" practices to in-service training and recruitment. 
These people would also serve as consultants to their own and 
other constituencies in lead communities. These may be 
people who have developed curricula for implementation as 
well as researchers interested in representative aspects of 
lead community (eg. how to recruit students for day schools 
in small communities). Some would be situated in the lead 
communities, others in the national centers, and others in 
other communities (eg. Jack Bieler).

A team of local professionals to participate in 
deliberations on and undertake implementation initiatives in 
the "best" and "new" practices for denominational 
institutions in lead communities (means working with Gamoran 
team as well). This should include high level educators, 
including those already living in the lead communities and 
those which the denominations would recruit in order to work 
for them in lead communities. They would be able to carry out 
a good piece of the in-service training and actual practice.

As many high-level educators as it is possible to recruit 
for practice in the field.

As many new local lay leaders and educators (from among 
day school and university graduates, etc.) for long term 
commitment to denominational undertakings in lead 
communities.
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It would be the CIJE,s job to explain to the 
denomination/training institutions why it would be in their 
interest to recruit all these people and to suggest resources 
and methods for this task.

2. IN-SERVICE TRAINING:

This could take on a number of formats:

- in-service trainer is brought into lead community for 
seminars or "coaching" sessions;

teachers are brought to central denominational/training 
institutions or to Israel on holidays or in summer for longer 
seminars;

through written communications, either on the basis of a 
BITNET office hours arrangement or some kind of published 
educational responsa;

- through implementation projects - eg. the development of 
a school יs history syllabus.

The issue here is how to make a difference through in- 
service training and how not to allow it to become a ritual 
imposed from above. Denominations/training institutions may 
have to consider providing personal incentives for teachers 
(special certification, benefits, etc.). In addition, they 
would need to deal with the guestion of how to ensure that 
in-service training seminars have an impact on the way 
practice is done. This could involve research and development 
in the training institutions themselves, across the board 
conferences on in-service training and much work with the 
people responsible for Monitering, Evaluation & Feedback.

3. PROGRAMATIC OPTIONS:

Each of the denominations/training institutions has 
specific areas in which it may make a contribution to Lead 
communities in a programatic area (i.e. beyond those areas 
dealt with in best practices). This may or may not derive 
from their expertise, or result from a special stake or 
interest in a specific area. Lead communities may be places 
for systematic initiatives, experiments, research in these 
areas.

Some of these may be in education-related fields. For 
the denominations, this could involve issues such as the 
synagogue and rabbi as educational agents. For the JCCA or 
the Federations it could involve the whole guestion of media 
and communications as Jewish educational agents, or the 
development of volunteering opportunities for Jewish students 
as a way of doing Jewish education.

Other programatic options could be more directly related
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to education. The Reformed movement, for example, may want 
to focus on outreach (both to Jews who are unidentified and 
to converts to Judaism). They may also have a special 
interest in curriculum on local and American Jewish history. 
Any one of the movements or all together may decide that it 
would be important to focus on the development of programs 
which blend formal and informal education, inter- 
denominational and/or interfaith programs, programs which 
integrate general and Jewish subject matter, adult education, 
family education, summer camps, etc.

The denominations/training institutions might see the 
lead communities as good places to begin trying out new 
recruitment strategies, follow-ups on pre-service graduates. 
They may also see lead communities as good locations for 
national and interdenominational conferences on educational 
issues.

It may be important to consider what other Jewish groups 
which have focused on programatic issues - holocaust 
rememberence, Jewish arts, etc. - may have to offer to lead 
communities. As well, as Lee Shulman taught us, local 
universities may be involved in programatic intiatives in 
general education which could have relevance to lead 
communities as well (not to mention them being a resource for 
all the activities mentioned in this document).

4. AGENTS FOR DIFFUSION OF CHANGE

As was mentioned in the first document, successes in 
lead communities may be diffused through denominations in 
addition to community mechanisms. Denominations could begin 
developing and diffusing their own "best" and "new" 
practices (including in programatic areas) on the basis of 
their experiences with lead communities. Denominational 
institutions in lead communities would thereby become "lead 
schools," "lead community centers," etc. and successful 
practices become models for replication in similar 
institutions around the country.

Though this adds an axis of diffusion to the original 
process, the careful method of transfering elements of 
success from one context to another (with help of Gamoran's 
team's descriptions and evaluations) is the same (perhaps 
less acute). On the other hand, adding this axis of 
diffusion would probably involve work with the lay leadership 
of each of the movements from the start.

In general, many possibilities are available for the 
denominations/training institutions to make a־ contribution to 
lead communities. One could argue that lead communities 
provide great incentives for movements interested in raising 
their standards and expanding their activities. The guestion 
is if they have the energy, resources, and especially, if 
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to education. The Reformed movement, for example, may want 
to focus on outreach (both to Jews who are unidentified and 
to converts to Judaism). They may also have a special 
interest in curriculum on local and American Jewish history. 
Any one of the movements or all together may decide that it 
would be important to focus on the development of programs 
which blend formal and informal education, inter
denominational and/or interfaith programs, programs which 
integrate general and Jewish subject matter, adult education, 
family education, summer camps, etc. 

The denominations/training institutions might see the 
lead communities as good places to begin trying out new 
recruitment strategies, follow-ups on pre-service graduates. 
They may also see lead communities as good locations for 
national and interdenominational conferences on educational 
issues. 

It may be important to consider what other Jewish groups 
which have focused on programatic issues holocaust 
rememberence, Jewish arts , etc. - may have to offer to lead 
communities. As well, as Lee Shulman taught us, local 
universities may be involved in programatic intiatives in 
general education which could have relevance to lead 
communities as well (not t o mention them being a resource for 
all the activities mentioned in this document). 

4. AGENTS FOR DIFFUSION OF CHANGE 

As was mentioned in the first document, successes in 
lead communities may be diffused through denominations in 
addition to community mechanisms. Denominations could begin 
developing and diffusing their own "best" and "new" 
practices (including in programatic areas) on the basis of 
their experiences with lead communities. Denominational 
institutions in lead communities would thereby become "lead 
schools," "lead community centers," etc. and successful 
practices become models for replication in similar 
institutions around the country. 

Though this adds an axis of diffusion to the original 
process, the careful method of transfering elements of 
success from one context to another (with help of Gamoran's 
team's descriptions and evaluations) is the same (perhaps 
less acute). on the other hand, adding this axis of 
diffusion would probably involve work with the lay leadership 
of each of the movements from the start. 

In general, many possibilities are available for the 
denominations/training institutions to make~ contribution to 
lead communities. One could argue that lead communities 
provide great incentives for movements interested in raising 
their standards and expanding their activities. The question 
is if they have the energy, resources, and especially, if 
they have the necessary leadership and senior personnel. 

-2~-1 



Dear Seymour:

Enclosed please find a packet of materials for Schorsch. 
Since a number of items are available only in the library, it 
is still not complete. On the other hand, as you can see, it 
is quite thick. You may therefore want to decide what to 
keep in and keep out.

After the description of our project for the MI board, 
there are three kinds of articles here:

1. On the development and use of goals in education/Jewish 
education: SF - Towards a General Theory & Prolegomenon; 
Smith, Cohen, & Lightfoot pieces on goals and effective 
schooling, reform, etc.; Cremin on Dewey;

2. Various encounters with and statements on goals for
Conservative Jewish education: SF - Melton Faculty Seminar
Grid (with intro explanation) & Ramah: A Setting For Jewish 
Education; Neusner on the Goals of Jewish Education
(missing); excerpts from Abramowizc doctorate on Goals for 
Conservative Jewish Education (missing); various pieces on 
the goals of Jewish Education taken from the Pilch collection 
(Heschel, Kaplan, Gordis, Simon Greenberg) [and the index so 
that you can see if I have missed someone who may be 
important for the Conservative movement]; other articles by 
Heschel, Schechter, Kaplan, etc. on Jewish education 
(missing);

3. Greenberg's paper (Hebrew edition) and four background
articles; Twersky & Brinker papers (including Brinker
transcript on hesitating toward Greenberg).

I have not included the various responses/protocals and
the Rosenak and Scheffler papers. At the very end, I 
included the first draft of the opening chapter (with a 
reworked version of the first part on rationale in the light 
of your suggestions/corrections; with a little more work,
this part could be brought to the point where it stands on
its own and be added to the first set of articles).

It would probably be useful to send this packet with
some sort of explanation of each of the three types of
articles. I'll do that as soon as I get your word on all
this.
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VISION AND EDUCATIONAL PRACTICE —  PART ONE

I

I am very interested in the goals project and am thrilled to 
have the chance to participate with a number of you in it. I 
believe that attention to goals - to , ̂ oals that are rooted in 
educational visions, which in turn ar^/rooted in a moral-religious 
vision - is long over-due and can prpve very helpful. At the same 
time, I want to voice some concerijs. A fear I sometimes have is 
that the lead-communities will engage in some activities spawned by 
the goals project, activities which may prove intellectually and 
otherwise very challenging, bu£ that they will come away without 
seeing any significant connection between these activities and 
their educational work. It would be unfortunate if they came away 
feeling that reflection on/visions and goals can be very rewarding 
in a personal sense but that its connection to work in the field is 
at best obscure. For / this reason I think it crucial that we 
ourselves not underestimate the difficulty of arriving at a 
meaningful vision and7 of then using that vision as a guide to 
educational practice/ Drawing attention to this difficulty is 
intended not to demoralize but to help us avoid an undesirable 
outcome through more careful design of our work with the lead 
communities. /

/ II

There would appear to be nothing more sound than to insist on 
the need for a compelling vision to guide the work of the educator. 
Without some clear understanding of what it is one is hoping - at 
the level of the individual, the community, or the institution - 
to bring into being, how can one proceed to allocate resources and 
to make other basic decisions? A vision of where one wants to go, 
of what one wants to achieve, can - if it is really shared by the 
participants and not too abstract - be energizing and directive in 
very important ways. There are, however, three problems that need 
to be acknowledged upfront.

The first is that the absence of a compelling vision that wins 
the allegiance of leaders in the field of Jewish education is not 
an accident. It reflects the uneasiness, the uncertainty, of the 
Jewish community as a whole which continues to try to define for 
itself meaningful ways of living Jewishly while participating in 
the very inviting secular culture that surrounds and, in many 
respects, has formed it. To arrive at a vision that is at once 
meaningful and compelling is not an easy achievement. It's not 
that religious thinkers have not articulated visions from among 

 which one might choose, but that, for most people, these visions ץ
have not, or not yet, proved compelling guides to life.

The implication of this for us is that we need to be careful
 .not to assume that "the vision thing" is easily taken care of ן
/ Although it would in itself be a significant achievement, it is
probably not enough for lay and professional leaders to read a ן
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denominational mission statement or the kind of vision propounded 
by a Mo she Greenberg and to say, ',This sounds good; I can identify 
with this." There also needs to be a high level of personal 
identification, intellectual and emotional, with the ideal that is 
propounded —  the kind of identification that reveals itself in the 
individual's speech and conduct. It would be naive for us to think 
that it is easy to catalyze this kind of identification.

Let us, however, suppose that the leadership of an institution 
has succeeded at defining such a vision for itself —  a vision of 
the kinds of human beings, of the kind of a community it would like 

and let us assume that identification with this ideal is 
strong and enthusiastic. Let us also assume that "the leadership" 
in question includes not only the rabbinic and lay leaders but also 
the educational director. For them all to identify in the profound 
way that I have in mind with a particular social/individual ideal 
would, of course, be an extraordinarily important achievement. But 
it is only the first step. If we are not to oversimplify the 
movement from vision to reality - that is, to a suitably 
transformed reality! - we must keep in mind at least the following 
points:

1) it takes extraordinary talent to take a vision and 
translate it meaningfully into an educational design that 
adequately mirrors and reflects the vision;

2) there are probably several distinct models —  which we 
should be trying to identify (in a way that parallels the 
Scheffler piece on different ways of understanding the 
relationship between theory and practice) —  of what the 
relationship between vision and educational practice 
optimally is.

3) The translation of a vision into educational design 
requires a host of assumptions concerning the nature of 
human growth and learning, the power and limits of 
various social settings, etc. If we are strong on vision 
but weak on these kinds of matters, our likelihood of 
success is doubtful.

In other words, we should not be naive about the ease with which, 
even conceptually, an institution can be shaped to the requirements 
of a particular vision.

I say in the preceding sentence "even conceptually" because we 
have yet to encounter more practical, or sociological, obstacles 
that can sabotage the effort to translate vision into reality. Let 
us suppose that a committed and remarkably able educational leader, 
supported by his or her lay and professional leadership, succeeded 
in translating a vision of a meaningful Jewish existence into a 
powerful educational vision, a well-developed conception of what an 
educational institution animated by this Jewish vision would look 
like. The sad truth is that many such educational conceptions that 
have been very thoughtfully developed fail miserably when actually
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implemented. And the reason is that it is at this point that a host 
of 1'real world" considerations come into play that are often 
ignored, or treated cavalierly, in the design phase. I will 
elaborate in Part Two.l implemented. And the reason is that it 
of "real world" considerations come 
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VISION AND EDUCATIONAL PRACTICE —  PART TWO

However well-thought-out the Jewish vision and the educational 
vision that expresses it, their actual educating power depends on 
some critical matters:

1) Are the front-line teachers/educators themselves 
personally and strongly identified with the vision of 
Jewish existence and of education that presumably frames 
their efforts? Given the realities in the field today, 
one often cannot make this assumption. The solution 
would seem to be some kind of "in-service" education; but 
here again, we need to avoid being naive concerning what 
a few in-service sessions can actually accomplish in the 
way of generating genuine commitment to a shared vision/

#

2) Is the educational director a person who, in addition 
to a commitment to a vision, brings a high level of 
educational talent and a sense of presence to his or her 
work with front-line educators, parents and children? If 
the institution's educational leader does not possess 
these characteristics, implementation is likely to 
founder.

3) What are the values, the beliefs, the concerns - the 
human outlook - of the community from which the clientele
for the educational program will come? The best laid 
plans of mice and men often go awry because of a failure 
to take into account this crucial matter —  namely, the 
readiness of the clientele for the kind of educational 
institution and program that have been developed on their 
behalf. If the gap is substantial between what the 
educational vision assumes about the nature and the 
background of the "students" and who they really are, 
success is highly unlikely. [A curriculum put together by 
the Educational Development Corporation might be 
conceptually very well-thought-out, given the assumptions
of the developers. But it doesn't follow that the 
curriculum will be universally effective: even if it's
effective in Newton, Mass. (say, because the developers' 
understanding of what students are like is based on the 
kinds of students one would encounter in Newton), it 
doesn't follow that it would work with the kinds of 
students one would meet up with in Roxbury or Lewiston, 
Maine.]

What happens all-too-often is this: a teacher - perhaps an
old-timer who has over time developed a fairly stable style of 
teaching, or a new teacher, probably with not a great deal of 
experience or Judaic knowledge - is informed that the school has 
developed a new curriculum that is rooted in the institution's 
larger sense of mission. The teacher is asked to participate in a 
few in-service sessions, designed to familiarize him or her with
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the institutional mission and the curriculum that flows from it.
Whether at the end of this process the teacher identifies with this
enterprise at all, much less in the necessary strong sense, is
doubtful. When this teacher finally meets up with the students, he 
or she finds it very hard to engage the students with the
curriculum: the students are bored, they are antsy, they are
beginning to act up. Pretty soon, with or without announcing it to
the powers-that-be, the teacher abandons the curriculum in favor of 
"what works" —  where "what works'1 is defined by what engages the 
students׳ energies, or (short of this) by what keeps them under 
control. "Keeping them under control and interested" become^ the 
criterion for success and the basis for determining appropriate 
learning experiences. So much for the guiding moral and curricular 
vision!

How might this problem be addressed? One solution might be to 
make clear to all relevant leaders - lay, rabbinic, and educational

that the vision/educational program that is to be implemented 
only has a chance if certain conditions obtain —  for example, an 
insistence that all educational personnel be "brought on board in 
a more than perfunctory way, as well as a willingness to re-shape 
the approach being recommended so that it has a chance of meshing 
with the particular client-population. Note, though, that the 
capacity to effect such adaptation reguires considerable effort and 
talent on the part of educational leaders and front-line staff.

A second strategy might be to address this problem at an 
earlier stage. Recognizing that the cultural outlook of the
students and their families is light-years away from that 
represented by the vision that is to be passed on in a meaningful 
way, perhaps those charged with institutional and curricular design 
must ask themselves: what is necessary, in the way of preparatory 
experiences, that might close this gap? Plato, for one, recognized 
that our ability to learn certain things depends in no small 
measure on the readiness of the soul, a readiness that grows out of 
prior socializing experiences. The point should not be lost on
Jewish educators. They need to be asking: What background of
beliefs, knowledge, and attitudes will ready a student for an 
education that is organized around, say, Greenberg's ideas? And, 
how is this background to be achieved? Educational design that is 
worth anything must offer practical guidance in addressing such 
problems.

Yet a third possibility is to think in very different ways 
about the relationship between vision and educational practice. As 
I have suggested on other occasions, I believe Dewey offers some 
interesting possibilities to consider in this domain. But time 
precludes proceeding further at this minute.
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Jay Roth Yes F Exec. Vice Pres, of JCC of Milwaukee Lay Leader

CHICAGO

John Colman Yes F President Chicago Federation o f Jewish 
Philanthropies

Federation

NEW  YORK

Aryeh Davidson Yes Head of Education at JTS Professional/Educator
(Conservative)

Robert Hirt Yes F Vice-President - Yeshiva University Professional/Educator
(Orthodox)

Beverly Gribetz ? Headmistress Ramaz Day School Professional/Educator
(Orthodox)
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Chaim Botwinick Yes F Executive Director of BJE Professional/Federation 
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Searle Mitnick Yes F Incoming president of CJES Lay Leader 
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Rowana Scharavsky ? Principal of A.J. Heschel Day School Professional/Educator

CLEVELAND

Mark Gurvis Yes Cleveland Federation

Ray Levi was invited? Principal o f Agnon Day School Professional/Educator

Susan Wyner Yes F Educational Director Professional/Educator

Dr. Lifsa Schachter Yes F Director of Cleveland Fellows Professional/Educator

Kyla Epstein Yes F Director of Fairmont Temple Professional/Educator

Dan Polster Yes Exec. Dir. o f the Agnon School Board Lay Leader

Sally Wertheim Yes

Robert Toren ?

LOS ANGELES

Isa Aron Yes Prof. of Education - HUC Professional/Educator
(Reform)

BOSTON

Carolyn Keller Yes F Director of Comm, on Jewish Continuity Professional Federation

Irving Belansky Yes F Co-Chair of Comm, on Jewish Continuity Lay Leader

PALM BEACH

Barbara Steinberg Yes F Executive Director - Commission for 
Jewish Education of the Palm Beaches

Lay Leader

STAFF

Barry Holtz Yes

Gail Dorph Yes

Daniel Pekarsky Yes

Ginny Levi Yes

Ellen Goldring Yes F
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ELEMENTS ON THE AXIS BETWEEN VISION AND PRACTICE

PHILOSOPHY

VISION - PHILOSOPHY OF EDUCATION

PORTRAIT OF AN INSTITUTION BASED ON THE VISION

"TRANSLATION״ TO AREAS OF PRACTICE:

- EDUCATIONAL POLICY
- INSTITUTIONAL SETTING AND CULTURE
- SYLLABUS
- CURRICULA
- TEACHER TRAINING

IMPLEMENTATION 

EVALUATION (FEEDBACK LOOP)
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TOWARDS A CIJE WORKPLAN FOR 19 93-4

This is a first crude iteration towards a plan for the 
period September 1st. 1993 through August 31st. 1994. I 
have tried to specify some clear outcomes although it should 
be emphasized that this is based on documents and general 
hearsay information rather than real first-hand knowledge 
and familiarity with the lead communities and the key 
players involved.

It is intended as a basis for our discussion and 
thereupon for the elaboration of a detailed workplan based 
on the 1993-94 calendar to be developed during June and July 
1993 .

This reworked plan should become the basis for discussion 
with MLM and core staff of the CIJE prior to the August 1993 
CIJE Board meeting and possibly sent to the CIJE Executive 
Committee prior to the Board meeting.

On the other hand, after a first cycle of visits to the 3 
lead communities and meetings with all the key actors, I 
imagine that the plan will undergo significant revision and 
refinement.
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By the end of August 1994, the CIJE should attain the 
following benchmarks:

ITSELF

A clear articulation of the mission of
CIJE and an undertanding of the continuum: 
mission-strategy-programs

An active Executive committee that has met 
three times and a working ''camper' system 
using core CIJE staff.

Three board committees operating (LC's, MEF, 
Research)

3 new board members and 6 candidates for 
1994-5
Two communications to the wider community of 
professionals and lay leaders.

Understand the mission and have 
ability to explain it coherently to other 
professionals and community leaders.

Clear job definitions for all staff and 
consultants, including role of Mandel 
Institute for 1994-95 and beyond

Planning consultant or planner in place

Regular meetings of the core staff (probably 
in Cleveland twice every 8 weeks)

Three meetings of senior advisory group

Central office established-! ־ 
mini-satellite offices in New York (Barry and 
Gail) and Jerusalem with a clear 
communications protocol both within and 
without.

1. THE CIJE 

a.Board: -

b.Staff: -

c. Admin: -
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following benchmarks : 
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a.Board : - A clear articulation of the mission of 
CIJE and an undertanding of the continuum: 
mission-strategy-programs 

- An active Executive committee that has met 
three times and a working 'camper' system 
using core CIJE staff . 

- Three board committees operating (LC's, MEF, 
Research) 

- 3 new board members and 6 candidates for 
1994-5 

- Two communications to the wider commi!hity of 
professionals and lay leaders. 

b . Staff : - Understand the mission and have 
ability to explain it coherently to other 
professionals and community leaders . 

- Clear job definitions for all staff and 
consultants, including role of Mandel 
Institute for 1994-95 and beyond 
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- An operating calendar of events across all 
areas of CIJE work and a full-blown calendar 
for 1994-5 and an outline for 1995-6

- Operating budget with clear independent CIJE 
procedures for all aspects of budget. Agreed
upon budget for 1994-5 and gross budget 
projection for 1995-6

Fund- raising:
- Significant contributions from local 

foundationsin LC's

- Commitments of national foundations (excluding 
three) to specific pieces of work of CIJE.

- Plan for fund-raising with $ targets over time 
and a strategy for potential funders

Successor
- Located or final stages of search.

- Detailed training program for 1994-5 "•

-  Crude plan for overlap in 1995-6 
developed.

Communications:
- Advisory group' nationally of educators, 

community professionals

- Plan for conference in 1994-5 for sharing the 
developments.

- Brochure on CIJE

- 'CIJE Education Letter' - three issues in 
development for 1994-5

- Plan with Federations for LC dissemination 

. National Organizations:

- Framework/s created for connexions with
major organizations: CJF, JCCA,
Denominations, etc.
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LEAD COMMUNITIES2 .

a. Wall-to-Wall Leadership Coalition (pro. and lay)
- established in each LC with 

defined 'concentric rings' 
as discussed Jerusalem/Cleveland

- Fully fleshed-out operating calendar 
for each LC both 'within' and 'across' 
Joint action plan in place.

- Fine-tuned calendar for 1994-5

a. Calendar:

- Gross calendar 1995-6

Local LC staff, Local Commission, 
Federation key pros., Federation 
leaders, rabbis and educators ALL 
understand the mission and roi/3 of 
CIJE. (Probably by several seminars 
in LC's)
"Enabling options"; "scope"; 
"systemic change".

b. Mission

Core team developed for each LC from 
CIJE, local commission, federation, 
MEF - meets regularly.

Gail Dorph is 'project officer' to 
that team.

c. Staff

MEF professional survey results in 
diagnostic profile of all personnel 
personnel needs leading to a multi- 
year plan for personnel devl.

Summer 1994: Summer Institute for
targetted strategic personnel groups

d. Personnel

- At least two Senior Educators or 
Jerusalem Fellows from each LC to be 
trained in 1994-5.
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- Projection of future pre-service needs 
and fleshed-out plan with training 
institutions.

- Graduates of Senior Educators, JF and
training institutions to fill key 
positions.

d. Staff - Ongoing monthly seminar in LC's with
CIJE core staff, local pros.

e. Lay Leadership
- Wall to wall commission in each 

LC in place

- Seminar on Goals has taken place in 
each community for the local 
Commission and maybe for the wider

- educator/ Rabbi/ pro. community.

- Development of a community 'champion' 
and hooking him/her into CIJE? 
leadership ('Vaulting over' the 
local pros)

- July seminar in Israel for LC 
lay leadership

f. Pilot Projects
- One project at least underway in each 

LC and full completion of planning of 
additional projects for 1994-95

- CIJE consultants engaged for pilot 
projects

- Israel summer seminar for pilot 
projects

- System in place for networking between 
3 LC's on pilot projects

- MEF in place on projects

d. Staff 
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- Educators survey completed and 
analyzed with detailed policy 
reccomendations.

g. MEF

- Feedback loop designed and implemented 
in individual communities and feedback 
system created for CIJE core staff

- mid-year report presented and 
summative year-end report processed 
through staff, consultants, MI and 
CIJE lay subcommittee

h. Goals Project
- Seminar with CIJE staff so that they 

understand the project.

- Seminar in each lead community on 
"Goals" for local Commission

BUILDING THE PROFESSION

a.Training Institutions:
- Develop first iteration of a plan 

for personnel

- Give them clear brief on needs of LC's 
from their institutions

- Complete at least one major 
consultation with training 
institutions including Israel.

b.CIJE: - First iteration of plan for personnel
from within CIJE linking LC needs, 
training institution capability and 
articulating unmet needs.

g. MEF 
- Educators survey completed and 

analyzed with detailed policy 
reccornendations. 

- Feedback l oop designed and implemented 
in individual communities and feedback 
system created for CIJE core staff 

- mid-year report presented and 
summative year-end report processed 
through staff, consultants, MI and 
CIJE lay subcommittee 

h. Goals Project 
- Seminar with CIJE staff so that they 

understand the project. 

- Seminar in each lead community on 
"Goals " for local commission 

3. BUILDING THE PROFESSION 

a.Training Institutions: 

b.CIJE: 

- Develop first iteration of a plan 
for personnel 

- Give them clear brief on needs of LC's 
from their institutions 

- Complete at least one major 
consultation with training 
institutions including Israel . 

- First iteration of plan for personnel 
from within CIJE linking LC needs, 
training institution capability and 
articulating unmet needs. 
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COMMUNITY LEADERSHIP

- Matrix created of communities, 
foundations, denominations etc. by 
development of secret information 
system.

- Used LC story to interest and enthuse 
designated additional community 
leaders outside of LC's but within 
the matrix. Connected to 
communications.

- 'Camper' program for key individuals.

- Begin planning for major Boston
conference for Feb. 1995 on 
work of CIJE (and M I ) .

RESEARCH

- Professional consultation ׳ ־־<r££
completed and a strategy of how to deal with 
it.

- Creation of a professional advisory panel on 
research and a first meeting by summer 1994.

4. COMMUNITY LEADERSHIP 

5. RESEARCH 

- Matrix created of communities, 
foundations, denominations etc . by 
d evelopment of secret information 
system. 

- Used LC stor y to interest and enthuse 
designated additional community 
leaders outside of LC's but within 
the matrix. Connected to 
communications. 

- 'Camper' program for key individuals. 

Begin planning for major Boston 
conference for Feb . 1995 on 
work of CIJE (and MI). 

Professional consultation ,, , "'7-"r.-;-
cornpleted and a strategy of how to deal with 
it. 

- Creation of a professional advisory panel on 
research and a first meeting by summer 1994 . 
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FIRST THOUGHTS IN  WAKE OF A GOALS PROJECT SIMULATION

SHMUEL WYGODA/DANIEL MAROM

\fter simulating a discussion between the Milwaukee Jewish Day School (Liberal) 
md the MI/CUE on the basis of the fourth draft of its. ״HEBREW/JUDAICA 
MISSION STATEMENT (3/9/93)״ (appended to this document), we have arrived at 
he following set of first thoughts on the goals defining process in lead 
;ommunities::

I. The process of defining or redefining goals involves thorough and painstaking 
ielineation of general aims into operative and evaluable directives (eg, the goal of 
;o^mitment to Medinat Yisrael" would have to be refined in terms of what attitudes, 
>fc.״iviors, and skills are specifically meant by "commitment" and by what aspects of 
nodem Israel are specifically meant by "Medinat Yisrael " Whether because of its 
iemand for institutional integrity and arduous effort work or because of its 
mplications for the reorganization of everyday life in the school, this process can be 
rery threatening.

I The goals defining process demands facilitation by an outside expert/s. The 
acilitator/s role would be to guide the process through asking questions, making 
listinctions and posing suggestions until it has produced goals statments which are

agreed upon by the various players in the school's leadership (lay, administrative, 
>ro, parents, etc.)

are capable of being implemented by the school's staff (with appropriate in- 
service training if  necessary and available)

1 be evaluated.

rhough the facilitator/s would have to "translate" the concerns and understadings of 
!ach of the players in the goals defining process, it would not be the facilitator/s's 
ole to shape school policy in any way. Similarly, though the need for clarity would 
lecessarily involve inquiry into issues of priority and value, the facilitator/s would 
lot attempt to raise the level of discourse on goals to the level sought out in the 
>apers on the educated Jew.

t. A school's statement of general aims (as in the appended Milwaukee Jewish Day 
>chool "mission statement) can be a useful stalling point if  it reflects, even in a very 
;eneral way, something of an authentic vision. Honest nuances in such a document 
an be "exploded" into a series of specific questions, clarifications, and 
lifferentiations which are necessary for the definition of goals (eg. the goal of 
reparing students for "possessing and valuing a Jewish lifestyle" makes many 
ssumptions about what a school must present to students as a viable way of Jewish 
iving, about how these must be presented, and about what it means for a student to 
?am about each one of these lifestyles and to choose one of them for him/herself).
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goals defining process than when there is no statement at all. In cases in which even 
this kind of mission statement is unavailable, one would have to think about how to 
generate its production or suggest that the process begin on the basis of a "content 
analysis" (an extrapolation of goals statements from an analysis of its existing 
programs and practice).

4. The question of how to initiate the goals defining process in schools in lead 
communities is very sensitive and complex. We do not know how many of the 60 ־ 
80 schools in lead communities (early childhood, day, and supplementary), would 
want to undergo such a process. Since the process can be threatening, it may safely 
be assumed that many schools will not be immediately open to the idea Though 
pressure from lay leaders and force management could create the basis for such a 
process, one must also consider the possibility that those who implement a vision 
will not do so with great energy and conviction, even if the "guillotine" of 
accountability is hanging over their heads, unless they believe in the school's vision 
and see themselves as having some role in its conception. Furthermore, we have no 
idea of how many outside experts are available for such a process (certainly not 
׳ ־ )ugh to work with all the schools in a lead community at once) nor do we know 

how much time would be necessary in order to achieve appropriate results.

It may be that the resources of the MI-CUE would be well invested, at least at 
first, into an intensive goals defining undertaking with one or two schools in each 
lead community The advantage of this approach is that the MI-CUE could choose 
to work with schools whose desire to enter into a goals defining process is assured 
from the outset. In addition, it would be possible to consider recruiting those 
schools into the process which, when seen entering the process, would provide an 
incentive for other schools to do the same. Yet another advantage is that the smaller 
undertaking could provide the MI-CUE with valuable experience in preparation for 
the larger goals project in and across lead communities (this could possibly make 
the smaller undertaking appropriate for the pilot project stage).

5. Linked to the issue of initiating the goals defining process is that of the specific 
players which would have to be involved. As was stated above, being involved in

process can be an important factor in empowering and energizing players for the 
״. !plementation process. This would logically lead to the conclusion that it would 
be important to include as broad a base as possible in the process. On the other 
hand, besides the great burden that a broad base places on efficiency, the sources of 
authority in the decision making process and the internal politics will be different in 
each school. TTiis could obviously have great impact on the question of who it 
would be necessary, advisable, or optional to include in the goals defining process. 
One possibility of dealing with this issue would be to work with a committee of 
representatives of each of the constituents in a school (lay, administrative, pro, 
parents, etc.) in producing draft formulations of goals and then with each 
respresentative and his/her constituent in suggesting emendations. This could also 
work the other way around ־ first goals formulations could be done with each of the 
constituents and their representatives separately and then emandations could be 
done by a committee of all the representatives. In both cases, it is reasonable to 
assume that there would be a series of rounds or movements made between the two 
groups in order to reach a final formulation of the school's goals.
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authority in the decision making process and the internal politics will be different in 
each school. This could obviously have great impact on the question of who it 
would be necessary, advisable, or optional to include in the goals defining process. 
One possibility of dealing with this issue would be to work with a committee of 
representatives of each of the constituenls in a school (lay, administrative, pro, 
parent.s, etc.) in producing draft formulations of goaJs and then with each 
respresentative and his/her constituent in suggesting emendations. This could also 
work the other way around - first goals fonnulations could be done with each of the 
constitutents and their representatives separately and then emandations could be 
done by a committee of all the represenbiives. In both cases, it is reasonable to 
assume that there would be a series of rolUlds or movements made between the two 
groups in order to reach a final fonnulation of the school's goals. 



A related question for many of the schools will be the role of the central offices 
of the respective denominations Even in cases in which a denomination had 
developed its own definition of goals - with or without the facilitation of the MI- 
CUE - it is difficult to assume that local schools would not want to go through their 
own goals defining process. Some schools may, of course, feel comfortable using 
denominational goals statements as a framework within which they could taper and 
reformulate their own goals. Others may be more open to considering goals 
formulated by the central denominational offices when those offices offer immediate 
support for the implementation of those goals through curricula and in-service 
training. But since the goals defining process is itself a factor in creating energy, 
efficiency, and accountability in a school, even in these cases effort would have to 
be invested in locally in order to ensure that the various players in a school 
understand, desire and are capable of implementing centrally formulated goals. It 
would therefore be necessary to consider how, in each case, a fruitful working 
relationship could be negotiated between the central denominational offices and 
their local constituents in lead communities,

In considering this issue, it could be important to keep in mind that the 
denominations may choose to embark on a long-winded search for educational goals 
on the basis of the conceptions developed in the Mi's educated Jew project. In 
cases in which this indeed transpires, it would be possible for the central 
denominational offices to raise the standards and level of discourse on goals among 
their constituents. Assuming that a fruitful relationship with the central 
denominational offices had been built in to the goals defining process in schools in 
lead communities, this would provide a solid basis for such a development in lead 
communities ־ one which could indeed provide a model for other communities.

The question of outside expertise is, of course, also pertinent to the question of 
who sits around the table in the goals defining process. It is important here to 
distinguish between the task of facilitating the formulation of clear goals and 
suggesting ideas or programs in order to implement these goals. Since goals set a 
theoretical basis for ideas and programs, and the latter should be evaluated in light 
of the former, it is critical to separate these two activities. As was stated above, it is 
difficult to assume that the MI-CUE has enough staff available to work with all of 
 e schools in lead communities at the same time. Even in working with small״.1
number of schools, all of which would agree to working with an outsider, the 
question of how to work together needs attention. Possibilities range from long 
term, on-site, "hands-on" cooperation on site to fax relationships. The question of 
whether or not it would be possible to train local experts for this assignment may be 
worth considering.

6. In order to proceed, we suggest that this document be discussed with AH and SF 
in preparation for the discussion of the goals project at the coming CUE seminars.

A related question for many of the schools will be the role of the central offices 
of the respective denominations Even in cases in which a denomination had 
developed its own definition of goals - with or without the facilitation of the MI
CIJE - it is difficult to asswne that local schools would not want to go through their 
own goals defining process. Some schools may, of course, feel comfortable using 
denominational goals statements as a framework within which they could taper and 
reformulate their own goals. Others may be more open to considering goals 
fonnulated by the central denominational offices when those offices offer immediate 
support for the implementation of those goals through curricula and in-service 
training. But since the goals defining process is itself a factor in creating energy, 
efficiency, and accountability in a school, even in these cases effort would have to 
be invested in locally in order to ensw-e that the various players in a school 
understand, desire and are capable of implementing centrally fonnulated goals. It 
would therefore be necessary to consider how, in each case, a fruitful work.ing 
relationship could be negotiated between the central denominational offices and 
their local constituents in lead conmmnities. 

In considering this issue, it could be important to keep in mind that the 
aenominations may choose to embark on a long-winded search for educational goals 
on the basis of the conceptions developed in the Mrs educated Jew project. In 
cases in which this indeed transpires, it would be possible for the central 
denominational offices to raise the standards and level of discourse on goals among 
their constituents. Asswning that a fruitful relationship with the central 
denominational offices had been built in to the goals defining process in schools in 
lead commwiities, this would provide a solid basis for such a development in lead 
communities - one which could indeed provide a model for other communities. 

The question of outside expertise is, of course, also pertinent to the question of 
who sits around the table in the goals defining process. It is important here to 
distinguish between the task of facilitating the fonnulation of clear goals and 
suggesting ideas or programs in order to implement these goals. Since goals set a 
theoretical basis for ideas and programs, and the latter should be evaluated in light 
of the former, it is critical to separate these two activities. As was stated above, it is 
-iifficult to assume that the MI-CIJE has enough staff available to work with all of 
.. ,e schools in lead communities at the same time. Even in working with small 
nwnber of schools, all of which would agree to working with an outsider, the 
question of how to work together needs attention. Possibilities range from long 
term, on-site, "hands-on" cooperation on site to fax relationships. The question of 
whether or not it would be possible to train local experts for this assignment may be 
worth considering. 

6. In order to proceed, we suggest that this document be discussed with AH and SF 
in preparation for the discussion of the goals project at the coming CJJE seminars. 



A P R E L IM IN A R Y  P LA N  FOR TH E IN  IT  I A TIO N OF TH E G O ALS P R O JE C T

The following is a summary o f  a deliberation between Shmuel W ygoda and Daniel M arom  
on the question o f  how to initiate the goals project:

A) general assumptions:

1. The aim o f  this project is to develop an environment which will generate efforts at 
Jewish education which is focused on goals. The promise o f  such efforts is that they 
facilitate effective education. The problem is that they demand extensive and continuous 
investment o f  resources, time and energy. Consequently, the challenge o f  this project is to 
help create the conditions for the development o f  Jewish education based on goals, while 
at the same time refraining from raising expectations for quick results.

2. The setting for this project is the CIJE's lead communities. This is because there is an 
expectation on the part o f  lay leaders that institutions o f  Jewish education in these 
communities will be more effective. According to their understanding, effectiveness 
requires the capacity to be held accountable for one's goals. Consequently, there is a 
demand, on the part o f  these lay leaders, that the institutions o f  Jewish education in lead 
communities be able to present their goals and demonstrate if and how they are working 
towards their attainment.

3. W e do not know how many o f  the educational institutions in lead communities will be 
capable o f  responding to this demand. From initial reports on the part o f  field researchers, 
meetings with various educators and lay leaders, as well as from a general sense about the 
state-of-the-art in Jewish education in North America, it appears safe to assume that the 
majority will need to undertake development in this area. This is quite obviously a very 
sensitive and explosive issue. No real effort has been made by the CIJE in launching the 
goals project until an appropriate plan o f  action has been developed.

4. Since the majority o f  the educational institutions are affiliated with the training 
institutions o f  the Orthodox, Conservative and Reform denominations and the Jewish 
Community Center Association, we assume that they will want to undertake development 
in the area o f  goals with the help o f  these central agencies. Even if this assumption is 
mistaken, it must be taken into consideration that these central agencies are the only 
educational bodies which will have the infrastructure and capacity to provide assistance to 
institutions o f  Jewish education in lead communities (or others) - whether it be in 
formulating goals, in providing in-service training and programs for their attainment, or  in 
suggesting evaluation tests in order to determine whether or not these desired outcomes 
are indeed being achieved.

5. The training institutions have been given three year grants by the Mandel Associated 
Foundations in order to enhance their training capacity. Over the last two years, this has 
not included a major effort at the development o f  an appropriate response to the forseen 
demand by institutions o f  Jewish education in lead communities for assistance with goals.
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On the other hand, the CUE has related this forseen demand to each o f  the training 
institutions (individually and as a group) and has urged them to be prepared for its arrival. 
Furthermore, each o f  the training institutions has done some prior w ork  in formulating 
goals for curricula which they have published for their constituents.

6. The Mandel Institute has undertaken research and development in the area o f  the goals 
o f  Jewish education, particularly in the context o f  its "Educated Jew" project. This project 
focuses on the development and formulation o f  goals on the basis o f  philosophical 
approaches to Jewish education. Besides the Institute's staff, a group o f  scholars and 
educators have been dealing with these issues in the context o f  this project for over two 
years. The project and those who worked on it may be a resource for the training 
institutions as they reconsider their goals.

7. In addition to its regular staff, the CIJE has recaiited Professor Danny Pekarsky in 
order to work on the goals project. Also, the CIJE's monitoring, evaluation & feedback 
team, headed by Professor Adam Gamoran, will have a role in overseeing the 
implementation o f  this project.

b) aspects (111(1 issues in the development o f  a plan for the initiation o f  the goals 
project:

1. It would be impractical to begin discussing the goals project with educational 
institutions in lead communities before a reasonable amount o f  work had been done in 
preparing the training institutions to play their role. The danger here is o f  raising lay 
leader expectations too high too fast or o f  introducing too early the issues raised by the 
demand for goals among the institutions o f  Jewish education in lead communities. The first 
effort should be with the training institutions.

2. Though the training institutions have acknowledged their readiness to play a role in 
the goals project in lead communities, we do not know the extent to which they 
understand the nature and scope o f  this assignment. Since, in some cases, the training 
institutions have goals statements in their published curricula, they may think that it will be 
sufficient to simply "cut and paste" these statements into one single document. This may 
be a useful starting point for the goals project, especially since it would be a positive step 
forward.

The question which we asked ourselves, however, was whether or not it would be 
important for the training institutions to consider, before or as they formulate this "cut and 
paste" document, some o f  the issues related to the use o f  such a document in lead 
communities: how would they explain and justify the goals statements to people working 
in educational institutions in lead communities? how would they respond if asked to 
provide programs, materials, and training appropriate for the implementation o f  these 
goals? how would they assist in evaluating the extent to which the said goals had indeed 
been achieved (so that schools can be accountable by lead community lay leaders)?
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To be sure, these questions could be raised in response to the training institutions' "cut 
and paste" documents in the context o f  a seminar or consultation. However, we do not 
know whether this would ultimately be the longer o f  two routes. The fact that the training 
institutions had already put their goals down on paper could lead them to resist entering 
into a discussion on the use o f  their "cut and paste" documents or to avoid reformulating 
the goals in these documents in light o f  such a discussion. In essence, having gone one 
step forward, we may have taken ourselves two steps backward.

The alternative would be to dedicate a first seminar exclusively to the clarification o f  
the goals project assignment. This seminar would introduce aspects and issues relating to 
the question o f  how a central agency can:

a) fo rm u la te  usable goals fo r  educational institutions - i.e. coin their goals in a way 
which enables an educational institution to develop a coherent progam o f  study (eg. 
syllabus), can be understood and acted upon by practitioners, and facilitate accountability 
by providing testable markers for attainment; this presentation could be made by Professor 
Fox.

b) work with local constituents in setting up a m echanism  fo r  the im plem entation o f  
suggested goals - i.e. send representatives who can help local schools study and develop f \ Z  
concensus around suggested goals, reorganize their programs so as to accomodate 
working with (new) goals, train local start in educational institutions to implement 
programs dedicated to the attainment o f  the suggested goals, provide tests which help 
determine the degree to which goals are being attained, set up ongoing relationship so as 
to continue working together in the local pursuit o f  centrally formulated goals; this 
presentation could be made by a central figure in American education such as Marshall 
Smith (whose article on systemic school reform deals precisely with these issues) and/or a 
representative o f  Ted Sizer's coalition o f  essential schools (which has much experience in 
working with schools all over the U.S. in reorganizing their programs around 9 specific 
goals).

H /
Following this presentation, it would be possible to open the discussion between the 

seminar participants, CIJE staff (including Danny Pekarsky and Adam Gamoran), 
members o f  the Mandel Institute staff (including perhaps selected participants in the 
educated Jew project, eg. Beverley Gribetz), as to its implications for the role o f  the 
training institutions in the goals project. The purpose o f  this discussion would be to 
develop a clear mandate for a first iteration o f  goals formulated by the training institutions 
to be discussed at a second seminar a few months later.

The second seminar would be broken into three parts. In the first part, the training 
institutions would be called upon to present and discuss their goals documents (the 
assumption here is that the preparation seminar and the "camper system" suggested in the 
next point would help generate better documents than the "cut and paste" ones). This 
would be so that each o f  the training institutions could learn from each others experience
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and reexamine theii own goals in the light 01 alternatives. Following this presentation, we 
thought it would be appropriate to introduce representatives from the lead communities 
who would discuss the subject o f  goals development in local schools from their 
perspective (these representatives would participate in this session alone). Finally, the last 
part o f  this seminar would be devoted to deliberation on how to proceed in the light o f  the 
first two sessions. This deliberation would be based on a set o f  alternative routes for 
progression, presented by the CIJE.

Three issues relating to this suggestion were also discussed. First, we agreed that 
excepting the second part o f  the second seminar, it would be mistaken to involve lead 
community representatives at these seminars. Our fear was that the introduction o f  the 
realities in lead communities from their perspective could cause major digressions in the 
discussion. The training institutions need "lead time" in which they can honestly consider 
what they want to offer lead communities before they are put in a position where they 
actually must deliver (see, however, two paragraphs below as to how this information 
could be brought into the seminar indirectly).

Second, we could not determine whether or not it would be useful to encourage as 
wide a participation as possible o f  the staffs o f  the training institutions in the first seminar 
(including potential adjunct staff, such as Jerusalem Fellows, etc.). The reason for this 
would be that it would minimize the need to reclarify the assignment to others (some o f  
who might actually do the work o f  formulation or the fieldwork in lead communities) and 
to create as wide as possible a basis for deliberation within the training institutions. On the 
other hand, it could be that the message might get across more clearly and honestly in a 
small group o f  representatives from the training institutions at the highest level.

Finally, we thought that it would be important as preparation for these seminars (and 
indeed for the whole project) for background research and deliberation to be done on 
issues o f  formulating and using goals in Jewish education and to lead communities in 
particular. This could be done by the seminar participants not from the training 
institutions. As for research on goals issues specific to Jewish education, this could be 
undertaken by the staff o f  the Mandel Instititue (use - Shmuel W ygoda [including the 
experience amassed in the syllabus project]; form ulation - Daniel Marom). As for 
research on goals issues related to lead communities, this could be undertaken by CUE 
staff, especially a representative from the monitoring, evaluation & feedback team. This 
research would inform the seminar through the participation o f  these people.

3. An important element in this plan (regardless o f  which o f  the two routes would be 
implemented) would be the setting up o f  a "camper system" relationship between the CIJE 
and the training institutions. As the project gets underway, a representative o f  the CIJE 
(perhaps Danny Pekarsky - excluding perhaps for Orthodox) would visit the training 
institutions from time to time in order to be updated as to the progression o f  the goals 
formulation process and to make appropriate suggestions. The role here would be to 
ensure, as best as possible, that the training instititutions are "on track" in undertaking the 
assignment o f  preparing to take a role in lead communities. This would help both sides be
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better prepared for continuing seminars in which specific aspects and issues relating to 
goals and their use would be discussed as well as for work in lead communities..

4. Special attention and planning will have to be devoted to goals development by the 
JCCA (i.e. specific to informal education) and by the Torah U'Mesorah people (whose 
constituency in Baltimore is large).

5. It is important to consider the question o f  how the Mandel Associated Foundation's 
grants to the training institutions can be used an incentive factor for the goals project.

6. At some stage in the goals project, certainly no earlier than during or after the 
second seminar, it will be important to present the Mandel Instititute's educated Jew 
project to the training institutions and develop plans for them to reexamine their goals in 
the light o f  the conceptions and findings which emerged from this project.
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SEYMOUR FOX -- OCTOBER 4, 1993

The Goals Project as we always said involves two sides: working 
from the Educated Jew project down to goals and working with the 
denominations and anybody else on conceptions of goals that they 
now want to hold congregations or schools accountable for.

Now I'm talking only about the second one now because the other 
one — we have a different kind of conversation about. It seems 
to me that we have spoken, and both of you know that, to the 
denominations about getting their act ready. They all know about 
that. Therefore, how are we now going to get them to be able to 
do it?

That requires that they — probably as a whole group, all of them 
together, with Pekarsky and the two of you and me — because we
are going to have to supervise that, guide it, help it, etc. —
either call a seminar in America or call a seminar here. And we 
have to be very wel 1-prepared for th-at seminar. Now what that 
means about being prepared for that seminar is to find out how do 
we teach them how to take their goals — in some cases they've 
worked out good goals, in some cases they've worked out silly 
goals — how are we going to get them to see, number 1: that
they have to come to that seminar prepared — but what are they
prepared to commit themselves to? Then we're going to run into 
all the difficulties that all the lay people know — they don't 
want to commit themselves because if they, they're going to held 
accountable.

So how do we deal with them psychologically, theoretically, and 
educationally — that's the question. Then, how do we teach them? 
And who is are expert going to be? It's somebody in general 
education that will have to come into that seminar that will show 
them how you take a goal and make it operative for a school. Then 
let's assume we even got them to do that. That was the point you 
were talking about Shmuel. Which of the various list of goals 
that they have — and there are many curriculum — and are now 
ready to be held accountable for.

Now if they have one, what are they going to do to get a school 
to learn how to work with that, to gear their curriculum to it, 
to deal with more lofty things like getting their teachers to 
understand that etc. What does it mean to undertake a goals 
project "savir" — iteration number 2. Iteration number 2 is 
where do we expect the denominations to be in 2 years, in 3 
years, in 5 years — that's the assignment.
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SEYMOUR FOX -- OCTOBER 4, 1993 

The Goals Project as we a_lways said involves two sides: working 
from ~he ~ducated Jew proJect down to goals and working with the 
denom,nat,ons and anybody else on conceptions of goals that they 
now want to hold congregations or schools accountable for. 

Now I'm talking only about the second one now because the other 
one -- we have a different kind of conversation about. I t seems 
to me that we have spoken, and both of you know that, to the 
denominations about getting their act ready. They all know about 
that. Therefore, how are we now going to get them to be able to 
do it? 

That requires that they -- probably as a whole group, all of them 
together, with Pekarsky and the two of you and me -- because we 
are going to have to supervise that, guide it, help it, etc. -
either call a seminar in America or call a seminar here. And we 
have to be very we 11-prepa red for th-at seminar . Now what that 
means about being prepared for that seminar is to find out how do 
we teach them how to take their goals -- in some cases they've 
worked out good goa 1 s, in some cases they I ve worked out s i 11 y 
goals -- how are we going to get them to see, number 1 : that 
they have to come to that seminar prepared -- but what are they 
prepared to commit themse 1 ves to? Then we I re going to run into 
all the difficulties that all the lay people know -- they don't 
want to commit themselves because if trey, they're going to held 
accountable . 

So how do v:e dea 1 with them psycho 1 og i ca 11 y, theoret i ca 11 y, and 
educationally -- that's the question. Then, how do we teach them? 
And who is are expert going to be? It's somebody in general 
education that will have to come into that seminar that will show 
them how you take a goal and make it operative for a school. Then 
let's assume we even got them to do that. That was the point you 
were talking about Shmuel. Which of the various list of goals 
that they have -- and there are many curriculum -- and are now 
ready to be held accountable for. 

Now if they have one, what are they going to do to get a school 
to learn how to work with that, to gear their curriculum to it, 
to deal with more lofty things l ike getting their teachers to 
understand that etc. What does it mean to undertake a goals 
project 11 savir 11 

-- iteration number 2. Iteration number 2 is 
where do we expect the denominations to be in 2 years, in 3 
years, in 5 years -- that's the assignment. 
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To: Seymour Fox and Annette Hochstein

From: Adam Gamoran and Ellen Goldring

Re: Monitoring, Evaluation, and Feedback Plans

Date: July 25, 1993

This memo describes our plans for Monitoring, Evaluation and
Feedback of Lead Communities for the next year, September 1993August, 1994.

Our proposal is divided into three areas of work: 11 Ongoing 
continuation of monitoring and feedback, 2) Conducting the 
community self-study, and 3) Preparing for assessment of 
cognitive outcomes.

1) ONGOING MONITORING AND FEEDBACK

In the fall, we will present to the lead communities and CIJE a 
year one, cumulative report about mobilization and visions. This 
will follow our cumulative reports about the professional lives 
of educators. Next year we will continue to monitor the three 
areas that are central to the MEF plan and the I/? effort: 
visions, mobilization, and professional lives of educators.

Visions. The issue of goals was not addressed in A Time to Act- 
The commission report never specified what changes should occur 
as a result of improving Jewish education, beyond the most 
general aim of Jewish continuity. Specifying goals is a 
challenging enterprise given the diversity within the Jewish 
community. Nonetheless, the lead communities project cannot 
advance— and it certainly cannot be evaluated— without a 
compilation of the desired outcomes.

For purposes of the evaluation project, we will take goals to 
mean outcomes that are desired within the lead communities. We 
anticipate uncovering multiple goals, and we expect persons in 
different segments of the community to hold different and 
sometimes conflicting preferences. Our aim is not to adjudicate 
among competing goals, but to uncover and spell out the visions 
for change that are held across the community. To some extent, 
goals that emerge in lead communities will be clearly stated by 
participants. Other goals, however, will be implicit in plans 
and projects, and the evaluation team will need to tease them 
out- The evaluation project will consider both short-term and 
long-term goals.

To: Seymour Fox and Annette Hochstein 

From: Adam Gamoran and Ellen Goldring 

Re: Monitorin-3, E:valuat.1on, and Feedba,;k Plan::. 

Date: July 25, 1~3 

Thi::: memo de!'-::rib= our plan!' for Monitorin•:1, Evaluation and 
Feedback of Lead Communitie::. for the next year, September l993Au9u:a:t, L494. 

Our pro~-.al u. divided int.o th.ree areas of work: 11 Ongo.1n9 
continuation of monitoring and feedback, 2> Concluctin,3 the 
community relf-study, and 3> Preparing for ~~e:ment of 
cogn.1tive outcome!:-

11 ONGOING MONITORING AND FEEDBACI; 

In the fall, we will pre::.ent to the lead commun.itie:.: and C'IJE a 
year one, cumulative report about mobilization and vu.ion,:. Thu. 
will follow our cumulative report!' about the profe::.~ional livee: 
of educato1·!'. Next year we will continue to mon.itor the three 
areas that are central to the MEF plan and the IJ: effort 
viz.ion::,;, mobilization, and profe:!:~ional li Ve!:- of educator!'. 

Vis1om::. The l.!'.Sl.le of •;,oak wae: not addrcZ:c.ed in A T.ime to Act. 
The comml.!".sion report never :c,pecified what chan•:1= zhould occur 
a.z a ree:ult of improving Jewish educat.ion, beyond the m~t 
9eneral aim of Jewi!'h continuity. Spec.ifyin,3 ·:1oak i::. a 
challen9.1n9 enterprit-e 9iven the divere:.lty w.ithin the Jewizh 
community. Nonethel~_.!:, the lead commuru.tie:s project cannot 
advance--and it certainly cannot be evaluated-without a 
compilation of the dc:$ired outcom~-

For pur~--.e!' of the evaluation project, we will take 9oals to 
mean outcomes that are dezired with.in the 1€:ad communiti=. l,e 
anticipate uncoverin9 multiple goal!:, and we expect per:.:one: .in 
d.ifferent ::-e9ments of the community to hold d ifferent and 
!'.ometim~- conflicting preferenc~- Our aim is not to adjudicate 
amon9 competin9 9oak., but to uncover and ::,;pell out the viz.ion::. 
for chan·:1e that are held acro:c.z the commun.ity. To ,:.ome extent, 
•;,oal::. that emer•3e in lead commun.itie:.: 1.all be clearly stated by 
participant::.. Other goals, however, will be .implicit in plan::
and proje,::t::., and the evaluation team will need to tea::.e them 
out. The evaluat.ion project w.ill cone:ider both ::-hort-term and 
lon9-term goal,:. 



In this area, the most exciting development during the past year 
was the initiation of the CIJE Goals Project, an effort to assist 
the communities in articulating clear and־measurable goals. The 
Goals Project has three elements, each of which will be monitored 
by the MEF project as they come into contact with the 
communities:

(a) CIJE has successfully recruited the national 
denominations (orthodox, conservative, and reform) to 
provide resources to community institutions' (e.g., 
synagogues, schools, community centers) to help them focus 
on goals that are specific to their contexts. CIJE staff 
will facilitate this relationship.

(b) CIJE staff will encourage and help the local lead 
community commissions to develop vision statements that will 
describe the overall purpose of the lead community project, 
and how it expects to be judged.

(c) The Mandel Institute will share with the denominations 
and the communities its project on alternative conceptions
of the Educated Jew.

The first task of the evaluation team will be to document the 
process through which clear goals become articulated. The second 
task will be to establish, in consultation with the communities, 
the measures needed to evaluate progress towards these goals.

Mobilization. According to A Time to Act, mobilizing community 
support for Jewish education is a "building block" of the lead 
communities project, a condition that is essential to the success 
of the endeavor. This involves recruiting lay leaders and 
educating them about the importance of education, as well as 
increasing the financial resources that are committed to 
education. The Report quotes one commissioner as saying, "The 
challenge is that by the year 2000, the vast majority of these 
community leaders should see education as a burning issue and the 
rest should at least think it is important. When this is 
achieved—money will be available to finance fully the massive 
program envisioned by the Commission (p. 641."

Each of the communities has shown activity in this area during 
the first year, although in different ways. Our task for 1993-94 
will be to monitor progress in this area, with special attention 
to key issues that emerged during the previous year. Among these 
are:

—  Although local commissions contain representatives from 
diverse constituencies, there are as yet no mechanisms for 
these representatives to inform and galvanize support in 
their constituencies. Through what processes does 
successful diffusion of mobilization and support occur?

In thi:c- area, the m°"-t ex,:;itin9 development cltu:in9 th.,, pa;::t y.e:ar 
wa:c- the J.nitiation of the CIJE: Goa.lo:: Proje,:;t, an effort to a:::si::t 
the ,:;ommunitie:c- in arti-:ulati1119 dear and· mea:::urable •Joal:::. The 
Goal::: Project ha::: three element:;.:, each of ~hich will be monitored 
by the MEF proje,:;t a:cc they ,:;ome into contact with the 
communities: 

(al CJ.JE ha::: zt1cce:.-.sfully recruited the national 
d e nomination::: (orthodox, con~ervativc:::, and reform> to 
provide re:-:ources to community iru::titution::: (c:.•:J., 
zyna-;,O';)ucS, =hools, community center:c-1 to help them fo-:=u~
on goal:c- that are sp,::cifi,:; to t heir context$. CIJE :c-taff 
will facilitate this relationzhip. 

(bl CIJE :!"-taff w.ill encoura•3e a nd hel p the lor..al h ,acl 
community commission:c- t .o develop vision ztatements that will 
de:.-.cribe the overall purpose of the lead community project, 
and how it expects to be jud•~ed 

(Cl Th"' Mandel Institute 1.1ill ,:;hare with the denominatioru: 
ancl the communitic:S its project on alter native ,:;on,:;eption:cc 
of the Educated Jew. 

The first task of the evaluation team will be to document the 
proce:c~ t.hrough which clear -;,oal:;.: become art1,:ulatecl. The ~.econcl 
task wi ll be to ~tabli:::h, in consultation with the communiti,e:,', 
the measure::: needed to evaluate pro3re:.~- towards thc;:;;e goals. 

Mobilization. According to A Time to Act., mobilizin9 community 
:::upport fm.· Jewish education is a "building block" of the lead 
communitie:;.: project, a condition that is e:.~.ential to the :o-uccc:a:.s 
of the endeavor. Th.is involves recruiting lay leaders and 
educating them about the importance of education, as well as 
increasin•~ the financial re:::ourc<::Z t .hat are committed to 
education. The Report quote::: one commfr.::ioner a·:c- :!".aying, 'The 
challen,;re i::: that by the year 2((a), the va::t majority of the;;e 
-=omm~initv le~de1,·s ::hould ::ee education as a burnin9 izsue and the 
re:;.:t :::hot~ld at lea:::t think it i:: important. \,hen thi:c- i::: 
achieved-money will be available to finance fully the ma::::ive 
pro,1ram env.l.$ioned by the Commi:.:.::ion (p. '>'IL" 

Each of the communities ha:: shown activity in thi:: area ch1r1n•:1 
the fir:c-t year, alt hough in different way:::. Our task for 1~,.:,3-~4 
will be to monitor pro;Jre:::.:S in this area, with :c:peci al attention 
to key is:::Lle::: that emer9ed clurin9 the prevJ.oU:c- year. Amon·~ t:h~-.e 
are: 

-- AlthoL19h lcx:al commi5sion;:: i::ont.ain reprea.:entative:: from 
cliver~e con:::-tituencioe;Z, there are as yet no mechanism:::: for 
the:c-e repre::::entativE:S to inform and 9alvani2e support. in 
theii· con:::tituencie:::, Through what proce:::.se:::: doe-!:-
zucce:.~ful diffusion of mobilization and suppo.rt occur,· 



—  Educators are playing important roles as representatives 
of their institutions. What are the means through which the 
communities effectively encourage educators to further the
lead community process through development- and 
implementation of educational innovations?

—  In successful mobilization of lay leadership, what is the 
interplay between recruiting leaders in support of specific 
projects (e.g., day school scholarships), as compared with 
leadership for the total lead community process?

Professional lives of Jewish educators. Enhancing the profession 
of Jewish education is the second critical building block 
specified in A Time to Act- The Report claims that fundamental 
improvement in Jewish education is not possible without radical 
change in areas such as recruitment, training, salaries, career
tracks, and empowerment of educators.

During the first year, we established baseline conditions that
can serve as standards for comparison in future years. In 199394, we will monitor how information 
being utilized from the 

educator survey and professional lives of educator reports, and 
monitor whether a treatment plan for personnel is being 
developed. We will learn about the components, scope, and 
implementation of such plans. In addition, we will continue our 
work on personnel and professional lives of educators by studying 
informal educators and adult educators.

Products. The products of this aspect of our monitoring and 
feedback for next year will include:

1) monthly feedback to the lead communities,
2) monthly updates to CIJE,
31 cumulative year two reports to communities and CIJE about

visions, mobilization, and personnel, and
4) special topics reports as issues arise (e.g., the 

changing roles of BJEsL.

2) COMMUNITY PROFILES (SELF STUDY)

In response to the pace of implementation in the lead 
communities, we are willing to take on as our responsibility the 
self-study. (Since this is no longer a self-study, we are terming 
this aspect of our work, community profiles.) Building full 
community profiles will be a two year process. In the first year 
we propose that we emphasize collecting data from community 
institutions and agencies to address the question: What is the
educational profile of the lead communities? In the second year 
we propose a needs analysis/market oriented survey of clients and 
constituencies to determine their views and needs in regard to 
Jewish education in the lead communities.

-- Edlll::ator:-- are playin9 .important role::: az. repre:::.entative:::. 
of their in:::titution:-~ 1-lhat are the mc:an::: throu•:.1h which the 
communitiez effectively encoura•:ie eclucatol.'::; to further the 
lead community prcx:e:.-.::: t hrou9h d<':velopment· and 
implementation of educational innovations,· 

-- In :ollCCe<'...$ful mobili=tion of lay leacler:::.hip, what i::: the 
interplay between recruitin9 lc:ader::: in :::upport of :::pecific 
project::: (e:.•:1., clay :c:i:hool scholarship!'!, as compared with 
leadership for the totol lead community procez:::,· 

Profe:::sional live::: of Jewi.:::h educators. Enhancin9 the profe:.-.:::ion 
of Jewish education i.::: the :::econd critical buildin9 block 
zpe,;ified in A Time to Act_ The Report claim:::. that fundamental 
improvement in Jewi.:::h education i::: not pcr..-.:::ible without radii::al 
chan9e in ar<":a::: zu-::h a::: re:cruitm<":nt, trainin•:1, ~lariez, i::areer 
track:::, and empowerment of edu,;:at.ors. 

Durin9 the first yeor, we eztabli.:::hed ba:c-eline conditionz that 
,::an :::erve a::: :::tandard::: for ,::omparu.on in future yearz. In 199394, we will monitor how information 

bein-3 utilized from the 
educator zurvey and profe:.--.;:ional li vc::: of educator report:::, and 
monitor whc:ther a treatment plan for per:::onnel i.::: bein9 
developed \-ie will learn about the components, :::cope, and 
implem.entation of :::u,::h planz. In addition, we will ,::ontinue our 
work on peroonnel and profez:::ional live::: of educator::: by :::tudyin•:1 
informal edu,::ator::: and adult edu,::at.orz. 

Prodw::-ts. The produ~ of thi.::: a:::pect of our monitorin•3 and 
feedback for next year will include; 

11 monthly feedba,::k to the lead communities, 
21 monthly update- to GIJE, 
31 cumulative year t .wo reports to ,::ommuni tie::: and CIJE about 

vu.ion:::, mobilization, and peroonnel, and 
41 :::pecial topic::: reports a::: i::::::ue::: arize (e.•3., the 

chan9ing role::: of BJEzL 

21 COMMUNITY PROFILES (SELF STUDYI 

In re:c:ponze to the pa,::e of implementotion in the lead 
communities, we are willin•:J to take on a::: our re:::pon:::ibility the 
:::elf-:::tl1cly. (Since t.hiz i::: no lon9er a :::elf-,,,tudy, we are term.1.n·:1 
thi.::: aspect of our work, community profile:s.1 Build.1n,;i foll 
community profile::: will be a two year proce::.~--:. In the fir:.:t y;;,ar 
we pro~e that we emphazize colle:ctin•3 data from community 
in:::titution::: and a•:1enc1.es to adclre=.-.::: the question: What 1::: the 
educational profile of the lead communities,· In the :::econd year 
we propo:::-.e a need!: analy:::.i.:::/market oriented :::urvey of dient::: and 
con:::tituencie:c- t .o determine their view::: and need::: in re9ard to 
Jewizh edu,::ation in the lead communitie=.--:. 



In the first year we will focus on the issues set forth in the 
planning guide concerning the self study (pages K>-12). The MEF 
team, in conjunction with the CIJE Education Officer, will began 
to work with the communities to coordinate and implement this 
effort. Our goal is to cultivate enthusiasm and secure ownership 
through the CIJE/LC partnership.

We will also meet with the LC coordinators to get their input 
into the types of information that will be useful to them as well 
as learn about the types of information already available. We 
will collect examples of the types of demographic and/or 
educational profiles that have been used in other communities. 
After these consultations we will develop a methodology and 
reporting form that- can be used by all the LCs to report the 
community profile information. The field researchers will work 
with the LC coordinators to facilitate the process. We will 
enter the information into a data base, and provide each 
community with a profile based on the analyses generated from the 
information provided. In addition, qualitative data collected 
through our ongoing monitoring process will be included as 
integral components of the community profiles.

Products. The outcomes of this aspect of our work will be:

11 a methodology and standard reporting form for community 
profiles,

2) analyses and reports of the community profile of each LC,
and

31 A summary report of the profiles of all three LCs.

In order for us to begin this aspect of our work, CIJE will need 
to put this project on the agenda so all the LCs know that this 
will be a major endeavor to begin in the fall. In addition, the 
question about resources will need to be clarified with the LCs. 
While some of the information of the community profiles will be 
readily available, new information will need to be collected and 
generated. This may incur certain expenses, as well as ancillary 
fees for mailings, forms, secretarial assistance, data 
processing, etc.

3) COGNITIVE OUTCOMES

Local data from community profiles is not sufficient for a longterm study of change. Thus, we prop' 
e that the third part of the
MEF plan for next year begin to plan for and seek appropriate 
instruments for quantitative assessment of outcome data that are 
important to the advancement of Jewish education and continuity.
This component is crucial in order to begin to monitor trends in 
the outcomes of Jewish education.

We propose to focus the initial assessment of outcomes on Hebrew 
language. We have chosen this outcome for two reasons: It The is 
a high level of agreement that Hebrew language is a crucial

In the fir:"t vear we 'Will focu:" on the i::::"ue:" :"ct fol."t h in t ht: 
plannin9 9L1icl~ concernin9 the :;.,::lf :::tL1cly (pa-~ez l('-1.21. The MEF 
team, in conjunction with the CIJE EducatJcon Officer, will be9.1n 
to work 1.11th the communities to coordinate and .implement thi::: 
effort. Our 9oal i::: to cultivate enthu:::ia::::m and secure 01.1ner:::hip 
through the CIJE/LC partnership. 

We will al.i--0 meet with the LC coordinator;;, to 9et their input 
into the type::. of information that will be u::.efol to them a::: well 
as learn about the type;:.: of information ah·eacly available. We 
will collect examplcS of the type:; of demo3raphic and/or 
educational profile::.: that have been used in other communitie:.--:. 
After these consultationz we will develop a methoclolo-:1y and 
reporting form that can be ~-eel by all the LC.s to report the 
community profile information. The field rezearcher:::: will work 
with the LC coordinator:::: to facilitate the proce;:.:s. l'ie will 
enter the information into a data baze, and provide each 
community with a profile bazed on the analy:c-ez generated from the 
information provided In addition, qualitative data collected 
throu9h our on-~oing monitorin9 proce:ce. will be induclecl az 
inte9ral component.s of the community profil=. 

Product~- The out.come:" of this azpect of our work will be: 

11 a methodolo3y and standard reportin9 form for community 
profilcS, 

21 analy= and repoi:tz of the community profile of each lJ::', 
and 

31 A zummary report of the profile::: of all three LC'.:.--:. 

In order for LlZ to begin this aspect of our work, CIJE 1.1ill need 
to put t.hi:c. project on the a9encla so all the Les kno1.1 t:hat 'this 
will be a major endeavor to begin in the fall. In addition, the 
gue:::tion about resourccS 'Will need to be cla1·ifi.;;cl with the LC:c, 
While :::ome of the information of the community profilez will be 
readily available, new information will nee:d to be collettecl and 
9enerated. 'Thu may incur certain eY.penzez, az well a:::: ancillary 
feez fo1· mailin9:::, formz, ::::ecretarial az:::iz:tani;;e, data 
Pl."OCc:o'ZJ.n9, etc. 

31 COGNITIVE OUTCOME$ 

Local data from community profile::: is not :::ufficient for a lon,3term ::::tudy of chan•~e. Thl.1$, we proP' 
e that the third part of t .he 
MEF plan for next year be9in to plan for and ::::eek appropriate: 
inztn1mentz for quantitative a~=zment of outcome data that are 
important to the advanr.ement of Jewi~h edur.ation and i:ontinuity. 
Thiz: component iz: cn1cial in order to be9in to monitor trend::: in 
the out,;;ome-::; of Jewish education. 

\-.e pro~-..: to focuz the initial a:::se,;~ment of out.come::: on Hebrew 
lan9ua•:1e. We: have ch~=n thiz outcome for t1.10 rea:::on:::: 11 The J.:::: 

a hi-~h level of a9reeme:nt that He:bre:w lan•3ua9e iz a r.n1cial 



outcome of Jewish education, and 2) The greater likelihood of 
finding appropriate assessment, procedures.

One possibility is new work by an expert in the assessment of 
Hebrew as a second language, Professor Elana Shohamy of the 
Hebrew University of Jerusalem. An initial consultation with 
Professor Shohamy was quite promising and we will continue to 
work on this issue during the coming year.

4) CONCLUSION: FOSTERING EVALUATION-MINDED COMMUNITIES

As• we noted in this year's progress report to the CIJE Board, the 
MEF project will be successful if each Lead Community comes to 
view evaluation as an essential component of all educational and 
social service pro-grams. We hope to foster this attitude by 
counseling reflective practitioners —  educators who are willing 
to think systematically about their work, and share insights with 
others —  and by helping to establish evaluation components in 
all new Lead Community initiatives.
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Lead Communities Simulation Seminar
April 27-29, 1993 

Jerusalem, Israel

Minutes

Participants:
Harriet Blumberg, Ami Bouganim, Seymour Fox, Annette Hochstein, Alan Hoffmann, 
Marshall Levin, Daniel Marom, Oriana Or, Marc Rosenstein, Carmela Rotem, Shmuel 
Wygoda

I. Concerns That Need to be Addressed

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

Specifically, the communities are concerned about:

a) “false starts”

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

c) a feeling that the CIJE and the community may not be pursuing the same agenda

d) confusion over the role of the field researchers placed in the communities

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

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

g) a lack of clarity about who holds decision-making power: is this an equal partnership be- 
tween the LCs and the CIJE? And where do the national denominational organizations fit 
in?

h) a lack of understanding of what is meant by systemic change: how broad is the scope of the 
program, and how much room does it have for modest initiatives?

i) why does there seem to be no long-term plan; why do decisions get made on short notice?

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

II. Partnership: “The Wall-to-Wall Coalition”

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

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

1) CIJE

2) Senior Federation staff

3) Senior educators and rabbis

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

5) Informal educational organizations, foundations, universities

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

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

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

The Goals Project may help bring these two worlds together, as it uses the resources of the 
Federation and the CIJE to address issues of educational content, but does so through the 
denominational movements. Thus, by forging a partnership on the national level, we expect to 
be able to stimulate the formation of parallel partnerships on the local level. Moreover, this 
project helps to bridge another gap: that between the “scientific” approach of communal (i.e. 
Federation) administrators who require measurability and the traditional “Torah for its own 
sake” approach of the religious education establishment. An important objective of the Goals
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Project is to stimulate civilized competition among the movement institutions, challenging 
them to take an active role in supporting local communities, especially in the areas of person- 
nel development, and of educational goals.

III. Scope

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

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

Another element in our communication strategy must be the clarification of the distinction 
between the two key “enabling” options and the various support projects. All LC activity must 
be focused through the lenses of personnel and community mobilization. We must make it 
clear that the support projects (Goals, Best Practices, Monitoring, Evaluation-Feedback) are 
merely means to address the two key issues and should not be seen as the essential core of 
CIJE’s activity.

IV. CIJE-Community Relationships

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

If a relationship of trust is to be established between the CUE and the local communal 
leadership, we must engage in a thoughtfully designed program of joint planning. A partner- 
ship cannot work if either side feels manipulated or disenfranchised. While the communal 
leadership accepts wholeheartedly the need for large-scale change, and respects the CUE 
leadership and staff, the relationship to this pointhas not been free of such feelings of manipu- 
lation and disenfranchisement. It is essential that the May planning seminar be the first step in 
a process that takes “process”seriously (see below).
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With respect to decision-making regarding programming, the concentric hierarchy (above) 
must be followed: each successive level (starting from the core) must “sign o f f ’ on a new 
program or policy before the idea is presented to the next level of leadership. While the CIJE 
can of course withhold support from projects the community adopts over its objections —and 
while the indirect costs to a community of flaunting CIJE opposition can be substantial —the 
CIJE cannot dictate community policy. Clearly, if an effective joint planning process is in 
place, such head-on collisions should be avoidable. A case in point of a planning glitch that 
has caused tension —but which may in the end turn out to be beneficial —is that of the station- 
ing of the field researchers in each community. These were intended to serve as impartial 
observers,gathering data to do a proper evaluation of change in the communities. However, 
since they landed in the communities before any other manifestations of CIJE involvement 
were apparent, they ended up being perceived as representing the CIJE. In some cases, they 
accepted that role; in addition,their being fully funded by the CIJE gave the impression that 
the CIJE was indeed a funding agency. Now, the CIJE and the local communities must decide 
together exactly what role these researchers should play, and who should “own” them: it may 
indeed be best for them to work for the community directly, rather than to serve as the eyes 
of “big brother.”

V. The Process

What we need now:

a) a two tiered action plan: individual LCs and the three LCs as a unit

b) clarity of expectation, and lead time: a two-year planning calendar

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

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

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

The May 10-11 Planning Seminar: “Towards a Joint Action Plan״

Day 1

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

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

3. Presentation of draft action plan and 28 month calendar of milestones and planning semi- 
nars for the CIJE with the group of three LCs (see below, “key elements of calendar”).
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4. Projection of developments in the two enabling options and the three support projects to 
fit the proposed calendar.

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

Day 2

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

7. Session on fundraising or goals (?)

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

Key elements o f calendar:

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

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

•  visits by CIJE staff to local communities: every six weeks

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

It was agreed not to send participants heavy doses of background reading, but rather to pre-
pare a binder containing worksheets for use during the meeting itself, to be distributed upon
arrival.
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After simulating a discussion between the Milwaukee Jewish Day School (Liberal) 
and the MI/CUE on the basis o f the fourth draft of its. ״HEBBEW/JUDAICA 
MISSION STATEMENT (3/9/93)׳׳ (appended to this document), we have arrived at 
the following set of first thoughts on the goals defining process in lead 
communities::

1. The process of defining or redefining goals involves thorough and painstaking 
r ‘■neation of general aims into operative and evaluable directives (eg, the goal of 
c ׳ ׳ -amitment to Medinat Yisrael״ would have to be refined in terms of what altitudes, 
l  .aviors, and skills are specifically meant by "commitment" and by whai aspects of 
modem Israel are specifically meant by ׳׳Medinat Yisrael." Whether because of its 
demand for institutional integrity and arduous effort work or because of its 
implications for the reorganization of everyday life in the school, this process can be 
very threatening

2. Tne goals defining process demands facilitation by an outside expert/s. The 
facilitator/s role would be to guide the process through asking questions, making 
distinctions and posing suggestions until it has produced goals statments which are

P&i rsfx^s
- agreed upon by the various players in the school's leadership (lay, administrative, 
pro, parents, etc.)

- are capable of being implemented by the school's staff (with appropriate in- 
service training if necessary and available)

®  I S / (
'Tn be evaluated. •
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Though the facilitator/s would have to ׳translate" the concerns and understadings of 
each of the players in the goals defining process, it would not be the facilitator/s׳s 
role to shape school policy in any way. Similarly, though the need for clarity would 
necessarily involve inquiry into issues of priority and value, the facilitator/s would 
not attempt to raise the level of discourse on goals to the level sought out in the 
papers on the educated Jew.

3. A school's statement of general aims (as in the appended Milwaukee Jewish Day 
School "mission statement) can be a useful starting point if  it reflects, even in a very 
general way, something of an authentic vision. Honest nuances in such a document 
can be "exploded" into a  series o f specific questions, clarifications, and 
differentiations which are necessaiy for the definition of goals (eg. the goal of 
preparing students for ,'possessing and valuing a Jewish lifestyle" makes many 
assumptions about what a school must present to students as a viable way of Jewish 
living, about how these must be presented, and about what it means for a student to 
learn about each one of these lifestyles and to choose one of them for hinVherself), 
When such a statement is available, it may provide a less threatening basis for the

lJJ 
-- -- -·- - --w--• 

FIRST THOUGHTS IN WA.KE OF A GOALS PROJECT S.JMULAITON 

SHMUEL WYGODAJDANIEL MAROM 

.\:fter simulating a discussion between the Milwaukee Jewish Day School (Liberal) 
and the Ml/CIJE on the basis of the fourth drnft of ira. "HEBREW/JUDAICA 
MISSION STATEMENT (3/9/93)" (appended to this document), we have srrived at 

the following set of first thoughtB on the goals defining process in lead 
communities:: 

1. The process of defining or redefining goals involves thorough and painstaking 
(: · :neation of general aims into operative and evaluable directives (eg, the goal of 
c•«mnitment to Medinat Yi:srael" would have to be refined in terms of what attitudes, 
~ .avicrs, and skills are specifically meant by ''commitment" and by what aspects of 
modern Israel a.re specifically meant by "Medinat Yisrael.11 Whether because of its 
demand for institutional integrity and arduous effort work or because of itB 
implications for the reorganization of everyday life in the school, this process can be 
very threatening. 

2. Tae goals defining process demands facilitation by an outside experl/s. The 
facilitator/s role would be to guide the process th.rough asking questions, making 
distinctions and posing suggestions until it has produced goals statments which ore 

p~ I r' ~ 

- agreed upon by the various players io the school's leadership (lay, a.dm.inist:rative, 
pro, parents, etc.) 

- are capable of being implemented by the school's staff (with appropriate in• 
S:!rvice training ifoecess~ and available) 

~ 1,M ( ('i.'1/ 1 
.,,,, ~~ ~"~ 

-"tll be evaluated. ,; f'd't1- ..,.. .,.- · --- • 

luTJ#is,~P~? 
Though the fucilitator/s would have to, ''translate" the concerns and undenrtadings of 
each of the players in the goals defining process, it would not be the facilitator/s's 
role to shape school policy in any way. Similarly, though the need for cl.arity would 
necessarily involve inquiry into issues of priority and value, the facilitator/a would 
not attempt to raise the level of discounie on goals to the level sought out in the 
papers on the educated Jew. 

3. A 9chool'a statement of general aims (as in tne appended Milwru.tkee Jewish Day 
School "mission ste.temeol) can be a useful starting point if it reflects, even in a very 
general way, something of an 8llthentic vision. Honest nuances in such a document 
can be "exploded" into a series of specific questions, clarifications, a:nd 
d.ifferentiatio11s which are necessary for the definition of goals (eg. the goal of 
preparing students for "possessing Slld valuing 1i Jewish lifestyle" makes many 
asrumptions about what a school lID.1St present to students as a viable way of Jewish 
living, about how th~se mut>t be p,NS~nt~d, and about what it mt,ans for a studt,nt to 
learn about each one of these lifestyles and to choose cne of them for him/hmeU), 
\Vhen such a statement is available, it may provide a less threatening basrn for the 

1· "\· ..... "-" 

LIN k - Sdrt,-i' 

@ 



r. <l

goals defining process than when there is no statement at all. In cases in which even 
this kind of mission statement is unavailable, one would have to think about how to 
generate its production or suggest that the process begin on the basis o f a "content 
analysis״ (an extrapolation of goals statements from an analysis o f its existing 
programs and practice).

4. The question of how to initiate the goals defining process in schools in lead 
communities is very sensitive and complex. We do not know how many of the 60 - 
80 schools in lead communities (early childhood, day, and supplementary), would 
want to undergo such a process. Since the process can be threatening, it may safely 
be assumed that many schools will not be immediately open to the idea. Though 
pressure from lay leaders and force management could create the basis for such a 
process, one must also consider the possibility that those who implement a vision 
will not do so with great energy and conviction, even if the ״guillotine״ of 
accountability is hanging over their heads, unless they believe in the school's vision 
and see themselves as having some role in its conception. Furthermore, we have no 
'  lea of how many outside experts are available for such a process (certainly not־
v-nough to work with all the schools in a lead community at once) nor do we know •' 
now much time would be necessary in order to achieve appropriate results.

It may be that the resources.of the MI-CUE would be well invested, at least at 
first, into an intensive goals defining undertaking with one or two schools in each 
lead community The advantage of this approach is that the M I-QJE could choose 
to work with schools whose desire to enter into a  goals defining process is assured 
from the outset In addition, it would be possible to consider recruiting those 
schools into the process which, when seen entering the process, would provide an 
incentive for other schools to do the same. Yet another advantage is that the smaller 
undertaking could provide the MI-CDE with valuable experience in preparation for 
the larger goals project in and across lead communities (this could possibly make 
the smaller undertaking appropriate for the pilot project stage).

5. Linked to the i8sue of initiating the goals defining process is that o f the specific 
olayers which would have to be involved. As was stated above, being involved in

) process can be an important factor in empowering and energizing players for fee 
implementation process. This would logically lead to the conclusion that it would 
be important to include as broad a base as possible in the process. On the other 
hand, besides the great burden that a broad base places on efficiency, the sources of 
authority in the decision making process and the internal politics will be different in 
each school. This could obviously have great impact on the question of who it 
would be necessary, advisable, or optional to include in the goals defining process. 
One possibility o f dealing with this issue would be to work with a committee of 
representatives of each of the constituents in a school (lay, administrative, pro, 
parents, etc.) in producing draft formulations o f goals and then with each 
respresentative and his/her constituent in suggesting emendations. This could also 
work the other way around - first goals formulations could be done with each of the 
constitntents and their representatives separately and then emandations could be 
done by a committee of all the representatives. In both cases, it is reasonable to 
assume that there would be a  series of rounds or movements made between the two 
groups in order to reach a final formulation of the school's goals.
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A related question for many of the schools w ill be the role o f the central offices 
o f the respective denominations Even in cases in which a  denomination had 
developed its own definition o f goals ־ with or without the facilitation of the MI- 
CUE ־ it is difficult to assume that local schools would not want to go through their 
own goals defining process. Some schools may, of course, feel comfortable using 
denominational goals statements as a framework within which they could taper and 
reformulate their own goals. Others may be more open to considering goals 
formulated by the central denominational offices when those offices offer immediate 
support for the implementation of those goals through curricula and in-service 
training. But since the goals defining process is itself a factor in creating energy, 
efficiency, and accountability in a school, even in these cases effort would have to 
be invested in locally in order to ensure that the various players in a  school 
understand, desire and are capable of implementing centrally formulated goals. It 
would therefore be necessary to consider how, in each case, a fruitful working 
relationship could be negotiated between the central denominational offices and 
their local constituents in lead communities.

In considering this issue, it could be important to keep in mind that the 
d ,׳minations may choose to embark on a long-winded search for educational goals 
on the basis of the conceptions developed in the Mi's educated Jew project In 
cases in which this indeed transpires, it would be possible for the central 
denominational offices to raise the standards and 18v81 of discourse on goals among 
their constituents. Assuming that a fruitful relationship with the central 
denominational offices had been built in to the goals defining process in schools in 
lead communities, this would provide a solid basis for such a development in lead 
communities - one which could indeed provide a model for other communities.

The question of outside «q3ertise is, of course, also pertinent to the question of 
who sits around the table in the goals defining process. It is important here to 
distinguish between the task o f facilitating the formulation of clear goals and 
suggesting ideas or programs in order to implement these goals. Since goals set a 
theoretical basis for ideas and programs, and the latter should be evaluated in light 
of the former, it is critical to separate these two activities. As was stated above, it is 
d jult to assume that the MI-CIIE has enough staff available to work with all of 
tb ' schools in lead communities at the same time. Even in working with small 
number of schools, all of which would agree to working with an outsider, the 
question of how to work together needs attention. Possibilities range from long 
term, 0n־sit8  hands-on" cooperation on site to fax relationships. The question of׳' ,
whether or not it would be poscible to train local experts for this assignment may be 
worth considering.

6. In order to proceed, we suggest that this document be discussed with AH and SF 
in preparation for the discussion of the goals project at the coming CUE seminars.

A related question for many of the schools will be the role of the central offices 
of the respective denominations Even in cases in which a denomination had 
developed ini own definition of goals - with or without the facilitation of the l\fl
ClJE - it is difficult to ru5rumc that local r;chools would not want to go through their 
own goals defining process. Some schools may, of course, feel comfortable using 
denominational goals st:Btements as a framework within which they could taper and 
reformulate their own goals. Others may be more open to considering goals 
formulated by the central denominational offices when those offices offer immediate 
support for the implementation of those goals through curricula. s:nd in-service 
tra.inin& But since the goals defining process is itself a futor in creating energy, 
efficiency, and accountability in a school, even in these cases effort would have to 
be i_nvested in locally in order to ensure that the various players in a school 
imdenrtand, desire and are capable of implementing centrally formulated goals. It 
would therefore be necessary to consider how, in each case, a fruitful working 
relarionship could be negotiated between the central denominational offices and 
their local constituents in lead communities. 

In considering thie iseue, it could be important to keep in mind that the 
d ,cninations may choose to embark on a long-winded search for educational goals 
on the basis of the conceptions developed in the Ml's educated Jew project In 
cases in which this indeed trangpires, it would be possible for the ceotral 
denomioatiooal offices to raise the stsndsrds and level of discourse on goals among 
their coru1tituents. As6Uming that a :fruitful relationship with the central 
d¢11orninatiooal offices had been built in to the goals defining process in schools in 
lead communities, this would provide a solid basis for such a development in lead 
comrmmities - one which could indeed provide a modet for other communities. 

The question of outside expertise is, of <:ourse, also pertinent to the question of 
who sits around tha table in the goals defining process. It is important here to 
distinguish between the task of facilitating the formulation of clear goala and 
suggesting ideas or programs in order to implement these gos.ls. Since goals set a. 
theoretical basis for ideas and programs, 1UJ.d the latter should be evaluated in light 
of the former, it is critical to separate thesa two activities. As wru; stated above, it is 
d .:ult to asrume that the MI-CIJE has enough staff available to work with all of 
tr' ~chools in lead communities at the same time. Even in working with small 
I?u...,oer of schools, all of which would agree to working with an outsider, the 
question of how to work together needs attention. Possibilities range from long 
term, on-site, ''hands-on11 cooperation on site to fux relationships. The question of 
whether or not it would be poscrible to train local experts for this aasignment may be 
worth considering. 

6. In order to proceed, we suggest that this document be discussed with AH and SF 
in preparation for the discussion of the goals project at the coming ClJE seminars. 

,.. . ~ 



f \v S v ^

Draft S4: 3/9/93HEEREW/JUDAICA MISSION’ STATEMENT

The mission of MJDS is to prepare -g^auot-̂r to be educated participants in the

Jewish corrmunity, possessing and valuing a Jewish lifestyle and the ability to engage 

in independent Jewish study. Through active and intensive study of source materials, 

students will become knowledgeable participants in Jewish life.

MJDS aspires to foster in each child a positive Jewish identity and a love and 

commitment to God, Israel and the Jewish people. The program emphasizes the richness 

and worth of religious pluralism and instills respect and appreciation for different 

outlooks and practices within Judaism. It will stress the need to accept and embrace

all Jews as equal participants in the Jewish community.

Judaic and general studies curricula are substantially integrated, enabling

students to express their Jewishness in their daily lives.

HEEREw/JUDAIC.~ MISSION STATEHENT Draft ~4: 3/9/93 
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draft if3: 3/9/93PROGRAM GOALS

Graduates of MJDS will have attained the following goals: י

dn (iuftj f  \T . Jb*ur u J׳ .

1. knowledge and understanding of the full range of Jewish beliefs and observances.

2. knowledge of and familiarity with Jewish sources.

3. understanding of the development of Jewish tradition.

4. knowledge of Jewish history.

In the area of Jewish skills:

1. the ability to speak, read, write and understand the Hebrew language.

2. the ability to participate in and lead synagogue worship (tefillah).

3. the ability, to participate in and lead home and holiday celebrations.

4. the ability to study Jewish sources independently.

In the area of Jewish attitudes:

1. corrmitment to gemilut chasadim (acts of loving kindness).

2. commitment to Klal Yisrael (Jewish conmunity).

3. commitment to Medinat Yisrael (the modern State of Israel).

-̂ .positive feelings about Jewish life, celebration, and learning .“י
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M a n d e l  I n s t i tu te ן  ו כ מ ל  ד נ מ

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

CUE - SIMULATION SEMINAR II

Wednesday &  Thursday - July 21 &  22, 1993 

AGENDA

1. The first 6 weeks of Alan’s installation as CIJE Director

a. People with whom he should meet, visits to the Lead Communities, Foundations, 

Training Institutions, "non affiliated" lay leaders / pros / educators / rabbis etc.

b. ADH’s day-by-day schedule 18/7/93 - 12/8/93

c. Barry Holtz’s day-by-day schedule 18/7/93 - Rosh Hashana

d. Gail Dorph’s day-by-day schedule 18/7/93 - Rosh Hashana

e. SF’s schedule in U.S.A.

g. ARH’s schedule in U.S.A.

h. SW ’s schedule in U.S.A.

2. The new "bessora" Alan is bringing to his directorship of the CIJE

3. The agenda for the August staff seminar and for the second CIJE / LC seminar

4. The induction of the new CIJE staff

5. Logistics of the connection between Alan, Ginny and MI

6. Plan of action for the Denominations and Training Institutions

7. Desired outcomes for 1993/94

8. Twelve month calendar

9. Support projects ((jpal^, BP, MEF)

10. Role of Pekarsky, Elkin, Bieler, others

11. New MO (Method of Operation). Presentation to MLM
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BALTIMORE

Lead Communities reconsidered

a. Systemic

b. Lasting

c. Enabling as means

- Content through goals

d . Standards, scope

Seeing lay people, personnel, goals, Israel 

CIJE contribution

- Who will what

Seeing the support projects

Monitoring, Evaluation and Feedback 

Best Practices

planning process

pi lots
Therefore year 1 plan

Working together
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Memo

July 13, 1993
To: CUE Board
From: Dr. Barry W. Holtz
Re: Update— The Best Practices Project

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

Documentation and Work in the Field

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

The two phases of the Best Practices Project are only partially sequential. Although it is 
necessary to have the work of documentation available in order to move toward imple- 
mentation in the communities, we have also pointed out previously that our long-range goal 
has always been to see continuing expansion of the documentation in successive "iterations." 
Thus, the fact that we have published our first best practice publication (on Supplementary 
Schools) does not mean that we are done with work in that area. We hope in the future to 
expand upon and enrich that work with more analysis and greater detail.

In the short run, however, we are looking at the plan below as means of putting out a best 
practices publication, similar to what we’ve done for the Supplementary School division, in 
each of the other areas. What we have learned so far in the project is the process involved in 
getting to that point. Thus it appears to be necessary to go through the following stages in 
each of the divisions:

The Steps in Documentation: First Iteration

Preliminary explorations: to determine with whom I should be meeting 
Stage one: Meeting (or multiple meetings) with experts 
Stage two: Refining of that meeting, leading to a guide 

for writing up the reports.
Stage three: Visiting the possible best practices sites by expert 

report writers 
Stage four: Writing up reports by expert report writers 
Stage five: Editing those reports 
Stage six: Printing the edited version
Stage seven:"Advertising" and Distributing the edited version

Next Steps

For this memo, I ’ve taken each "division" and each stage and tried to analyze where we cur- 
rently are headed:
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1) Supplementary schools: Mostly done in "iteration #1". There may be two more reports 
coming in which were originally promised.

2) Early childhood programs
Here we are at stage five. The volume should come out at the end of the summer.

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

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

5) College campus programming
Here we are at stage three, with the national Hillel organization as a partner. One question to 
deal with is non-Hiilel campus activities and how to move forward with that. As to Hillel 
programs, we need to choose report writers, visit sites, etc.

6) Camping/youth programs
Here we are at the preliminary stage. We should be able to have a stage one meeting this 
year. It’s probably fairly easy to identify the right participants via the denominations and the 
JCCA.

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

8) The Israel experience
We hope to move this project forward with consultation from the staff of the CRB Foundation. 
As they are moving forward with their own initiative, we hope to be able to work on the "best 
practice issues" involved with the successful trip to Israel.

9)C0mmunity-Wide initiatives
Finally, I have recommended that we add a ninth area- Community-Wide initiatives using 
JESNA’s help. This refers to Jewish education improvement projects at the Federation or BJfc 
level, particularly in the personnel or lay development area. Examples: the Providence BJE 
program for teacher accreditation; the Cleveland Fellows; projects with lay boards of 
synagogue schools run by a BJE; salary/benefits enhancement projects. This project would use 
JESNA’s assistance could probably be launched rather quickly.

Lead Communities: Implementation— and How to do it

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

The challenge is to develop the method by which the Lead Community planners and educators 
can learn from the best practices that we have documented and begin to introduce adaptations 
of those ideas into their own communities. This can occur through a wide range of activities 
including: presentations to the local Lead Communities commissions about the results of the 
Best Practices Project, site visits by Lead Community lay leaders and planners to observe best
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Here we are at stage three. This will require visits, report writing, etc. The JCCA is our 
partner in implementing the documentation. 

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

5) College campus programming 
Here we are at stage three, with the national Hillel organization as a :partner. One question to 
deal with is non-Hillel campus activities and how to move forward with that. As to Hillel 
programs, we need to choose report writers, visit sites, etc. 

6) Camping/youth programs 
Here we are at the preliminary stage. We should be able to have a stage one meeting this 
year. It's probably fairly easy to identify the right participants via the denominations and the 
JCCA. 

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

8) The Israel experience 
We hope to move this project forward with consultation from the staff of the CRB Foundation. 
As they are moving forward with their own initiative, we hope to be able to work on the "best 
practice issues" involved with the successful trip to Israel. 

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

Lead Communities: Implementation-- and How to do it 

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

The chal.lenge is to develop the method by which the Lead Community planners and educators 
can learn from the best practices that we have documented and begin to introduce adaptations 
of those ideas into their own communities, This can occur th.rough a wide range of activities 
including: presentations to the local Lead Communities commissions about the results of the 
Best Practices Project, site visits by Lead Community lay leaders and planners to observe best 



practices in action; visits by best practices practitioners to the Lead Communities; workshops 
with educators in the Lead Communities, etc. The Best Practices Project will be involved m 
developing this process of implementation in consultation with the Lead Communities and with 
other members of the CIJE staff. We have already discussed possible modes of dissemination 
of information in our conversations with the three communities.

How can we spread the word?

The first report on supplementary schools has engendered a good deal of interest in the larger 
Jewish educational community. One issue that the CUE needs to address is the best way to 
make the results of the Best Practices Project available. How should the dissemination of 
materials take place? How should the findings of this project have an impact on communities 
outside of the Lead Communities? Certainly we should find ways to advertise and distribute 
the materials as they are produced. Perhaps we should also begin to consider a series of meet- 
ings or conferences open to other communities or interested parties, as the project moves for- 
ward.

3
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materials take place? How should the findings of this project have an impact on communities 
outside of the Lead Communities? Certainly we should find ways to advertise and distribute 
the materials as they are produced. Perhaps we should also begin to consider a series of meet
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4) Staff seminar

Desired outcomes:

- Bringing the old and new staff and consultants in sync with regards to 
the next steps of the CUE .

- Clarifying the role of each staff member and consultant 
Defining the objectives for the short, middle and long range ־

- Reinforcing the partnership between CUE & LC 
Finalizing each LC woridoad for 1993/94 ־
- What does each LC have to achieve
- ASquainting the LC with the full CUE team and their roles
- Presenting the CUE program for 1993/94 ( simulation )

( simulation Jerusalem )

Agenda: To be determined after the Simulation

5) CUE / LC second seminar: Baltimore

Desired outcomes:

Agenda:

Each Lead Community has been asked about their suggestions for the 
meeting in Baltimore. Upon completion of the simulation in Jerusalem 

we will send them our proposal for comments and final setting.

--
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- Clarifying the role of each staff member and consultant 
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Desired outcomes: 

- Reinforcing the partnership between CIJE & LC 
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- \Vhat does each LC have to achieve 
- A<quainting the LC with the full CIJE team and their roles 
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Each Lead Community has been asked about their suggestions for the 
meeting in Baltimore. Upon completion of the simulation in Jerusalem 

we will send them our proposal for comments and final setting. 



Draft 2

PROPOSED CALENDAR OF MEETINGS 
LEAD COMMUNITIES AND CUE

1993-1994
MEETING

1. Key Lay 
Leaders & 
P ros-L .C .s  & 
CUE (2X/Year 
+ GA)

Aug. Sept

X

Oct. Nov.

X

Dec. Jan. Feb.

X

Mar. Apr. May June July Aug. Sept.

2. Key 
Professionals 
L.C.s & CUE 
(5X/Year)

X X X

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

Atlanta X X X X X X X X X X X X X X
Baltimore X X X X X X X X X X X X X X

Milwaukee X X X X X X X X X X X X X X
4. CUE STAF 
SEMINAR

5.

6 .
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Dear Seymour:

1) Enclosed please find a timeline for the goals project 
(appended to it is the summary of our deliberations on the 
project, which we discussed at our last meeting). This will 
be the focus of our meeting (SF, SW, DM) on Sunday morning. 
The related issues which we would like to discuss with you 
are:

a) division of responsibilities (who is responsible for the
project on the whole, for the seminars, for communication
with the denominations, for background research, for
logistics, etc.)

b) Danny Pekarsky: the earliest he could come is in the 
second week in January, which overlaps with Twersky's visit; 
should we consider conference calls, bitnet communication, 
etc. as an alternative?

c) possible dates and location of seminar: you suggested 
that we try to arrange this for the time you will be in 
America in February; should we push for Harvard?)

d) set time to develop program in more detail

2) I think that we need to respond to Twersky's fax
(enclosed as well) pretty soon:

a) regarding his comments on appearing at the school: my
suggestion is that we bring Twersky to the Fellows instead of 
the school; another possibility would be to include more 
Israelis in the educators group.

b) regarding logistics: we need about ten minutes with
Suzanna to work out the details, scheduling issues, etc.

3) we are meeting on Wednesday with the editor Deborah Reich 
at 12:30 (AH participating as well) and with Greenberg at 
3:00 (at his place or at ours?). In between, we will have a 
chance to prepare strategy for Mike Rosenak's paper. You will 
get a packet on Tuesday with the background documents. I 
would like to add to the agenda for our discussion:

- set time for regular meeting (we particularly need time to 
plan course for School/Fel1ows, etc.)

- activities related to the educated Jew project for the 
board meeting

- report on my meeting with Meir Shalev
- response to your comments on the social commonplace

Shabbat Shalom

Dear Seymour: 

1) Enclosed please find a timeline for the goals project 
(appended to it is the summary of our deliberations on the 
projectt which we discussed at our last meeting). This will 
be the ocus of our meetinQ (SF, SW, DM) on Sunday morning. 
The related issues which we would like to discuss with you 
are: 

a) division of responsibilities (who is responsible for the 
proiect on the whole, for the seminars, for communication 
witn the denominations for background research, for 
logistics, etc.) 

b) Danny Pekarsky: the earl iest he could come is in the 
second week in January, which overlaps with Twersky 's visit; 
should we consider conference calls, bitnet communication, 
etc. as an alternative? 

c) possible dates and location of seminar: you suggested 
that we try to arrange this for the time you will be in i..A-«.. 
America in February ; should we push for Harvard?) 

d) set time to develop program in more detail 

2) I think that we need to respond to Twersky 's fax 
(enclosed as well) pretty soon: 

a) regarding his comments on appearing at the school: my 
suggestion 1s that we bring Twersky to the Fellows instead of 
the school; another possibility would be to include more 
Israelis in the educators group. 

b) regarding logistics : we need about ten minutes with 
Suzanna to work out the deta ils , scheduling issues , etc. 

3) we are meeting on Wednesday with the editor Deborah Reich 
at 12:30 (AH participating as well) and with Greenberg at 
3:00 (at his place or at ours?). In between, we will have a 
chance to prepare strategy for Mike Rosenak's paper . You will 
get a packet on Tuesday with the background documents. I 
would like to add to the agenda for our discussion: 

- set time for regular meeting (we particularly need time to 
plan course for School/Fellows, etc.) 

- activities related to the educated Jew project for the 
board meeting 

- report on my meeting with Meir Shalev 
- response t o your comments on the social commonplace 

Shabbat Shalom 

Da~ny 



Received: by HUJI VMS (HUyMai1-V61); Fri, 10 Dec 93 14:21:29 +0200 
Date: Fri, 10 Dec 93 14:16 +0200
Message-id: <101200931416490HUJIVMS>
From: <MANDEL@HUJIVMS>

To: PEKARSKY%SOEADMIN@mai1.soemadi son.wisc.edu
Cc: annette,

mandel 

Subject: Re: Trip

Dear Danny,

"looked over" d.m.'s e-mail and so your decision. Just 
to let you know that we are delighted and all are 
looking forward to it.

Shabbat Shalom and Chag Urim Sameach,

Hit <CR> for next page, : to skip to next part...
BMAIL>

[2J [H 
Annette
BMAIL> file danny
MAILLIST-I-EOF, End of messages. Next meessage is #1 
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Received: from mail.soemadison.wisc.edu by wigate.nic.wisc.edu;
Thu, 09 Dec 93 07:46 CDT 

Message Id: <9312090745.4d072bd5.SOE@mai1.soemadison.wi sc.edu> 
Date: Thu, 9 Dec 1993 7:45:34 CST

From: "Dan Pekarsky" <PEKARSKY%SOEADMIN@mai1.soemadison.wisc.edu>
Subject: Trip

To: MANDEL@VMS.HUJI.AC.IL

Hit <CR> for next page, : to skip to next part...
BMAIL>

[2J [H
X-Gateway: iGate, (WP Office) vers 2.01 - 1032

It was good talking to you yesterday. I discussed the 
possibility of a trip with Stephanie, and timing sounds good. I 
.1ave yet to arrange reservations, but my hope is to leave on 
Monday, January 10 so as to arrive late Tuesday. Wednesday I can 
relax, and then I'll be read to work Thursday, Friday, and 
Sunday. I'll try to leave late Sunday night or Monday morning. 
I'll let you know further details as I get them.

Unless I hear from you today or tomorrow, I'm assuming I should 
go ahead and purchase tickets.

Regards to everyone. I look forward to seeing you soon.

Danny
BMAIL> file pekarsky
MAILLIST-I-EOF, End of messages. Next meessage is #1 
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It was good talking to you yesterday. I discussed the 
possibility of a trip with Stephanie, and timing sounds good. I 
.1ave yet to arrange reservations, but my hope is to leave on 
Monday, January 10 so as to arrive late Tuesday. Wednesday I can 
relax, and then I 'll be read to work Thursday, Friday, and 
Sunday. I 'll try to leave late Sunday night or Monday morning. 
I'll let you know further details as I get them. 

Unless I hear from you today or tomorrow, I'm assuming I should 
go ahead and purchase tickets. 

Regards to everyone. I look forward to seeing you soon. 

Danny 
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Message Id: <9312030825.101.4cff4c5c.SOE@mai1.soemadison.wisc.edu>
Date: Fri, 3 Dec 93 8:26:39 CST

From: "Dan Pekarsky" <PEKARSKY%SOEADMIN@mai1.soemadison.wisc.edu>

Subject: Enclosure file: MESSAGE * 

To: ALANHOF@VMS.HUJI.AC.IL

X-Gateway: iGate, (WP Office) vers 2.01 - 1032

I have been contacted by Danny Marom and Seymour about the 

possibility of meeting with them in Israel early in January to 

make progress in this domain. This seems do-able, though it may 

oe important for us to make progress relating to dates for a 

seminar in Israel this summer before that time.

I'm off to Chicago for Thanksgiving for a few days (312-324-2636, 

should you need to be in touch). On my return, it might be 

useful for a series of conversations relating to the goals 

project to begin (either by phone or via email) between you, me,

Gail, and Barry. If possible, I'll put a few ideas on paper to 

help forward the conversation.

I'd love to hear about the meetings in Montreal - which, I heard, 

went well, as well as to share with you thoughts about the 

Milwaukee experience.

T look forward to our being in touch. Have a good, safe trip 

back home. I'll be back on email as of Monday.

Take good care of yourself.

Dan
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I have been contacted by Danny Marorn and Seymour about the 
possibility of meeting with them in Israel early in January to 
make progress in this domain . This seems do-able, though it may 
oe important for us to make progress relating to dates for a 
seminar in Israel this summer before that time. 
I'm off to Chicago for Thanksgiving for a few days (312-324-2636, 
should you need to be in touch). On my return, it might be 
useful for a series of conversations relating to the goals 
project to begin (either by phone or via email) between you, me, 
Gail , and Barry . If possible, I'll put a few ideas on paper to 
help forward the conversation. 

I'd love to hear about the meetings in Montreal - which, I heard, 
went well, as well as to share with you thoughts about the 
Milwaukee experience. 

T look forward to our being in touch . Have a good, safe trip 
back home. I'll be back on email as of Monday. 

Take good care of yourself. 

Dan 
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Received: from IRISHVMA (NJE origin SMTP0IRISHVMA) by VMA.CC.ND.EDU (LMail '

VI.ld/1.7f) with BSMTP id 2407; Wed, 27 Oct 1993 09:21:40 0500

Received: from EXODUS.VALPO.EDU by VMA.CC.ND.EDU (IBM VM SMTP V2R2) with 
TCP;

Wed, 27 Oct 93 09:21:38 EST 

Date: Wed, 27 Oct 1993 9:24:56 0500  (CDT)

From: Dorothy Bass <DBASS@EXODUS.VALPO.EDU>

To: ALANHOF%HUJIVMS@vma.cc.nd.edu

Message-Id: <931027092456.ccl8@EX0DUS.VALPO.EDU>

Subject: NOV. 4 MEETING

Dear Alan,

Thanks for contacting me about the meeting.

1 too am delighted that you will be with us.

We plan a 2 1/2 to 3-hour session with you that afternoon, if that fits 

your schedule. Ideally, that would run from 2 to 5. If some adjustment 

in these times, within the basic Thursday afternoon schedule, would help 

you, we could easily start or end earlier or later. Please let me know 

what you prefer.

Now, to content.

I am most interested in this question: "How can we conduct and share

research in such a way that it makes a difference in religious 

communities?" It seems to me that the narrative of the CIJE effort, its 

research design, and its strategies for impact provide very stimulating 

answers to this question.

So I would appreciate your setting these matters forth for the group,

, ich will, I am confident, have many responses. I hope that this will 

stir my group's thinking about our plans.

After some initial conversation about these matters, I would like to turn 

the conversation in a more normative direction. What kind of "difference" 

do you hope to make? When we talked in Indianapolis, Craig and I were 

particularly interested in the theological turn you and Barry introduced 

into a project initially prompted by what I think you called "civic" 

concerns.

The social reproduction of religious cultures is important (for us, it 

appears now in concerns about declining membership); but we want also to 

serve the deepening of wisdom and life among religious people.

Is this sufficient guidance for Thursday? Please call (even next week,

~ f/~ Q/0~ 
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Monday or Tuesday) or bitmail or fax if not. I'd be happy to have a

telephone conversation upon your return to the states.

We will have read A TIME TO ACT. Is there anything else you would like me 

to distribute?

How should I introduce you?

I believe that we sent you information about where we will be. Let me 

know if you need anything else.

I check e-mail frequently, but am accessible primarily through the 

Internet, as dbass@exodus.valpo.edu. I am told that bitnet usually knows 

how to find a gateway to Internet . . .  or perhaps simply replying to this 

message, however it is return-addressed, will work.

AGain, we are all looking forward to the opportunity to talk with you on 

Thursday. Safe travels. Please be in touch as needed. 

nest wishes,

Dorothy Bass
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We will have read A TIME TO ACT. Is there anything else you would like me 
to distribute? 
How should I introduce you? 
I believe that we sent you information about where we will be. Let me 
know if you need anything else. 
I check e-mail frequently, but am accessible primarily through the 
Internet, as dbass@exodus.valpo.edu . I am told that bitnet usually knows 
how to find a gateway to Internet ... or perhaps simply replying to this 
message, however it is return-addressed, will work. 
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24/ 10/93

Dear Barry, Danny and Gail:

Enclosed please find various papers from the educated Jew project. The papers are all 
in draft form. They are arranged into four sections:

a) The first three sections begin with a paper suggesting a profile o f the educated Jew. 
These papers were written by Professors Moshe Greenberg, Yitzhak Twersky, and 
Menachem Brinker. Following each o f these papers is a series o f discussions which 
attempt to "translate" the profiles into the language o f educational practice. These 
discussions, written by Professor Fox and/or myself, include comments and clarifications 
made in a seminar with educators. The participants in this seminar were Dr. Ami 
Bouganim, Rut Calderone, Dr. Jonathan Cohen, Dr. Howie Dietcher, Professor Fox, 
Beverley Gribetz, Annette Hochstein, Dr. Marc Rosenstein, Debbie Weissman, Rabbi 
Shmuel Wygoda, and myself.

b) The fourth section consists o f papers dealing with aspects relating to the development 
o f conceptions of the educated Jew. Professor Michael Rosenak's paper suggests a 
minimal common criteria for conceptions o f the educated Jew. Professor Israel 
Scheffler's papers summarize the debate on "the educated person" in general education 
over the last few decades and consider its implications for the discussion on the educated 
Jew.

In their final form, the various papers and discussions will appear together in a 
publication on the educated Jew. This publication would be introduced by an opening 
chapter which discusses the rationale and methodology for developing conceptions o f the 
educated Jew. The section on rationale would relate to the need for clearly formulated 
goals as a basis for building effective education. The section on methodology would 
address issues in the formulation o f goals on the basis o f a process which moves from 
philosophy to educational practice.

Please feel free to contact me if there is anything I can assist you with in relation to the 
educated Jew project or in general.

incerely,
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Date: Sat, 23 Oct 93 23:29 +0200

Message-id: <2310009323291O0HUJIVMS>

From: <ANNETTE@HUJIVMS>

To: MandelQHUJIVMS

Cc: Annette@HUJIVMS

Subject: Daniel Marom

Hello Danny,

This being a new week, let me apologize for an ill-placed 

conversation on Friday. I have read your memo on the library 

since then and see there that you have dealt 

with many of the issues raised. SO let me reply:

1. As regards Judaica books let's do it in a few steps, 

for economic reasons.

Hit <CR> for next page, : to skip to next part...

BMAIL>
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I suggest you purchase what's in your "classics" list 

except for the bavly - I understood from Seymour that he 

was leaving his in the library. Check if I understood 

right. I not I suggest you buy just the bavly and we take 

the others step by step. I'll feel more generous in January.

Let me know please which we we go. Should I find that I'm OK 

at the end of November, we should do the rest then.

2. I'd like to receive the Otsar Hatora Hamemuchshav 

information —  since it pertains to my private library
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at home.

3. I like the notion of TOP - but here too must wait for 

January to decide. You Estelle and I should meet in early 

November to discuss the rest of your proposal —  the alternative 

possibilities as well as intermediate functioning.

It is important that books continue to be featured and listed in the 

meanwhile. Estelle should do two printouts as soon as she 

has time: by author and by title. One should be books the 

other articles and documents. We should then see what of

Hit <CR> for next page, : to skip to next part...
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the books are missing in real life and go after them.

Shavua Tov

Annette 
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GOALS FOR JEWISH EDUCATION IN 
LEAD COMMUNITIES

The Commission on Jewish Education in North America did not deal with the issue of goals 
for Jewish education in order to achieve consensus. However, the Commission knew that it 
would be impossible to avoid the issue of goals for Jewish education, when the recom m enda- 
tions of the Commission would be implemented.

With work in Lead Communities underway, the issue of goals can no longer be delayed for 
several reasons;

1) It is difficult to introduce change without deciding what it is that one wants to achieve.

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

3) The evaluation project in Lead Communities cannot be successfully undertaken  without a 
clear articulation of goals.

Goals should be articulated for each of the institutions that are involved in education in the 
Lead Communities and for the community as a whole. At present there are very few cases 
where institutions or communities have undertaken a serious and systematic consideration of 
goals. It is necessary to determine the status of this effort in the Lead Communities. There  
may be individual institutions (e.g. schools, JCCs) that have undertaken or completed a serious 
systematic consideration of their goals. It is important to learn  from their experience and to 
ascertain whether an attempt has been made to develop curriculum and teaching methods 
coherent with their goals. In the case of those institutions where little has been  done in this 
area, it is crucial that the institutions be encouraged and helped to undertake a process that 
will lead to the articulation of goals.

The CIJE should serve as catalyst in this area. It should serve as a broker betw een the 
institutions that are to begin such a process and the various resources that exist in the Jewish 
world — scholars, thinkers and institutions that have deliberated and developed expertise in 
this area. The institutions of higher Jewish learning in North America (Y.U., J.T.S.A. and
H.U.C.), the Melton Centre at the Hebrew University and the Mandel Institute in Jerusalem  
have all been  concerned and have worked on the issue of goals for Jewish education. 
Furthermore, these institutions have been  alerted to the fact that the institutions in the Lead 
Communities will need assistance in this area. They have expressed an interest in the project 
and a willingness to assist.
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The Mandel Institute has particularly concentrated efforts in this area through its project on 
alternative conceptions of “The Educated Jew.” The scholars involved in this project are: 
Professors Moshe Greenberg, M enahem Brinker, Isadore Twersky, Michael Rosenak, Israel 
Scheffler, Seymour Fox and Daniel Marom. Accompanied by a group of talented educators 
and social scientists, they have completed several important essays offering alternative ap- 
proaches to the goals of Jewish education as well as indications of how these goals should be 
applied to educational settings and practice. These scholars would be willing to work with the 
institutions of higher Jewish learning and thus enrich their contribution to this effort in Lead 
Communities.

It is therefore suggested that the CIJE advance this undertaking in the following ways:

1. Encourage the institutions in Lead Communities to consider the importance of undertak- 
ing a process that will lead to an articulation of goals.

2. Continue the work that has begun with the institutions of higher Jewish learning so that 
they will be prepared and ready to undertake community-based consultations.

3. Offer seminars whose participants would include Lead Community representatives where 
the issues related to undertaking a program to develop goals would be discussed. A t such 
seminars the institutions of higher Jewish learning and the Mandel Institute could offer 
help and expertise.

The issue of goals for a Lead Community as a whole, as well as the question of the relationships 
of the denominations to each other and to the community as a whole will be  dealt with in a 
subsequent memorandum.

Seymour Fox & Daniel Marom
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This fax consists of 9____ pages. If you have problems with its
transmission, please contact Roberta Goodman in the United States 
at 608-231-3534 or by fax 608-23 1-6844.

To: Annette, Seymour and Shmuel

From: Roberta Goodman

Adam has asked me to fax tl!i* to you. Hope all is well in 
J e r u s a l e m !

' 

This fax consists of 9 pages. If you have problems with its 
transmission, pleasR conta~l Rob~rla Goodman in the United States 
nt 608-231-35 34 or by fax 608··2~q .-6844. 

To: Annett.e, Seymout· and Shmuel 

From: Roberta Goodman 
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.J er us a 1 ~m ! 



MEMORANDUM

July 18, 1993

To: Annette, Seymour, and Shmuel 
From: Adam
CC: Ellen, Roberta, Julie
Re: Ambiguities in CUE terms and concepts

Attached are two documents:

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

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

Here,s a brief explanation of the documents:

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

0 Are our definitions accurate and reasonably complete?

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

Ambiguities
Preparing the glossary provided an excellent opportunity to discuss the issues and concepts 
represented by these terms. We reviewed many long-standing ambiguities and raised new 
issues as well. Hence, another reason I ’m writing is to advise you of the ambiguities we 
discussed. Some of these may be easily settled by you; if so, we’d appreciate your quick 
response. Others cannot be addressed simply, but we hope that by raising the questions we 
can help you prepare for future deliberations within CUE and with the lead communities and 
others. Thus, the discussion of ambiguities is intended to be feedback to CUE.
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CIJE -  A GLOSSARY OF TERMS AND CONCEPTS
July 1993

Abbreviations used In the Glossary

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

SPSS: Best Practices Project; The Supplementary School, edited by Barry Holtz,
CIJE, 1993.

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

GJE: "Goals for Jewish Education in Lead Communities," by Seymour Fox and
Daniel Marom, CUE 1993.

LCAW: "Lead Communities at Work," by Annette Hochstein, CUE 1993.
LCC: "Lead Community Consultation", minutes of the CUE/Lead Community

meetings held in Cleveland, OH, May 12-13, 1993.
PlaG: Planning Guide. CUE, February 1993.
ProG: Program Guidelines. CUE, January 1992.

Glossary of Terms

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

Further reading: ATA 67, 69; PlaG 31-32; BPSS 1.

Content/Scope/Ouality -  See Lead Community Project.

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

Further reading: GJE 1 - 2,
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Lead Community — A geographic community serving as a local laboratory for the 
development of exemplary models of Jewish education, A Lead Community sets high 
educational standards, raises additional funds for education, and establishes a wall-to-wall 
coalition to guide its educational reform efforts. On August 26, 1992, Atlanta, Baltimore and 
Milwaukee were selected as the first three Lead Communities in North America. (See also 
Lead Community Project.)

Further reading: ATA 67 69 ־; ProG 2.

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

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

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

Further reading: ATA 50, 63-66.

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

Further reading: LCAW 5-7.

Partnership ־־ The collaborative relationship between CUE and the lead communities, in 
which both partners share ideas, plans, and policies for their mutual benefit. Partnership 
also characterizes relationships within a Lead Community.

Further reading: LCC 2 - 3 .
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Personnel — All those who work in the field of Jewish education including formal and 
informal education and professional and volunteer staff, Attention to personnel is one of the 
two building blocks necessary for the improvement of Jewish education. Personnel issues 
must be addressed in all lead community projects,

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

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

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

Vision ״  A desired state or process in Jewish education toward which the community as a 
whole or segments of the community are working; an ideal characterization of Jewish 
education in terms of structure, content and process.

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

Wajl-to-Wall Coalition ״  The partnership within a Lead Community among participants 
across denominations and levels of agencies and institutions, It includes lay people as well 
as professionals. (See also Mobilization.)

Further reading: LCAW 4; ATA 63-66.
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Ambiguities and Uncertainties 
July 1993

Best Practices — There is still a great deal of confusion in the communities on how Best 
Practices relate to the building blocks of personnel and mobilization. How is Best Practices 
supposed to be translated into action? How does it reach the educators? What sequence of 
events is planned?

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

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

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

The role of Best Practices in systemic reform is also unclear, As we commented in 
February:

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

This issue is a source of great confusion and uncertainty in the communities, particularly in 
Milwaukee and Atlanta. At the meetings in May, we came to understand that Best Practices 
will be a resource upon which the communities can draw as they translate their visions into 
site'based action. How this process will work is still not clear in the communities.
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Goals Project ־־ This is not yet a coordinated and integrated effort, and the lead 
communities have not yet been involved. What will push the goals project off the drawing 
board? What will be the forum for discussions? Also, some community members in 
Baltimore and Milwaukee are wondering when they will receive the Educated Jew papers.

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

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

A perception held in Baltimore is that the strategic planning and visioning that is being 
initiated in Milwaukee, under CUE’s guidance, has already occurred in Baltimore. While 
this was not brought about by CUE pier se, it was very much influenced by the Mandel 
Commission and by A Time to Act, as one can see by the language of Baltimore’s strategic 
planning documents.

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

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

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

Finally, if there is room for grass-roots projects (i.e., those initiated outside the central 
planning process) to become Lead Community projects, how can they be incorporated into 
systemic reform?

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

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

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

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

Monitoring. Evaluation and Feedback -- Two important uncertainties about our project both 
have to do with dissemination. The first concerns feedback to CIJE. Most of our reporting 
is directed towards Annette, yet much of what we have to say is relevant to other staff.
What is the mechanism for distributing our update memos (such as this one) to other staff 
members?

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

The second uncertainty concerns feedback to the communities. We have not established any 
regular procedure or mechanism for getting feedback disseminated outside our central 
contacts. We have had many informal conversations in which we provided feedback 
requested by community members, but as we learned in May, these do not concern the issues 
of central interest to CUE.

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

Wall-to-Wall Coalition -־ Are there some absolutely essential partners (e.g., large donors)? 
Are some partners more essential than others?
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HEBREW/JUDAICA MISSION STATEMENT Draft #4: 3/9/93

The mission of MJDS is to prepare -graduates' to be educated participants in the 

Jewish coirmunity, possessing and valuing a Jewish lifestyle and the ability to engage 

in independent Jewish study. Through active and intensive study of source materials, 

students will become knowledgeable participants in Jewish life.

MJDS aspires to foster in each child a positive Jewish identity and a love and 

commitment to God, Israel and the Jewish people. The program emphasizes the richness 

and worth of religious pluralism and instills respect and appreciation for different 

outlooks and practices within Judaism. It will stress the need to accept and embrace 

all Jews as equal participants in the Jewish community.

Judaic and general studies curricula are substantially integrated, enabling 

students to express their Jewishness in their daily lives.
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draft #3: 3/9/93PROGRAM GOALS

Graduates of MJDS will have attained the following goals:
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1. knowledge and understanding of the full range of Jewish beliefs and observances.

2. knowledge of and familiarity with Jewish sources.

3. understanding of the development of Jewish tradition.

4. knowledge of Jewish history.

In the area of Jewish skills:

1. the ability to speak, read, write and understand the Hebrew language.

2. the ability to participate in and lead synagogue worship (tefillah).

3. the ability to participate in and lead home and holiday celebrations.

4. the ability to study Jewish sources independently.

In the area of Jewish attitudes:

1. commitment to gemilut chasadim (acts of loving kindness).

2. commitment to Klal Yisrael (Jewish community).

3. corrmitment to Medinat Yisrael (the modern State of Israel).

; positive feelings about Jewish life, celebration, and learning.
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GOALS PROJECT TIMELINE 
STAGE ONE

IMMEDIATE:

1. ARRANGE FOR DANNY PEKARSKY TRIP TO ISRAEL
2. ANNOUNCE SEMINAR TO HIRT. DAVIDSON/HOLTZ/ABRAMSON, LEE
3. CONSULT WITH HIRT. DAVIDSON/HOLTZ/ABRAMSON, LEE ABOUT 

DATES, PLACE AND PARTICIPANTS IN FIRST SEMiNAR
4. SECURE PARTICIPATION OF ALL PARTICIPANTS IN SEMINAR 

(INCLUDING GUEST LECTURERS)
5. MAKE LOGISTICAL ARRANGEMENTS FOR SEMINAR
6. CONSIDER POSSIBLE PILOT ACTIVITIES IN LEAD COMMUNITIES

DECEMBER:

7. CONSULT WITH DANNY PEKARSKY ON THE GOALS PROJECT
8. DEVELOP PROGRAM FOR SEMINAR
9. SEND BACKGROUND MATERIALS TO SEMINAR PARTICIPANTS
10. ARRANGE FOR PILOT ACTIVITIES IN LEAD COMMUNITIES

JANUARY:

11. PREPARE MI STAFF FOR SEMINAR PARTICIPATION
12. PREPARE CIJE STAFF FOR SEMINAR PARTICIPATION
13. PREPARE GUEST LECTURERS FOR PARTICIPATION
14. PREPARE STAFF FOR PILOT ACTIVITIES IN LEAD COMMUNITIES

FEBRUARY:

14."CAMPER SYSTEM" MEETINGS IMMEDIATELY PRIOR TO SEMINAR
15. CHECK CONFERENCE ROOM. TAPING FACILITIES, FOOD, ETC.
16. LAST PREPARATIONS BEF6RE SEMINAR
17. IMPLEMENT SEMINAR
18. MI STAFF MEETING IN ORDER TO EVALUATE SEMINAR
19. CIJE STAFF MEETING IN ORDER TO EVALUATE SEMINAR
20. "CAMPER SYSTEM" MEETINGS AFTER SEMINAR
21. VISIT TO LEAD COMMUNITIES
22. IMPLEMENT PILOT ACTIVITIES IN LEAD COMMUNITIES
23. STAFF EVALUATION OF PILOT ACTIVITIES IN LEAD COMMUNITIES
24. LEAD COMMUNITY EVALUATION OF PILOT ACTIVITIES

MARCH  JUNE

25. ONGOING MONITORING OF GOALS ASSIGNMENT
26. PLANNING OF ISRAEL SEMINAR

GOALS PROJECT TIMELINE 
STAGE ONE 

IMMEDIATE: 

1. ARRANGE FOR DANNY PEKARSKY TRIP TO ISRAEL 
2. ANNOUNCE SEMINAR TO HIRT~ DAVIDSON/HOLTZ6ABRAMSONA LEE 
3. CONSULT WITH HIRT. DAVID~ON/HOLTZ/ABRAMS Ni LEE BOUT 

DATES PLACE AND PARTICIPANTS IN FIRST SEM NAR 
4. SECURE PARTICIPATION OF ALL PARTICIPANTS IN SEMINAR 

(INCLUDING GUEST LECTURERS) 
5. MAKE LOGISTICAL ARRANGEMENTS FOR SEMINAR 
6. CONSIDER POSSIBLE PILOT ACTIVITIES IN LEAD COMMUNITIES 
DECEMBER: 

7. CONSULT WITH DANNY PEKARSKY ON THE GOALS PROJECT 
8. DEVELOP PROGRAM FOR SEMINAR 
9. SEND BACKGROUND MATERIALS TO SEMINAR PARTICIPANTS 
10. ARRANGE FOR PILOT ACTIVITIES IN LEAD COMMUNITIES 

JANUARY: 

11. PREPARE MI STAFF FOR SEMINAR PARTICIPATION 
12 . PREPARE CIJE STAFF FOR SEMINAR PARTICIPATION 
13. PREPARE GUEST LECTURERS FOR PARTICIPATION 
14. PREPARE STAFF FOR PILOT ACTIVITIES IN LEAD COMMUNITIES 

FEBRUARY: 
14."CAMPER SYSTEM" MEETINGS IMMEDIATELY PRIOR TO SEMINAR 
15. CHECK CONFERENCE ROOMA TAPING FACILITIES , FOOD, ETC. 
16 . LAST PREPARATIONS BEFuRE SEMINAR 
17. IMPLEMENT SEMINAR 
18 . Ml STAFF MEETING IN ORDER TO EVALUATE SEMINAR 
19. CIJE STAFF MEETING IN ORDER TO EVALUATE SEMI NAR 
20 . "CAMPER SYSTEM" MEETINGS AFTER SEMINAR 
21. VISIT TO LEAD COMMUNIT IES 
22. IMPLEMENT PILOT ACTIVITIES IN LEAD COMMUNITIES 
23. STAFF EVALUATION OF PILOT ACTIVITIES IN LEAD COMMUNITIES 
24 . LEAD COMMUNITY EVALUATION OF PILOT ACTIVITIES 
MARCH - JUNE 

25. ONGOING MONITORING OF GOALS ASSIGNMENT 
26. PLANNING OF ISRAEL SEMINAR 



draft #3: 3/9/93PROGRAM GOALS

Graduates of MJDS will have attained the following goals: •

v־ i)׳\ i i i!1 &j״ J  fr-ru ,(.,!1

1. knowledge and understanding of the full range of Jewish beliefs and observances.

2. knowledge of and familiarity with Jewish sources.

3. understanding of the development of Jewish tradition.

4. knowledge of Jewish history.

In the area of Jewish skills:

1. the ability to speak, read, write and understand the Hebrew language.

2. the ability to participate in and lead synagogue worship (tefillah).

3. the ability to participate in and lead home and holiday celebrations.

4. the ability to study Jewish sources independently.

In the area of Jewish attitudes:

1. commitment to gemilut chasadim (acts of loving kindness).

2. comnitment to Klal Yisrael (Jewish community).

3. commitment to Medinat Yisrael (the modern State of Israel).

y ‘. positive feelings about Jewish life, celebration, and learning.

Graduates 

\-JY\ ~ k.._ . 

PR(X;RAM GOALS 

of MJDS will have attained the following goals: 
1 . ,,. , Al "'j L , 

1•~ U (. 1- 1 '11 ,. c - I 

• 

draft #3: 3/9/93 

1. knowledge and understanding of the full range of Jewish beliefs and observances. 

2. knowledge of and familiarity with Jewish sources. 

3. understanding of the development of Jewish tradition. 

4. knowledge of Jewish history. 

In the area of Jewish skills: 

1. the ability to speak, read, write and W1derstand the Hebrew language. 

2. the ability to participate in and lead synagogue worship (tefillah). 

3. the ability to participate in and lead home and holiday celebrations. 

4. the ability to study Jewish sources independently. 

In the area of Jewish attitudes: 

1. comnitment to gemilut chasadim (acts of loving kindness). 

2. comnitment to Klal Yisrael (Jewish comrrunity). 

3. comnitment to Medinat Yisrael (the modern State of Israel). 

f. positive feelings about Jewish life, celebration, and learning. 



Dear Seymour:

Attached is a chart which maps out a larger picture o f stages, players, and programs 
involved in the implementation o f the goals project. The chart assumes the broad view o f 
the project (both sides o f the blackboard sketch which you drew out before Shmuel and I a 
few months ago). Consequently, the left column is broken down into stages which lead 
from theory (beginning with Educated Jew) to practice (ending with implementation and 
evaluation). The second column answers the question "who does the assignment?" for 
each stage and the third column "how is the assignment done?"

What emerged from my deliberations with Shmuel on this chart was that the 
overriding responsibility for the goals project (both sides o f the board) should stay with 
the Mandel Institute. That is not to say that we would have to do the actual work in lead 
communities. As is made clear in stage #3, this would have to be undertaken by the ClJE 
staff (responsible for communication with local staff and schools and coordinating efforts 
with denominations and outside experts) and by the denominations with the help of 
outside experts. However, our feeling is that the Institute must guide and oversee this 
effort in order to provide it with content and quality control and in order to make a serious 
effort at getting the denominations and the outside experts to make an appropriate 
contribution. Furthermore, as we discussed this chart, it became apparent that there is a 
natural link between the effort involved in the goals project and other aspects o f the 
Institute's work (the educated Jew project, the syllabus project, and what we discussed as 
"the goals department" component o f the personnel project.)

I hope this answers the request you made at the last meeting and I look forward to our 
three way meeting with Shmuel on this topic tomorrow at 2:00 - 3:00 P.M.

Dear Seymour: 

Attached is a chart which maps out a larger picture of stages, players, and programs 
involved in the implementation of the goals project. The chart assumes the broad view of 
the project (both sides of the blackboard sketch which you drew out before Shmuel and I a 

few months ago). Consequently, the left column is broken down into stages which lead 
from theory (beginning with Educated Jew) to practice (ending with implementation and 
evaluation). The second column answers. the question "who does the assignment?" for 
each stage and the third column "how is the assignment done?" 

What emerged from my deliberations with Shmuel on this chart was that the 
overriding responsibility for the goals project (both sides of the board) should stay with 
the Mandel Institute. That is not to say that we would have to do the actual work in lead 
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staff (responsible for communication with local staff and schools and coordinating efforts 
with denominations and outside experts) and by the denominations with the help of 
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effort at getting the denominations and the outside experts to make an appropriate 
contribution. Furthermore, as we discussed this chart, it became apparent that there is a 
natural link between the effort involved in the goals project and other aspects of the 
Institute's work (the educated Jew project, the syllabus project, and what we discussed as 
"the goals department" component of the personnel project.) 

I hope this answers the request you made at the last meeting and I look forward to our 
three way meeting with Shmuel on this topic tomorrow at 2:00 - 3:00 P.M. 

Danny 
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SEYMOUR FOX  OCTOBER 4, 1993

The Goals Project as we always said involves two sides: working 
from the Educated Jew project down to goals and working with the 
denominations and anybody else, on conceptions of goals that they 
now want to hold congregations or schools accountable for.

Now I'm talking only about the second one now because the other 
one — we have a different kind of conversation about. It seems 
to me that we have spoken, and both of you know that, to the 
denominations about getting their act ready. They all know about 
that. Therefore, how are we now going to get them to be able to 
do it?

That requires that they — probably as a whole group, all of them 
together, with Pekarsky and the two of you and me — because we
are going to have to supervise that, guide it, help it, etc. —
either call a seminar in America or call a seminar here. And we 
have to be very wel 1-prepared for that seminar. Now what that 
means about being prepared for that seminar is to find out how do 
we teach them how to take their goals — in some cases they've 
worked out good goals, in some cases they've worked out silly 
goals — how are we going to get them to see, number 1: that
they have to come to that seminar prepared — but what are they
prepared to commit themselves to? Then we're going to run into 
all the difficulties that all the lay people know — they don't 
want to commit themselves because if they, they're going to held 
accountable.

So how do we deal with them psychologically, theoretically, and 
educationally — that's the question. Then, how do we teach them? 
And who is are expert going to be? It's somebody in general 
education that will have to come into that seminar that will show 
them how you take a goal and make it operative for a school. Then 
let's assume we even got them to do that. That was the point you 
were talking about Shmuel. Which of the various list of goals 
that they have — and there are many curriculum — and are now 
ready to be held accountable for.

Now if they have one, what are they going to do to get a school 
to learn how to work with that, to gear their curriculum to it, 
to deal with more lofty things like getting their teachers to 
understand that etc. What does it mean to undertake a goals 
project "savir" — iteration number 2. Iteration number 2 is 
where do we expect the denominations to be in 2 years, in 3 
years, in 5 years — that's the assignment.
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GOALS PROJECT TIMELINE 
STAGE ONE
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IMMEDIATE:

1. ARRANGE FOR DANNY PEKARSKY TRIP TO ISRAEL
2. ANNOUNCE SEMINAR TO HIRT. DAVIDSON/HOLTZ/ABRAMSON, LEE
3. CONSULT WITH HIRT. DAVID$0N/H0LTZ/ABRAMSON, LEE ABOUT 

DATES, PLACE AND PARTICIPANTS IN FIRST SEMiNAR
4. SECURE PARTICIPATION OF ALL PARTICIPANTS IN SEMINAR 

INCLUDING GUEST LECTURERS
5. MAKE LOGISTICAL ARRANGEMENTS FOR SEMINAR
6. CONSIDER POSSIBLE PILOT ACTIVITIES FOR LEAD COMMUNITIES

DECEMBER:

7. CONSULT WITH DANNY PEKARSKY ON THE GOALS PROJECT
8. DEVELOP PROGRAM FOR SEMINAR (see background document)
9. SEND BACKGROUND MATERIALS TO SEMINAR PARTICIPANTS
10. ARRANGE FOR PILOT ACTIVITIES FOR LEAD COMMUNITIES

JANUARY:

11. PREPARE MI STAFF FOR SEMINAR PARTICIPATION 
(includes research on various curricular goals
produced by the denominations)

12. PREPARE CIJE STAFF FOR SEMINAR PARTICIPATION
13. PREPARE GUEST LECTURERS FOR PARTICIPATION
14. PREPARE FOR PILOT ACTIVITIES FOR LEAD COMMUNITIES

FEBRUARY:

14."CAMPER SYSTEM" MEETINGS IMMEDIATELY PRIOR TO SEMINAR
15. CHECK CONFERENCE ROOM, TAPING FACILITIES, FOOD, ETC.
16. LAST PREPARATIONS BEFORE SEMINAR
17. IMPLEMENT SEMINAR
18. MI STAFF MEETING IN ORDER TO EVALUATE SEMINAR
19. CIJE STAFF MEETING IN ORDER TO EVALUATE SEMINAR
20. "CAMPER SYSTEM" MEETINGS AFTER SEMINAR

MARCH - JUNE

21. ONGOING MONITORING OF GOALS ASSIGNMENT
22. PLANNING OF ISRAEL SEMINAR
23. IMPLEMENTATION OF PILOT ACTIVITIES FOR LEAD COMMUNITIES
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Mandel Instituteמנדל מכון

Tel: 972-2-66 5S33- 

Fax: 972-2- 643-23'?-

Facsimi le Transmi ssi on

j Q. *̂r Danny Pekarky, Madison □ate• January 17, 1994

Shmuel Wygoda, Jerusalem ., 0 1 ן
F rom :____________________ _ ________________  No. Pages:____ _

001 608 262-9074
Fax Number:

Dear Danny,

It was good having the opportunity to work w ith you, even if this time it was quite 
short. I hope it w ill be longer next time!

Attached I send you as promised all the prints that were on the board while we were 
working . I hope they will be of help to you.

Danny Marom and myself hope to finish our " homework " by next Tuesday.

We all hope you had a pleasant flight home, and that you family and friends are all 
well.

שלום דרישת

Mandel Institute 

Tel: 972-2-66 ;j;;, 3d

Fax: 972-2- 66o-';s3'i-
Facsimile Transmission 

To: 
Pr Danny Pekarky, Madison 

------------------
Shmuel Wygoda, Jerusalem From: ________________ _ 

Date: _____ J_a_n_u_a r_y_1 _7_, _1_9_9_4_ 

11 No. Pa,ges: _________ _ 

001 608 262-9074 
Fax Number: _____________ _ 

Dear Danny, 

It was good having the opportunity to work with you, even if this time it was quite 
short. I hope it will be longer next time! 

Attached I send you as promised all the prints that were on the board while we were 
working . I hope they wil l be of help to you. 

Danny Marom and myself hope to finish our " homework " by next Tuesday. 

We all hope you had a pleasant flight home, and that you family and friends are all 
well. 



1. Philosophy of Education

2. Vision for Educational Setting

3. Translated into Practice

4. Harvard

5. Miro
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1. Community

2. Denominations

3. Settings

4. Players: rabbi, educators, lay leaders, federation people, 
community center people, Board of Jewish education people
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CIJE Staff
Harvard-CIJE -- Discusses and Decides

Education/Engagement of Players:

Lay People = Commission
Clients
Educators
Experts
School
Teacher
Rabbi

M.I. & CIJE

Israel
Harvard
Locally: lead community 
Regionally
Nationally: Sizer 1-4 
Internationally

4

CIJE Staff 
Harvard-CIJE -- Discusses and Decides 

Education/Engagement of Players: 

Lay People= Commission 
Clients 
Educators 
Experts 
School 
Teacher 
Rabbi 

M. I. & CIJE 

Israel 
Harvard 
Locally: lead community 
Regionally 
Nationally: Sizer 1-4 
Internationally 

4 



Staffs

= 15 You + Us 

20-100 educators

Staffs 

= J..5 You+ Us 

20-100 educators 
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Resources

National organizations & training institutions

Today
Short-term
Long-term
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Goals Project:

Catalyze vision-drivenness in lead communities and beyond via:

1. Develop a packet or arsenal of pertinent materials including 
conceptual pieces, examples, strategies & human resources 
(including Sizer etc.)

2. Educate/encourage lead communities

3. Encourage denominations and others to be pro-active

4. Coalition of driven institutions in lead communities 
and beyond

7
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AGENDA

1. A time to decide on commitment to goals project:
* Enough repetition
* Clarity will come with further involvement
* Great expectation versus vagueness

2. Restatement of the theory of the goals project (the 
whole which makes the parts clear)
* The premise of effectiveness associated with

lead communities is bound up with vision-drivenness
* Stages 1-5 + evaluation: philosophy of education

leads to portrait of a setting which leads to 
translation to practice which leads to various 
levels of planning (teacher training, syllabus, 
curricula building, consensus building, etc.) leads 
to implementation followed by evaluation at all 
the above levels (which is critical because it 
holds the promise of accountability)

* Breaking the lock on Jewish education: hidden 
agreement to sustain mediocrity and limit resources

* Two major goals:
1. Give and take/resonance/tension between 

theory and practice
2. Building of a culture through deliberation 

and clarification of aims
(3. The above are facilitated through inquiry 

which is disciplined/red lines/integrity/ 
screw-tightening/not just values clarification)

* To provide examples which are confidence-building, 
inspiring, illustrative and demonstrative.

3. Factors to be considered in practice:
* Three audiences: lay, individual settings, 

denominations and others, 23 -
* Levers and obstacles/static (example: paying 

teachers for extra hours)
* Expectations/vaguenesses
* Anticipated request for goals from denominations 

and their preparation
* This is an extension of best practices
* CIJE personnel, energy, priorities
* Availability of M.I. staff, adjunct staff, Exxon, 

experts, consultants
* Budget
* Toleration of failure
* Time
* Timeline (1-3 years, etc.)

4. Alternative routes available

5. Back to number 1.
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ALTERNATIVE ROUTES

A. Education of lay leaders

* Summer seminar -- the role of goals, educated Jew, 
goals in lead communities (state of the art and how 
to get involved)

* Consultation on community-wide goals (example: 
Milwaukee visioning process and document)

* Roadshow/educated Jew scholars/Ozick/Hartmann/
Bellow

* Pilot project with one goal (example: Israel 
Experience)

B. Work with Individual Settings

* Work with one school on maximum involvement in 
goals process (work is in the school at all levels: 
lay, pro, parents, etc.)

* Training of Exxon group of 15 consultants in order 
to facilitate coalition model or other possibilities

* Lead schools in lead communities: medium involvement 
with medium number of schools (6 or 7) (work is on 
the school with an education committee with reps 
from lay, pro, PTA, and lead teachers)

* Pilot project in one goal area across lead communities

C. Denominations

* Two seminar route (see SW and DM document)

* Educated Jew seminar (possibly for each denomination 
alone)

* Content analysis

* One denomination full attention

* Pilot project -- 1 subject, example: Bible
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SW DENOMINATIONS

Example: YU

Seminar Number 1 (with CIJE consultants)

* Clarify rationale of goals project

* On basis of existing or easily accessible goals

* Content analysis: Soloveitchick׳s Maimonides School/ 
the choice to learn moed instead of nezikim

* Norman Lamm׳ s book on the Voloj in Yeshiva curriculum

* Twersky

Seminar Number 2: Internal Seminar (no consultants)

* Translate raw materials into workable goals for 
different settings under the demand for accountability

* Towards a plan for implementation outside lead
communities by lead schools

* Implementation

In-between the Two Seminars:

* Identify working team

* Familiarize working team with theory of the first
seminar, schools in the field, and subject matter 
experts

* Ongoing consultation, monitoring, etc.

Regarding CIJE Staff Meeting Agenda:

Enabling factor: future plan (3 months, 6 months)

10
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THE GOALS PROJECT:
PROPOSAL OF CONTENT AND OUTCOMES OF THE MEETING

w it h Da n n y Peka r s k y

OUTCOME #1: TO DEFINE THE CONCEPTION OF WORKING WITH GOALS

SET COMMON TERMS FOR STAGES LEADING FROM EDUCATED JEW THROUGH 
TO EVALUATION (background documents = SF,s Prolegomenon, DM's

A * !

SET_COMMON_TERMS FOR STAGES LEADING FROM. EDUCATED JEW THROUGH

SU׳'־’
TO EVALUATION (background documents = SF,s Prolegomenon, DM's
The theory of the goals project"). ^

OUTCOME #2: TO DEFINE THE ASSIGNMENT

THE ASSIGNMENT IS FOR THE CIJE TO HELP THREE AUDIENCES:
a ) NATIONAL DENOMINATIONS

B) COMMUNITIES AS A WHOLE - IN LEAD COMMUNITIES fh

C) INDIVIDUAL EDUCATIONAL SETTINGS - IN LEAD COMMUNITIES 
(̂U j S  v jr^

TO WORK WITH THEIR GOALS THOUGH: 3̂1a

A) EX W^+m-O ARTICULATION OF GOALS

B) MODIFICATION AND IMPROVEMENT OF EXISTING GOALS

C) INVOLVEMENT IN THE DISCUSSION OF THE EDUCATED JEW

D) BEGINNING THE PROCESS OF MOVING FROM GOALS TO PRACTICE

OUTCOME #3: TO SET THE STRATEGY FOR WORKING WITH EACH ONE OF 
I HE AUDIENCES:

Items are a r r a n g e d in or d e r of p r o g r e s s i o n :

a ) Na t i o n a l d e n o m i n a t i o n s - two s e m i n a r a p p r o a c h : s e m i n a r  #1
= set the a s s i g n m e n t ; s e m i n a r #2 = a few m o n t h s l a t e r ,
c om pa r e o u t p u t s ; betwe en the two s e m i n a r s : c a m p e r s y s t e m .
See document entitled "A preliminary plan for the initiation 
OF the goals project".

b ) Co m m u n i t y as a w h o l e - Su g g e s t i o n : Im m e d i a t e l y :
edu c a t i o n of lay leaders on issues and c o n t e n t r e l a t e d to 
g o a l s /e d u c a t e d Je w ; Mid r a n g e : MI c o n s u l t a t i o n  on g o a l s  to
LEAD COMMUNITIES AT VARIOUS STAGES OF THE PLANNING PROCESS;
Long range: (SF idea) Research on consensus on goals in
INDIVIDUAL EDUCATIONAL SETTINGS LEADING TO COMMUNITY 
ANNOUNCING SPECIFIC GOALS AS BEING ON THE COMMUNITY AGENDA; 
MI RESEARCH ON ALTERNATIVE CONCEPTIONS OF COMMUNITY WIDE
goa ls for Jewish e d u c a t i o n .

THE GOALS PROJECT: 
PROPOSAL OF CONTENT AND OUTCOMES OF THE MEETING 

WITH DANNY PEKARSKY .f~ 
<.,I-~ 

OUTCOME #1: TO DEFINE THE CONCEPTION OF WORKING WITH GOALS ~~, ~~, 

SET COMMON TERMS FOR STAGES LEADING FROM EDUCATED JEW THROUGH -~ ., 
TO EVALUATION (BACKGROUND DOCUMENTS= SF's PROLEGOMENON, DM's rd~ 
" THE THEORY OF THE GOALS PROJ ECT 11

). v'~~f\ 

OUTCOME #2: TO DEFINE THE ASSIGNMENT 
THE ASSIGNMENT IS FOR THE CIJE TO HELP THREE AUDIENCES: 

A) NATIONAL DENOMINATIONS u> 

B) ..i..- r 1---~,....,. COMMUNITIES AS A WHOLE - IN LEAD COMMUNITIES fh bt"-rq,.... 0 -v .. ,v 

, 

) 
d ( ,Jt,t Tl. C INDIVIDUAL EDUCATIONAL SETTINGS - IN LEAD COMMUNITIES ~ ~ 
/w0..ft"'1~~ 

TO WORK WITH THEIR GOALS THOUGH: rJ1-wr • 1 ,,.\/',, q 
'av ~ 1i. 

A) B( m 11ILO ARTICULATION OF GOALS 

B) MODIFICATION AND IMPROVEMENT OF EXISTING GOALS 

C) INVOLVEMENT IN THE DISCUSSION OF THE EDUCATED JEW 

D) BEGINNING THE PROCESS OF MOVI NG FROM GOA LS TO PRACTICE 

OUTCOME #3: TO SET THE STRATEGY FOR WORKING WITH EACH ONE OF 
IRE AUDIENCES: 
ITEMS ARE ARRANGED IN ORDER OF PROGRESSION: 

A) NATIONAL DENOMINATIONS - TWO SEMINAR APPROACH: SEMINAR #1 
= SET THE ASSIGNMENT; SEMINAR #2 = A FEW MONTHS LATER, 
COMPARE OUTPUTS; BETWEEN THE TWO SEMINARS: CAMPER SYSTEM . 
SEE DOCUMENT ENTITLED "A PRELIMINARY PLAN FOR THE INITIATION 
OF THE GOALS PROJECT". 

B) COMMUNITY AS A WHOLE SUGGESTION: IMMEDIATELY: 
EDUCATION OF LAY LEADERS ON ISSUES AND CONTENT RELATED TO 
GOALS/EDUCATED JEW; MID RANGE: MI CONSULTATION ON GOALS TO 
LEAD COMMUNITIES AT VARIOUS STAGES OF THE PLANNING PROCESS ; 
LONG RANGE: (SF IDEA) RESEARCH ON CONSENSUS ON GOALS IN 
INDIVIDUAL EDUCATIONAL SETTINGS LEADING TO COMMUNITY 
ANNOUNCING SPECIFIC GOALS AS BEING ON THE COMMUNITY AGENDA; 
MI RESEARCH ON ALTERNATIVE CONCEPTIONS OF COMMUNITY WIDE 
GOALS FOR JEWISH EDUCATION. 



c) In d i v i d u a l  e d u c a t i o n a l  s e t t i n g s  - b a c k g r o u n d  d o c u m e n t :
FIRST THOUGHTS IN WAKE OF A GOALS PROJECT SIMULATION״:

Su g g e s t i o n : p i l o t  p r o j e c t  w i t h  a t o t a l  of 6 "l e a d  s c h o o l s
(PERHAPS 2 FROM EACH LEAD COMMUNITY) - CHAREDI, ORTHODOX, 
CONSERVATIVE, REFORM, JCCA, AND UNAFFILIATED (SHOULD COVER 
TYPES OF PROGRAMS AS WELL, EG. EARLY CHILDHOOD EDUCATION, 
SUPPLEMENTARY AND DAY SCHOOL, INFORMAL EDUCATION, ETC.); THIS 
WOULD INVOLVE SEPARATE AND PLENARY CONSULTATIONS INCLUDING, 
AT DIFFERENT LEVELS, STAFF AND LAY REPRESENTATIVES FROM EACH 
SCHOOL AND DENOMINATION, CIJE STAFF, MI STAFF, AND OUTSIDE 
EXPERTS (EG. SCHEFFLER).

OUTCOME #4: TO ARRIVE AT A FEASIBLE DIVISION OF LABOUR 

Suggestion:

1) ONGOING ADMINISTRATION AND COMMUNICATION WITH
De n o m i n a t i o n s , Lead Co m m u n i t i e s , a n d i n d i v i d u a l  e d u c a t i o n a l
SETTINGS: CIJE STAFF (EXCLUDING SPECIAL _S
tlEETtNGS)

2) PLANNING AND DESIGN OF VARIOUS PROJECTS: CIJE STAFF 
(excluding aspects related to the Educated Jew project)
WITH BACKGROUND RESEARCH AND CONSULTATION FROM MI STAFF.

3) IMPLEMENTATION:

always: CIJE STAFF � *r-r-
AT SPECIFIC STRATEGIC POINTS IN ALL PROJECTS: MI STAFF 
IN DENOMINATIONAL AND INDIVIDUAL EDUCATIONAL SETTINGS:

- DENOMINATIONAL CONSULTANTS (EG. B1ELER FOR ORTHODOX);
- EDUCATED JEW SCHOLARS / / י
OUTSIDE CONSULTANTS ־

C) INDIVIDUAL EDUCATIONAL SETTINGS BACKGROUND DOCUMENT: 
"FIRST THOUGHTS IN WAKE OF A GOALS PROJECT SIMULATION"· 
SUGGESTION: PILOT PROJECT WITH A TOTAL OF 6 ''LEAD SCHOOLSh 
(PERHAPS 2 FROM EACH LEAD COMMUNITY) - CHAREDI, ORTHODOX, 
CONSERVATIVE, REFORM, JCCA, AND UNAFFILIATED (SHOULD COVER ??( 
TYPES OF PROGRAMS AS WELL, EG. EARLY CHILDHOOD EDUCATION, ~i 
SUPPLEMENTARY AND DAY SCHOOL, INFORMAL EDUCATION, ETC.); THIS .~ 
WOULD INVOLVE SEPARATE AND PLENARY CONSULTATIONS INCLUDING, ~ 
AT DIFFERENT LEVELS, STAFF AND LAY REPRESENTATIVES FROM EACH 
SCHOOL AND DENOMINATION, CIJE STAFF, Ml STAFF, AND OUTSIDE 
EXPERTS {EG . SCHEFFLER). 

OUTCOME #4: TO ARRIVE AT A FEASIBLE DIVI SION OF LABOUR 
SUGGESTION: 

1) ONGOING ADMINISTRATION AND COMMUNICATION WITH 
DENOMINA~IONSj LEAD COMMUNITIES, AND INDIVIDOA,t. EDUCATIONAL 
SETTINGS: Cl E STAFF (eM~t:tJDING sPEcJAL SF 11:tGH". t.eYet. 
M£E-"U -NGS) 

2) PLANNING AND DESIGN OF VARIOUS PROJECTS: CIJE STAFF 
(EXCLUDING ASPECTS RELATED TO THE EDUCATED JEW PROJECT) 
WITH BACKGROUND RESEARCH AND CONSULTATION FROM MI STAFF. 

3) IMPLEMENTATION: 

ALWAYS: CIJE STAFF 
AT SPECIFIC STRATEGIC POINTS IN ALL PROJECTS : MI STAFF 
IN DENOMINATIONAL AND INDIVIDUAL EDUCATIONAL SETTINGS: 

- DENOMINATIONAL CONSULTANTS (EG. BIELER FOR ORTHODOX); 
- EDUCATED JEW SCHOLARS 
- OUTSIDE CONSULTANTS 
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goo/s project meetings: proposed anemia
1. clarifications on the ground rules for the project:
- the assignment: to help the cije help the denominations, LC's, and 

educational institutions within LC's develop or improve upon their 
goals, begin the process o f moving from goals to practice, get involved 
in a discussion o f the educated je w .

- emphasis in each case is on creating an environment which is conducive 
to a mode o f operation based on consciousness o f one's goals, 
on starting up the process rather than dictating specific methods and 
strategies.

- goals project /  educated Jew project distinction and interrelation.
- the movement from formulation o f goals to implementation to evaluation 

and back to formulation is a fluid flowing one rather than a mechanical 
or engineered progression which is not based on an interaction with the 
realities o f the field

- constraints such as the difficulty in creating concensus around goats, 
motivating teachers to change their ways in order to try out new goals, 
etc. are understood as a given; how we propose to deal with such constraints 
is the topic o f our mettings.

- the distinction and interrelation between "substantive goals" (eg. study Bible 
to achieve an encounter with the transcendant realm) and "instrumental 
goals" (eg. increase the number of post bar-mitzvah students, students 
who undergo the Israel experience).
the need to provide instances and examples in explaining the project

,־־ A ^ f f *  ~1 ^ י  ^S^L י w  <(¥ fioSa&Muyrri+if. n & f'

2. alternative strategies for working with each o f the three audiences 
discussion and deliberation:

a) denominations (for background, see SW/DM "preliminary plan ")
b) community as a whole (for background, see Gamoran M.E.F. document) /

c) educational institutions within the community (for background, see \
SW/DM "first thoughts in wake o f a simulation ") J

A) 9 iuzT'P eaygjr ^
3. summation o f alternative strategies in preparation for februarv d ie  staff meeting

too
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goals proiect meetines: proposed agenda 

I. clarifications on the eround rules for the proiect: 

- the assignment: to help the cije help the denominations, LC's, and 
educational institutions within LC's ,levelop or improve upon their 
goals, begin the process of moi•ing from goals to practice, get involved 
in a discussion of the educated jew . 

- emphasis in each case is on creating lln em•ironment which is conducive 
to a mode of operation based on consciousness of one's goals, 
on starting up the process rather than dictating specific methods and 
strategies . 

- goals project I educated Jew project distinction and inte"elation. 

- the movement from formulation of goals to implementation to evaluation 
aml back to formulation is a fluid flowing one rather than a mechanical 
or engineered progression which is not based on an interaction with the 
realities of the field 

- constraints such as the difficulty in creating concensus ar(Jund goals, 
motivating teachers to change their ways in order to try out new goals, 
etc. are understood as a given; how we propose to deal with such constraints 
is the topic of our mettings. 

- the distinction am/ inte"elation between "substantive goals" (eg. study Bible 
to achieve an encounter with the transcemlant realm) and "instrumental 
goals" (eg. increase the number of post har-mitzvah students, students 
who um/ergo the Israel experience). 

the need to provide instances am/ examples in explaining the project 

2. alternative strategies for working with each of the three audiences 
discussion and deliberation: 

a) denominations (for background, see SWIDM "preliminary plan") 

b) community as a whole (for background, see Gamoran M.E.F. document) 

c) e,lucational institutions within the community (for background, see 
SWIDM ''first thoughts in wake of a simulation") 

d ) fl I '--0 j f fl.<65gf ~ 
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3. summation of alternative strategies in preparation for february ciie staff meetinl! 



THE GOALS PROJECT:
PROPOSAL OF CONTENT AND OUTCOMES OF THE MEETING

w i t h  Da n n y  P e k a r s k y

OUTCOME #1: TO DEFINE THE CONCEPTION OF WORKING WITH GOALS

SET COMMON TERMS FOR STAGES LEADING FROM EDUCATED JEW THROUGH 
TO EVALUATION (background documents = SF's Prolegomenon, DM's 
"The theory of the goals project").

OUTCOME #2: TO DEFINE THE ASSIGNMENT

THE ASSIGNMENT IS FOR THE CIJE TO HELP THREE AUDIENCES:

a ) n a t i o n a l  d e n o m i n a t i o n s

b ) c o m m u n i t i e s  a s  a  w h o l e  - IN l e a d  c o m m u n i t i e s

c) individual educational settings - IN LEAD communities 

TO WORK WITH THEIR GOALS THOUGH:

a ) e x  n i h i l o  a r t i c u l a t i o n  o f  g o a l s

b ) m o d i f i c a t i o n  a n d  i m p r o v e m e n t  o f  e x i s t i n g  g o a l s

c) involvement in the discussion of the educated Jew

d ) b e g i n n i n g  t h e  p r o c e s s  o f  m o v i n g  f r o m  g o a l s  t o  p r a c t i c e

OUTCOME #3: TO SET THE STRATEGY FOR WORKING WITH EACH ONE OF 
1HL AUDIINCEST

It e m s  a r e  a r r a n g e d  i n o r d e r  o f  p r o g r e s s i o n :

a ) Na t i o n a l  d e n o m i n a t i o n s  - t w o  s e m i n a r  a p p r o a c h : s e m i n a r  #1
= s e t  t h e  a s s i g n m e n t ; s e m i n a r  #2 = a  f e w  m o n t h s  l a t e r ,
COMPARE OUTPUTS; BETWEEN THE TWO SEMINARS: CAMPER SYSTEM.
See document entitled "A preliminary plan for the initiation
OF THE GOALS PROJECT� .

b ) C o m m u n i t y  a s  a  w h o l e  � S u g g e s t i o n : Im m e d i a t e l y :
EDUCATION OF LAY LEADERS ON ISSUES AND CONTENT RELATED TO
g o a l s /e d u c a t e d  J e w ; M id r a n g e : MI c o n s u l t a t i o n  o n  g o a l s  t o
LEAD COMMUNITIES AT VARIOUS STAGES OF THE PLANNING PROCESS;
Lo n g  r a n g e : (SF i d e a ) R e s e a r c h  o n  c o n s e n s u s  o n  g o a l s  i n
INDIVIDUAL EDUCATIONAL SETTINGS LEADING TO COMMUNITY 
ANNOUNCING SPECIFIC GOALS AS BEING ON THE COMMUNITY AGENDA; 
MI RESEARCH ON ALTERNATIVE CONCEPTIONS OF COMMUNITY WIDE
g o a l s  f o r  J e w i s h  e d u c a t i o n .

THE GOALS PROJECT: 
PROPOSAL OF CONTENT AND OUTCOMES OF THE MEETING 

WITH DANNY PEKARSKY 

OUTCOME #1: TO DEFINE THE CONCEPTION OF WORKING WITH GOALS 
SET COMMON TERMS FOR STAGES LEADING FROM EDUCATED JEW THROUGH 
TO EVALUATION (BACKGROUND DOCUMENTS= SF's PROLEGOMENON, DM's 
"THE THEORY OF THE GOALS PROJECT") . 

OUTCOME #2 : TO DEFINE THE ASSIGNMENT 
THE ASSIGNMENT IS FOR THE CIJE TO HELP THREE AUDIENCES: 

A) NATIONAL DENOMINATIONS 

B) COMMUNITIES AS A WHOLE - IN LEAD COMMUNITIES 

c) INDIVIDUAL EDUCATIONAL SETTINGS - IN LEAD COMMUNITIES 

TO WORK WITH THEIR GOALS THOUGH: 

A) EX NIHILO ARTICULATION OF GOALS 

B) MODIFICATION AND IMPROVEMENT OF EXISTING GOALS 

C) INVOLVEMENT IN THE DISCUSSION OF THE EDUCATED JEW 

D) BEGINNING THE PROCESS OF MOVING FROM GOALS TO PRACTICE 

OUTCOME #3: TO SET THE STRATEGY FOR WORKI NG WITH EACH ONE OF 
IRE AUDI ENCES : 
ITEMS ARE ARRANGED IN ORDER OF PROGRESSION: 

A) NATIONAL DENOMINATIONS - TWO SEMINAR APPROACH: SEMINAR #1 
= SET THE ASSIGNMENT ; SEMINAR #2 = A FEW MONTHS LATER, 
COMPARE OUTPUTS; BETWEEN THE TWO SEMINARS: CAMPER SYSTEM . 
SEE DOCUMENT ENTITLED "A PRELIMINARY PLAN FOR THE INITIATION 
OF THE GOALS PROJECT" . 

B) COMMUNITY AS A WHOLE SUGGESTION : IMMEDIATELY : 
EDUCATION OF LAY LEADERS ON ISSUES AND CONTENT RELATED TO 
GOALS/EDUCATED JEW; MID RANGE: MI CONSULTATION ON GOALS TO 
LEAD COMMUNITIES AT VARIOUS STAGES OF THE PLANNING PROCESS; 
LONG RANGE: (SF IDEA) RESEARCH ON CONSENSUS ON GOALS IN 
INDIVIDUAL EDUCATIONAL SETTINGS LEADING TO COMMUNITY 
ANNOUNCING SPECIFIC GOALS AS BEING ON THE COMMUNITY AGENDA; 
Ml RESEARCH ON ALTERNATIVE CONCEPTIONS OF COMMUNITY WIDE 
GOALS FOR JEWISH EDUCATION. 



c) In d i v i d u a l  e d u c a t i o n a l  s e t t i n g s  - b a c k g r o u n d  d o c u m e n t :
FIRST THOUGHTS IN WAKE OF A GOALS PROJECT SIMULATION�;

S u g g e s t i o n : p i l o t  p r o j e c t  w i t h  a  t o t a l  o f  6 "l e a d  s c h o o l s
(PERHAPS 2 FROM EACH LEAD COMMUNITY) - CHAREDI, ORTHODOX, 
CONSERVATIVE, REFORM, JCCA, AND UNAFFILIATED (SHOULD COVER 
TYPES OF PROGRAMS AS WELL, EG. EARLY CHILDHOOD EDUCATION, 
SUPPLEMENTARY AND DAY SCHOOL, INFORMAL EDUCATION, ETC.),� THIS 
WOULD INVOLVE SEPARATE AND PLENARY CONSULTATIONS INCLUDING, 
AT DIFFERENT LEVELS, STAFF AND LAY REPRESENTATIVES FROM EACH 
SCHOOL AND DENOMINATION, CIJE STAFF, MI STAFF, AND OUTSIDE 
EXPERTS (EG. SCHEFFLER).

OUTCOME #4: TO ARRIVE AT A FEASIBLE DIVISION OF LABOUR 

Suggestion:

1) ONGOING ADMINISTRATION AND COMMUNICATION WITH
D e n o m i n a t i o n s , L e a d  C o m m u n i t i e s , a n d  i n d i v i d u a l  e d u c a t i o n a l  
s e t t i n g s : CIJE STAFF (e x c l u d i n g  s p e c i a l  SF-h i g h  l e v e l
m e e t i n g s )

2) PLANNING AND DESIGN OF VARIOUS PROJECTS: CIJE STAFF 
(e x c l u d i n g  a s p e c t s  r e l a t e d  t o  t h e  Ed u c a t e d  J e w  p r o j e c t )
WITH BACKGROUND RESEARCH AND CONSULTATION FROM MI STAFF.

3) IMPLEMENTATION:

always: CIJE STAFF r.T 1 �_r_
AT SPECIFIC STRATEGIC POINTS IN ALL PROJECTS: MI STAFF 
IN DENOMINATIONAL AND INDIVIDUAL EDUCATIONAL SETTINGS:

- DENOMINATIONAL CONSULTANTS (EG. B1ELER FOR ORTHODOX);
- EDUCATED JEW SCHOLARS
- OUTSIDE CONSULTANTS

C) INDIVIDUAL EDUCATIONAL SETTINGS BACKGROUND DOCUMENT : 
"FIRST THOUGHTS IN WAKE OF A GOALS PROJECT SIMULATION"· 
SUGGESTION: PI LOT PROJECT WITH A TOTAL OF 6 "LEAD SCHOOLS I, 
(PERHAPS 2 FROM EACH LEAD COMMUNITY) - CHAREDI, ORTHODOX, 
CONSERVATIVE, REFORM, JCCA, AND UNAFFILIATED (SHOULD COVER 
TYPES OF PROGRAMS AS WELL, EG. EARLY CHILDHOOD EDUCATION, 
SUPPLEMENTARY AND DAY SCHOOL, INFORMAL EDUCATION, ETC.); THIS 
WOULD INVOLVE SEPARATE AND PLENARY CONSULTATIONS INCLUDING, 
AT DIFFERENT LEVELS, STAFF AND LAY REPRESENTATIVES FROM EACH 
SCHOOL AND DENOMINATION, CIJE STAFF, MI STAFF, AND OUTSIDE 
EXPERTS (EG. SCHEFFLER). 

OUTCOME #4 : TO ARRIVE AT A FEASIBLE DIVISION OF LABOUR 
SUGGESTION: 

1) ONGOING ADMINISTRATION AND COMMUNICATION WITH 
DENOMINA~IONSj LEAD COMMUNITIES, AND INDIVIDUAL EDUCATIONAL 
SETTINGS: CI E STAFF (EXCLUDING SPECIAL SF-HIGH LEVEL 
MEETINGS) 

2) PLANNING AND DESIGN OF VARIOUS PROJECTS: CIJE STAFF 
(EXCLUDING ASPECTS RELATED TO THE EDUCATED JEW PROJECT) 
WITH BACKGROUND RESEARCH AND CONSULTATION FROM MI STAFF. 

3) IMPLEMENTATION : 

ALWAYS: CIJE STAFF 
AT SPECIFIC STRATEGIC POINTS IN ALL PROJECTS: MI STAFF 
IN DENOMINATIONAL AND INDIVIDUAL EDUCATIONAL SETTINGS: 

- DENOMINATIONAL CONSULTANTS (EG. BIELER FOR ORTHODOX); 
- EDUCATED JEW SCHOLARS 
- OUTSIDE CONSULTANTS 
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' vV' ׳ ־  '. CV׳' ';GOALS FOR JEWISH EDUCATION IN LEAJD COMMUNITIES

:1 A ״ !' J    : ■
(j)'׳' . . Th6 Commission Jewioh Education in North Amarioa did not deal with 

. the iaouo of goals for Jawiah education in ordar to achieve, 
aoneepeue. It would toe impossible to avoid the issue of goals for 
Jewish education. Whon tho recommendations of the commission would 
be acted upon. I׳׳;

I V •• : I: ;
With ^ork in Lead Communitioa underway, tho issue of goals aan no 
longot b# delayed for eevaral reasons!

.,.p.)' It is diffioult to introduce change without deciding
j. what it1 is that one wants to achieve,

. 3) Resaarohcra such as Marshall Smith, Coro Lightfoot and
David Cohen have offoctivoly argued that impact in י!׳•;..

■ education is dependent on a olaar vicion of goalo..
;׳ !‘:3) ׳ Th•?. evaluation project in Load Communities cannot be

! i successfully undertaken without ה clear articulation of 
| ■goals. ן

Coale!should be articulated for each of the;inctitutiona that arc 
involved in education in the Lead Communities and for the community 
as a whole, At present there are very few wlwre int»titutluna

. or communities׳ have undertaken a serious and . systematic 
consideration of goals. . It is nococoary to determine the otacuo of 
tljiis Effort in the. Lead Communities,: There may be individual
inatitLutiona (e.g. schools, JCCs) that have ׳undertaken or completed 
a serious systematic coneideratiun of their goals. It ia importrtiiL 
to learn from their experience and to ascertain whether an attempt 
has been made to develop curriculum and teaching methods coherent 
with their yo&ld. In the case of those institutions where little 
has •been done in this area, it i* crucial that the institutions be 
encouraged and helped to undertake a process that will lead to the 
articulation of goals.
; ; : i ■••• • ׳■ : ׳: ; יי   . . , ■: - 

The c u e  should serve as catalyst in this area. .;It alioulU aerv« a:־s 
a . broker between the instil.tutiw!1h that are to begin such1 a. process 
and the various reaourC-es• that exist in: the Jewish world - 
scholars, thinkers and Institutions that, have deliberated and 
developed *xperti**, in this area. The institutions of higher 
Jewish learning in North America (Y.U,,: J.T.S.A. and H.U.C.), the. 
Melton: Centre at the׳ Hebrew University and the M&ndel Institute in 
Jerusalem have all been concerned and have worked on the issue of 
goals ;for Jewish education. Furthermore,, these institutions have 
been alerted to the fact that the institutions in the Lead 
Communities will need assistance in this area. They'nave expressed 
an interest in the project and a willingness to assist.

" * • ■* . . י ־ יי • ־ י : •י י ' . • '
. The Mandel Institute ha© particularly concentrated efforts in this 

area ,through it* project on alternative conceptions o t "The 
Educated Jew•״ . The scholars involved in this project are:

• rrofes*ors Moshe׳ Greenberg, Menahem Brinker, isad’ore Twersky, 
Michael Rosenak, Israel Soheffler and SeymoUr Fox. ... Accompanied by

lrvĵ rurz+j' -׳ l~C &Y\ S' / J־ W ~_>-?CX0T ־־!ז> 
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~' ;-·~ ~ I· _ · __ 
t_,r ThQ Cornmieaion ~ewich E~ucatio~ i~ North Am~~ioo did MQt d•ol with 

tha ieouo ot gottlsa for JQViah educntion in orde,r to z.c:hieva. 
oona•r8uc. It would ~e impoaeible ~o ~void tha i~aue of gool3 fo~ 
Jewic~ Qduo•tion. ~hon tho ~ocomrnond3tion~ of the commis~ion would 
be ~eted upon, : 

I I 
I I 

With ~ork in LQai Communitioo underway, thG iGQUe of goals o~n no 
longa~ bo delayod for savDral reaoonet 

?,)" It i!: diffio\.llt to introdue• oh::1ng• without decielin9 
i What it : i ~ that one wants to achi~v~. 
~) Researohc~o ~\.lch a~ Mcreholl ~mi~h, Coro Li9htfooc and 
I David coh0n have:: offoct.ivoly ~rgusd th~t irnpoot in 

aducat.ion is dependent on a olaar vicion of qoalo. 
3) Th,;,, q,v2'1lu~tion projoot in l.oad COl'l\n1u11it.l~a co.1)not bQ 

,J eucceeGfully unctortakan ~ithout ~ cle~~ or~icul~~ion of 

I goals. 

CollQ ) Qhould ~Q artic\.llated for each of thc · inotitutiono t h a t brc 
involved in ~duc~t ion in the Lead Communit! e a a~ct !or th~ cornmuni : y 
o.s ~ ~hole, Jl.t tll.'ois,:s11t t hEll.'6 ll.)."Et v&ry t~w ClAtscse. wh..$1" = 1nc1\.i\:.u\.. lum~ 
o t· o'omniuniti&ti · huv~ undert~kan a S!:!r-iou s and ayete:,mo~.ic 
oonsid~ration ~f go~l3, It is noc~ccary to determine the cta~uo ct 
thii. i,f.eort in the Leed communities . ' -rner!II may be incHvioual 
in21titutic.,1Hi (,::.9. ti1c..:hool11, ..J'CCs) t hot ho.ve ·1.1nde1.·to. k~l"l ol.' corn~let$cl 
e. ~eri:OU5 ay:atematiCJ c;oni,iu1:1~:a~iu11 ut: t.l1t:i.l.r 9oe1l:,;. lt. l:ii; .!. 111_po.ct.c111L 
to learn from th6ir ~xperi~n~e ~nd to a~cGrtain wheth~r an attempt 
has been made t~ tl~v~lo~ cuc.cl~ulum ~nct t~~ching m~thods ooherent 
witb t h~ir goe.l~. ! 11th~ (,.;1:11:se ot tho se institutions where lit.tle 
hae -P~¢n don11 in this an:a , it:. .l:.i crul.!h.l t:httt the institutions be 
encol.lrag~d and helped to unde1:taxe a process that will les.:1d to thf.t 
articulotion of 9o~ls. 

i ' ' 
Tht:1 CIJI!: should $ 8 1."Ve as cZitalyst. 1\'1 t 1•1i= ai:~a. ·1 \.. tiliuu l<J ::lt!.t·v~ ct::i 

e. broker b~tween th~ inst i.t:.11\:i 1,1J\l-( U 1~ t e1r"° to beg in such e process 
eil"ld tho va:i:ious l'.."1St:iuu~•i;;c::::ii t.l11:1t C!X.i.st ln the Jewieh wol."1'1 
:schol A1.·e, think~l:.'1:1 e.iml lni:,tltutions t.ha,:. have cteliberat.ed anc:t 
develop~d ~XfH,:1rli:.11,j: . ln this area. The inet.i tution,a of higher 
Jevi~h l earning in Worth Am~rlc~ (Y.U,, J,T,S.A. ana H,U , C, ) 1 the . 
Molto~ Centre at th6· H~bcew Univ~r~lty ~nd the M~ndel Inscituto in 
Jt:ruc~l~tn huve ail bc:i.,n concel"ned a1,a hhV€: wo1·X1:1.l 011 t..111;: i~~ue of 
goAl$ :for Jewish &auc~t1on. Furthermore, these institutions have 
be~n ~l•~·tad to tht:i f llot:. that. t.he ins~•i tut i ons in the J.Aad 
Cornrnu1,'i ti11ta will n<Hrd ~s& is tan ca in this area. '1'l)ey" nave: exprfal5Sed 
on inter~st in th~ proj~~t ~nd a willingne$g co asGist , 

'• ' . ' 
I 

The Manciel Illstit:.1.11;~ has part.!cul.arly concentrat1;1a er':torts in thisz 
iraa through its projeci=. 011 a.l.terna.l.i.ves concQptions o~ "The 
l?aueo.tt.d Jew." The zscholars involved in 1:his project ar8: 
I"':ot~&sors Moshe · Ct',in,,11bt1rg, Meneihem Br inl{er, i.s:act·ora 'I''wers:ky, 
Mich~e} Ro~Qnak, Iaraol Scheffler o.nd Seymo~r fox. ~ccompanied by 

I . I 1 R-b,,., , N~ , /\,\fhrvn.....J - k ..h-1 s- , s- 'N <f"p c..Ltrr1-<--



«; group of talented ,educator® and eocial ooicntists, they have 
complatad •averal important aasayo offering alternative approaches 
to the goal* of Jewish education as well -Indications of how 
thasa goalo chould ba ,applied to educational sattinc/« and practica. 
These'acholara would ;ba: ,willing'to work with the institutions of 
hiahar Jewish learning,and thua enrich thuir contribution to this' 
effort in Load Communities.

; It. :i8 tharafora suggested that the CIJE advance this undertaking in 
the following ways : ' ’• j ..<>

1,;' ;■ Encourage tha institutions in L«od' Communities , to consider the 
importance of -,undertaking a process ;that ;will'. lead to an 
articulation of goo’l'a• for institutions.; : .׳ ׳;■'; •'!

2 J Continue the work that hac begun with the institution* of
higher Jewish learning a© that they will be,־prepared and ready to 
undertake pommuniVty-based consultations.. \-\;

י ' - . • יי' י ' • ׳• ■ ". ! j .• ׳״.'
3 V. i Of far seminars whoca participants would incl'ud* Lead Community
representatives whcra'tha iseu&a related ,’to : undartaking a program 
to develop goals would; be discussed. At such seminars tha 
institutions of hiyhwr Jewish learning and; the Mandel.institute 
could offer help׳ and expertise. ■ ■:j'.'i:'
... ;l ' 1 s • ־ ’ ■•־';.• ! .' ! . • ' וי■ ן. • • י י , ־

The icouc of q.p.sle..;for'׳a L«ad Commun itY ._ag a__wholeos well as tha 
question of the'relationships of the denominations ׳.to . each other 
and to the community as a whole will be dealt with in a eubiequwnU״
:tmemorandum י י:• ןיי. י יי: י .' ..ין  •|

' ,.·.o ~cc •.:1-:i lt:,-: 1? 1····•1[•EL 111ST. IS,.P,.,,AE_,1=c: '=',~. 2 .. 6':l':1951 P•· Cln : h,:,,... .;:.., - ., - .,.,. . -. 
I . , 

a\' grout:) of taloni:.cad . eduoQto:r;-• And eooial ooient.i.:zits, t.hey hov• 
complotQd •overal i~port~nt eaeoye offerinq oltern~tive ~pproach0s 
to tha 9001• o! .1ewich cduo~tiol'\ ~a wall , '1::, .l.nuic~tiona or how 
tha,ua goalo chould ba ,o.ppl i ed to aduca tional e;i.,ttin95 .a11d pr~cti~tt. 
Tha•e· aoholare would .ba willing to work with the instit.u1:ions (J[. 

hi9h<itr J,Qwiah lQarni.ng and thus;i am:icih t.ht.iir <.:ont.~ibution to this · 
Qftort in L~~d Communities. 

It ·ia tharQforQ auggagtad that tho CI3E ~dv~~o• this undortakin~ in 
tha fQll~win~ way~1 

1, , ~ncouro.g1;1 the i,!,t>fitutionia in Leoa Communities to cQnl!idei: the 
importanoa of · undort~king a process . that ~ilt lsod to ~n 
artioulation o! gon1~ for in~titutione. 

2. Continue tho wor}~ that hac bc9un with tl')a inet.itut..i on!'- of. 
higher Jewieh loarnin9 ao that th~y will be ,· prepa~ed ~nd ~eady to 
undertako ~ommuni\ty-~~sed consultotions. ' 

t• • •• i ,. 

3.: : Offar aeminara whoQ• partioipante would inc1ud~ ~ecd Com™unity 
rapr•••ntativoc whcrQ ' th~ i~~u&a r~l~~~~ ' to undertcking a p~o9rarn 
to dcvolop go~l~ would • be discussed. At &UCh ~&mina~Q ~h~ 
institutions ,:.,! hi<;3b~.c- Jewish learninQ and ehe Mand~l Instii:ui:e 
cobld offer help·and axperti~~. 

The. ic;ouc: ot gcuiie:i !'01· ~ L~gg community o.s Q )!!hole ,· ot5 well AS th¢ 
quectiol'a of tht:! n~l~t:i.onsh.ips or the danominat.ions ·to each other 

·.:i.no to t.h~ t:ommunity os a wheile wi ll be d..salt wit.h in t:. ~l.ll.i:ii1:141.1>41'11. .. 
m~~orandu~. ! 
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From: "Dan Pekarsky" <PEKARSKY@mail.soemadison.wisc.edu> 
Reply-To: PEKARSKY@soemadison.wise.edu 
To: MANDEL@VMS.HUJI.AC.IL 
Date: Thu, 24 Mar 1994 11:30:00 600־
Subject: Israel Seminar

Dear Danny, Shmuel, Barry, Gail, and Alan:

As all o f you know, we're about to get involved in systematically 
developing the Summer Seminar in Israel concerning Goals. As an 
aid to my own thinking, I would find it enormously helpful if, 
prior to any conversations among us, each o f us would 
independently develop a short document that sketches what the 
seminar might usefully look like or include. How, that is, might 
you imagine it looking? What would participants do? Under whose 
guidance? I am not hoping to get back from you anything terribly 
formal -- just some first thoughts.

It might be useful to keep in mind that we have said o f the 
summer seminar that its primary purposes are: 1) to bring 
participants to an appreciation o f the critical role that having 
a driving vision can play in rendering Jewish education more 
effective; 2) to have a chance to encounter some visions o f a 
meaningful Jewish existence (or an educated Jew), and perhaps to 
think about one's own views on this matter; 3) to have a chance 
to better understand and to wrestle with the challenges that will 
face an institution that wants to become vision-driven (e.g., the 
difficulties that surround developing a compelling and shared Y 
vision, the challenges that surround translating a vision into 
educational terms; implementation under real world conditions, 
etc.); 4) to prepare participants to go back home and encourage 
efforts in this area in their local communities (including but 

ot limited to developing a clientele for the local seminars).
\

I look forward to hearing from all o f you concerning this matter. 
Whatever preliminary thoughts you have about the 
direction/substance o f the seminar will prove invaluable.

/rivi fbo

b> r i ^ n d ) ^
f t _  p48e! ץ׳ 

U^'RAirJirte'v *v»o\r,b£> 1!ץ- o
'Sfe&cMW <5־־־

Chag Same'ach. 

Daniel Pekarsky

From: "Dan Pekarsky" <PEKARSKY@mail.soemadison.wisc.edu> 
Reply-To: PEKARSKY@soemadison.wisc.edu 
To: MANDEL@VMS.HUTI.AC.~ 
Date: Thu, 24 Mar 1994 11 :30:00 -600 
Subiect: Israel Semina r 

Dear Danny, Shmuel, Barry, Gail, and Alan: 

As all of you know, we're about to get involved in systematically 
developing the Summer Seminar in Israel concerning Goals. As an 
aid to my own thinking, I would find it enonnously helpful if, 
prior to any conversations among us, each of us would 
independently develop a short document that sketches what the 
seminar might usefully look like or include. How, that is, might 
you imagine it looking? What would participants do? Under whose 
guidance? I am not hoping to get back from you anything terribly 
formal -- just some first thoughts. 

It might be useful to keep in mind that we have said of the 
summer seminar that its primary purposes are: 1) to bring 
participants to an appreciation of the critical role that having 
a driving vision can play in rendering Jewish education more 
effective; 2) to have a chance to encounter some visions of a 
meaningful Jewish existence (or an educated Jew), and perhaps to 
think about one's own views on this matter; 3) to have a chance 
to better understand and to wrestle with the challenges that will 
face an institution that wants to become vision-driven (e.g., the 

difficulties that surround developing a compelling and shared ( r.·J 
vision, the challenges that surround translating a vision into ! 
educational terms; implementation under real world conditions, 
etc.); 4) to prepare participants to go back home and encourage 
efforts in this area in their local communities (including but r 

- not limited to developing a clientele for the local seminars). r 
\. 

I look forward to hearing from all of you concerning this matter. 
Whatever preliminary thoughts you have about the 
direction/substance of the seminar will prove invaluable. 

Chag Same'ach. 

Daniel Pekarsky 
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WHAT IS THE GOALS PROJECT?

The Goals Project is a nailti-pronged effort to encourage
Jewish educating institutions to bee owe substantially sore, vision- 
driven than most typically are. To describe a Jewish educating 
institution as vi s ion״־dr iven is to say that it is an is■ a tad by a 
vision or conception of the kind of Jewish human beif;g ^ ̂־trying־■־-   
to cultivate - The G0a’5*׳ Project will encourage vision“- ; ,*nness 
through efforts to foster an appreciation among relevant

LtuenciAs of the importance of being vision-dri'-■ a a!,ג through 
y *?.׳׳; jies designed to encourage educating institutions to work
■ the articulation of their underlying vision־ and to

. .  . and actualize the educational implications of theseV Q

vis i ons.

/ot4S RATIONALE
efi iji *i < ״ ,

<3 0adreducational sense, an institution's decisions
CP1־

\PX<̂  concerning what dw^cttJ-ar -goals to pursue, a« well as how to 
interpret and prioritize them, need to be anchored in, and 
justified by, a coherent vision of what it is trying to achieve.

is, its efforts need to be guided by a corepelling answer to 
t e ^ L L a u ± & q  _questlorfc what kind of a Jewish parson•,•' Feafuring 

~ / rwhat constellation of beliefs, attitudes, skills, commitments, and 
dispositions, should we be cultivating? An adequate guiding vision 
does not offer a laundry ■־list of such characteristics but exhibits 
how they fit together to compose a picture of a meaningful form of 
Jewish existence. Absent such a vision, not only are basic 
decisions concerning w. »«4׳ari*־-goals hard to reasonably make, so 
too are decisions concerning other important matters, including the 
organization of the physical and social environment, appropriate 
forms of pedagogy, and the skills desirable in educators 
addition, the absence of a vision of the kind of human beings ׳It is 0  ף*״ל/«
hoping to cultivate deprives an educational institution of an 
important basis for evaluating the success of its efforts.

The guiding principle of the Goals Project is that if Jewish 
educating institutions can becoif'o significantly more vision-driven 
than they typically are, the quality of Jewish education in the 
United states will be substantially enhanced. This principle can 
be defended on theoretical grounds, but not only on such grounds.
There is also ffigirican.y grounded -litarature from general 
education that idfent'ifies- the presence of a substantive guiding 
vision as indispensable to an educating institution's success,

V /©■frj t*T ״\
The content ion ־־-tjiat vision is indispensable in, of course, not 

intended to suggest the desirability of any particular vision. Xt 
X m  intended to suggest that it is important for each educating
institution to identify or refine the vision appropriate to it and
to look for ways to embody, or to better embody, this vis;on in its

18 AFR '94 lb~ : <=_,r=; MA~'r-.E ~ .,~, L INSTITUTE 972 2 662837 
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~ hat ~ ~~ ... , "l ... ,.._"I c..f b~:.:.~f , a:t. Lt.l1t. nlr :s, ..... , ,t-;, and 
\()()-3 · dispo• .ons, r:re-!:..d we bi:- t-ulthati:'\-;: A"' -tdt:i.qun•,. 1< •~ g vfr,ion 

does•:., otfe, a 1unj1. 1 -l 1 3- o f e:uch ch,lt "''::.<"~- t ~ t.-1,; ~xr•.bits 
ho·..r .. ,C}' : l t t,:;gc 1.her ~ ~ .. or roe~ a pict .t ' Cf u ::'.C I'\). r ::if", form or 
.7Pwish ex1s1:cn.::e, -bsent such a vi~.:..on, r ·,t or,:y ue basic 

c c L~ . ,, r- ~nci=,rr.: nc.- f.~-; n..,.~a~-goe 1-; >- !l'l:.•d to !"f' .lSO"',,°r' • i' Jl"ok~, s o 
o:.u.:- i:i.rc de. . ., isl~n-:. co, :, ~ "':f other i ;rip.or+;; ~r,t '"'~+--:~n:, ··,cl -:Jding the 
:-:·g~ri, 1+- .on oC the physi' ' a!"i~ SOL •• eriv.!.::-o:irr-,..,, q:"'i:-rorrtate 
Eorms of pied.l.;ogt", .lr,d the slc:1 l ls ci<"-3' :-c1ble 1r. vhi _a,:ors ~~ 
addlt1on, 1 .-.e :1b~~nce of ~ \ i~iori "f r'"lE- ;;.r1d c•f. h:.,. '.1 !:leings it is ""1'7v.n: 
h o}.ling to cult ... v:\t P dcfrives an ~t:,:-.,"l- i•, • 1"ut .on or an 
lmpor t.:1 r.t bAsis (er ~v•• 1 ..1.ltin•J tho . ... -.!<:i , .. .:,f l'".:. :t!crt9 , 

The gt1iding pr:i.r,~·p1Q of tl':0 G,:a>· !?t 1"'.:t ~r.i that i f JGwish 
~ducating institution, "d~ bccc~Q Sl~r•F•-~ t:1 ~~r" \~~:on-driven 
than they typically A~P, :~~ qua :i~y o. ~ew! ~ e ~--t on in t he 
Uni t~d Sta t p9 v1i:: ~ 5'J.b~d.dr.t·lillt f:1!''' ~•.::(:d. ':h.:.; ~!"i.ncipl• c;:an 
b e def ended on thPntetic~l grounds, but ,u~ ~nli c rye~ grounds , 
There h; ~lso ~!E.i.rir,~lJ.:L. g_~Q.tm."'1.£9. li--::.~r !rom gtmeral 
Pductl'.tion t hat .iuentlt'-es the prescl'\ce ,-,f <). E-~~:ttint ive guiding 
viei on aa l ndi~p e~gable to an edUC&t.ng :~r.tit~t: .. ,'s ~JCC9~s . 

\,--";){-., I 0-r,-J Uf' 

The content; on·-t..,hat vlsion is .nt'l i P"ri~abla ir, of courti-~, net 
intended t o s uggest the desir~billty of · 1·y part:cu:ar viaion, It 
.1.fi intendecl t o s uggest that it is J.'?'1'pc. nt for ~~ch educating 
institution to i dentify or refine the vi&.~n appropria• ~o it and 
to look fo~ way~ to ~mb~dy, or tn bP.t t cr e~bo~y , thls v >n in it~ 
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everyday workings. It ifl this effort that the Goals Project hopes 
to encourage.

The development of a substantive vision that is compelling to 
the relevant stakeholders and whose educational irr.pliaat:tons have 
been worxed out in ft meaningful way is a labor-intensive, 
intellectually and Jewishly demanding activity. It requires careful 
thinking, educational expertise of varied kinds, ingenuity, soul- 
searching, and study. And because it is likely that participants in 
this process will bring with there diverse and sometimes conflicting
convictions, some serious deliberation and negotiation will need to 
go on among them. Not only is the work hard, it must be
acknowledged that there are no guarantees of success. But it. must 
also be stressed that the potential rewards for the participants in 
the process, both as individuals and as representatives cf their 
institutions, can be very significant.

THE GOALS PROJECT'S AGENDA

The Goals Project will be spearheading a number of efforts to 
encourage vieion-drivenness in Jewish education.

A library of educational resources. The Goals Project has 
begun a process of gathering materials, both theoretical »nd 
practical, that speak to the importance of vision and its 
relationship to educational goals and practice, ae well as to the 
process cf becoming vision-driven. This library of materials will 
be made available to communities and educating institutions that 
are. interested in fostering vieion-drivenness.

A Summer Seminar in Jerusalem. Tha Summer Seminar Will bring 
to Israel lay and professional leaders in Jewish education, 
primarily but not exclusively from Lead Communities, for an 
intensive period of study and planning. The saminar is designed to 
foster in participants an appreciation for the critical role that 
vision plays in Jewish education and to think through various 
issues that must be addressed if Jewish educating institutions, in 
general and in their local communities, are to become more vision- 
driven than they typically are. The seminar is designed with the 
expectation that on their return from the seminar, participants 
will collaborate with C U E  in its efforts to encourage work in this 
arena in their home-communities.

The summer seminar will include the following elements:

1. Opportunities to develop an understanding of the ways in 
which ( having a vision can contribute to the design and 
effectiveness_of an educating institution, as well as a chance to 
look at empirical studies that suggest the power of vision.

2. A chance to read articles by and to meet with some 
exceptionally thoughtful individual© who have long pondered the 
question of what is an educated Jew, of what Jewish education

6B6
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everyday workings, It ia this ~ffort that the Goals Pro jec t hopes 
to encourage, 

Th@ development of a substantive visio~ that ia co~pell i ng to 
the relevant ~takeholders and whose ed~c~ti~~a l impl 1 oatione h~ve 
been worked o~t in a m~anin9ful w~y i8 ~ lab0r-inten9ive, 
intel lectuHlly and Jewiihly demanding activity. It requires c~reful 
thiritng, educational eKpertise cf variad kinds, ingenuity, soul
sear-n ir.g, and study. And b~cau&e 1t is like:y th~t pa~t~, i panta in 
t h i ~ process will bring with them div~rse and sometimes conf licting 
conv~~t ions, some ~~rious deliberation and negotiation ~il~ neea to 
go on :,1T1ong them, Not onli' is th~ \rlork hard, i t ll'11.1~t k-e 
a ckn owledged that th@r@ are no guarantee_ o f success . But it must 
also be stress~d that the potenti•l rewards for the partictpnnte in 
the pro~ess, bQth as individuals and a& representat tvoo of thP.i r 
in~t ttut ~ons, can be very significant, 

THE GOALS PROJECT'S AGENDA 

l'he Goals Project will be 9pear11ead:i.ng a numlicr of o!fo"t"tr. to 
encourage vision-drivenness in Jewish education, 

--~ A_ i.i~.f eciucatio.ual reso•J;:.g_es..a.. The Go~ l~ Proj~ct has 
flt.l\ begur. a procetiS of gathering materials, both t.h!:!ot~tieal and 

pr~ctical, that speak to the importance of VlSlon a~d its 
relationship to educational goals and practice, "s w~ll ~s to thg 
process of beco~ing vision-driven, This librdry of materialg will 
be made available tc cofflmuni~ies and educa ting institutio~s that 
are interc~ted in fostering vigion~drivennegs. 

A. Summ.,~r_Seminar i_n Jar11salem. ThEi Summar S.:a linar "Wil 1 bring 
tc Israel lay and professional leaders in Jewish educ~tion, 
primarily but not exclusively from ~ead Com~unitie~, for an 
intensive p~riod of study and planning, ~h~ ~Amin~r is designed to 
foster in participants an appreciation for the criticel role that 
viaion plays in Jewish eclueation and to think through various 
issues that mu~t be addressed if Jewish ~clucating institution$, in 
general and in their locnl oommunities, are to become morQ viaion
driven than they typically ara. The s~minar i~ designe~ ~ith the 
expectation that on their return from the seminar, r,articipant; 
wi lJ collaborate with CI~E i~ its efforts to encourag~ work in this 
a r e na in their home-communities. 

The summer seminar will inclyde the following elements: 

l, Oi-,lf:>t.>.t'tuni tie.a to develop an u_nderstand ing of the waye in 
which nav4ng a vision ~an contribute to the dagign and 
e ffectiveness.of an educating institution, as we l l as a chancD t o 
look at e,.!.!1Pir1~al studies that suggest the power of vision. 

Q~ 

2 • A chance t.o read art icleg by and to meet with some 'j 
exQept1 on~lly thoughtful inctivi due.le who have long ponderf:ld tha ~ ~L

guestl.on of what i $ an ~duc&ted ;Jew, of what .:rewis?'l education 1::::!£!..'-' 
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should be educating towards. Encountering and wrestling with the 
visions propounded by these individuals is designed not only to 
clarify for participants Whftt it means to have a vision of a. 
meaningful Jewish existence, but also to encourage them to develop 
or refine their own visions.

3. h chance to think through the educational implications of
on® or more of the visions encountered in the seminar: what
implications does a given vision have for the determination and 
interpretation of educational priorities, as well as for such 
matters as the design of the educational setting, the training of 
educators, and so forth? The road from vision to education design 
is by no means an easy one, and the seminar will try to illuminate 
the kinds of knowledge that are necessary to make* this journey, as 
well as significant challenges that need to be addressed along the 
way.

4. A chance to visit,, via literature/" via film, and/or via
direct encounter, educating institutions that are vision~driven and
to see the way the vision functions/ to given coherence and 
direction to their efforts.

5. A chance to wrestle with the difficult question: What kinds
of techniques, processes and activities show promise of leading the 
relevant stakeholders in an educating institution to the
development of a vision that will be compelling, shared, and 
concrete enough to offer practical educational guidance?

6. A chance to develop concrete, practical strategies for 
stimulating local educating institutions in the coming year to 
become engaged in the process of becoming more vision-driven.

in.■L.ea.d._-C0,mmuf1i.tl.eff. f.and fegygMLt. C U E  will
sponsor a series of seminars in each Lead Community next year for 
the representatives of local educating institutions. To 
participate an institution will need to agree to come to all of the 
sessions and to have in attendance the key stakeholders from its 
professional and educational leadership. The seminars are designed 
to encourage local educating institutions to begin the process of 
becoming, or becoming mor«, vision-driven. Tt is the 
responsibility of the community's lay and professional leadership 
to develop the clientele for these seminars.

CONCLUOING c o m m e n t s

CXJE does not believe that becoming vision-driven is easy or 
that it is sufficient to remedy the ills of Jewish educating 
institutions. But it is convinced that it is indispensable to 
success, and it welcomes your participation in the effort to 
encourage more careful attention to ״the vision thing" among 
educating institutions in Lead Communities and elsewhere.
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should be educating towards. Snoountering and wrestling with the 
viaions propounded by these individuals is 4esignad not only to 
clarify for participants What it J'l'ear.s to have a vision o! a 
me~ningful ~ewish existence, but al~o to encourage them to develop 
or refine their o~n vision~. 

J . A chance to think through the educational implications of 
or10 or rnore of t.ne viaiona encounter~d in the i;mn! nar: what 
i mp ,.:cat.ion& does a given vision have for the. determint.tion and 
i nte rp.r:etation of educational priori-:ies, as well a s ! or such 
matters as th~ design of th.e educational setting, tha t r dinlny or 
e duc~tors, ~nd so forth? The road from vision to educa tio~ des ign 
is b~ no meann an easy one, and the seminar Will try to !:lu~inate 
the kinds o r kno~ledge that are nec~ssary to ~akA thls : ourn~y, as 

as significant challeng~s that need to be aad~essed al,ng t he 
way. 

4. A chanc~ to visit , vie literature/via !ilm, and/o~ via 
d i r ect (:ncounter, edue.iti~institutions t)(at are vis!. on-d_:ve:., al'\!! 
to SE!e t h£:: way the v)'ion !unctions/' to given e oh~rence and 
d i rect i on to their eff,16rts. 

5. A chancA to wrQstl~ with the difficult quest · Jn What kinds 
of techniques, processes ~nd activities show promise of l~ading the 
rcleva~t stakeholders in an edu~ating institutio~ to the 
dcvelop:Tl~nt ef .1 vision that will be c:ompelling, sh.1red, and 
concrete ~nough to offer practical educational g~idanoe? 

6. 'A chance to cl.eve lop concrete, practic~.l st.r(\t~g~ es for 
c;timulating local educating institutions in tho coming year to 
beeome enga~a1 in the proce~s of b~com1ng ~ore vision-driven, 

• oca l ~t:minpre in Lead commMni..tJ.!Ut_-f and beyond..). CI.JE will 
zponl!:or a 6E:lr ies of Heminars in eaeh I,~ad Co1·.muni ty ne),(t ye\lr fQr 
the representatives of l~cal educating institutions. To 
par~ie i p~te an institution will need to ~gre& to come to all of the 
sessions and to have in attendanea the ~~Y st~keholdgre from its 
professi~n~l and educationa l leadership. Th~ s~mira~~ are ds~!gned 
to encourage local educating institutions to begin the process ot 
becoming, or becoming morca, vii;ion ... drive-n. Tt is the 
r~sponsibilit.y of the eol'l\l'llunity's l~y and professi.ar:c1 l leadereh i p 
t o develop the clientele for the~e seminars. 

CONCLU~iNG COMMF.NTS 

CIJE does not believe that beco~ing vision-driven is easy or 
that it . is suf f icie,nt . to rQrn~dy the ills of jpw; sh • ducatinq 
institut.1.ons. But l.t l.S cotwinced that it is i c.L !1pensable to 
suc::eess , ana it welcomes your partioip~tion in the off ort to 
9nooura9e ,mor~ careful, attention to, "the vision thing" among 
educating 1nRti tutions in Lead Communl.ties and cloc•1,:hc~~. 
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GOALS PROJECT SUMMER SEMINAR, JULY 10-14/ 199 4 

INTRODUCTION

C U E  Goal Project is an effort to encourage Jewish educating #׳
institution* to become much more vision-driven than ra03t ‘זי• today. 
To deecribe a Jewish educating institution 18 vial׳" en is to
say that it is animated by a vision or conception ■ H in<5 of
Jewish human being it is trying to cultivate, It ׳wer to
the question, ,,What kind of a Jewish pereon, f«*t• ; <1g  what
constellation of beliefs, attitudes, commitments an״׳ * ar• we
trying to cultivate?", and it ha a found mean ways of
embodying this anewer in the i itution's daily lii*. The Goals 
Project grow* out of the conviction that the of f octiveness of 
Jewish education in America will be substantially enhanced if its 
constituent institution# eao become more vi#ion~driv»n-

The C U E  summer seminar is on'♦ of several activities org*nit*ed 
by C U E  to foster a climate an? ltiatives that will enourage 
vision drivenneBs among Jewish **A-^^ting institutions. Th* 
brings to Israel lay and professional leaders in Jewish edv< 
primarily but not exclusively from Lead communities/ for a period 
of study sod planning. The seminar is designed to .0$t*י an
appreciation for the critical role that visio.* plays in Jewish 
education and to think thraua'i! various issues that Rust be 
addressed if Jewish educating institutions are to become more 
vision-driven than they typically are. Tv ־*sminar is designed with 
the expectation that on their return to their local c&amunitie•, 
participants will collaborate with CIJE in its efforts to encourage 
local initiativee in this important area.

TENTATIVE SCHEDULE OF EVENTS

DA* 11

9;00-11:00 Introduction to the seminar

Led by Alan Hoffmann, Seymour Fox, D':4el Psfcarsky

Coffea-break

11:15-12:15 Vision, Goals, and Education* The The?-' ׳ י״ח^-יי  th * 
Goals Project

Presentation: Daniel Pekareky

1 2 - 1 Lunch

״15  Field Trip to a Vision-Driven Institution! Gueh
Btsion

Conversation with Ha-Rav Lichtenstein
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CIJE's Qoal Projeot is an effort to enoour&ge Jewi~h educating 
inetitution• to become much more viaion•driven than m~~t e today. 
To de•oriDe a Jevi•b eduoatiflq inetitution as vjof , ~r i• to 
••Y that it i• a~imated ~ya viaio~ or conoeptio· k i nd of 
Jewiah human b•ing it ii tryin~ to cultivate. I t wer to 
t h• q-ueation, 0 what kind ot a .7ewiah per,u,n 19 what 
~onatellation ot beliefs, att:f t,tdee, commitment.ft a 11 a a r • w• 
trying to cultivate?", and .1. ha■ found mear ways of 
e mbodyin9 tbi• an•ve~ in tbe i t ution ' • daily l i. ■• Th• Goals 
P~ojeet g r owa out. of th• oon ~.1.-t. ion that the o t'toct ive neae ot! 
Jewish •~ucation in ~merioa vill ~• •ubstantially enhano•d if ite 
const i tuent ih•titution• can ~,co~• more viai~n-dr i ve~ 

Tl"I • CIJB summer &eminar !• on"! of several a c t ivi t.i$9 or-111ni:t ecS 
by CI J E to fg9to~ a cli~ate ~r. i tiativ•s lha t will en •ge 
vi9ion 4rivonneea a~ong Jewia~ t ing ins tit ~tions. Th• 
brings to Ie,raal lay and proteeeional lea1Sar11 i n J owi&h ~ 
pri m~rily b~t ~ot exolu~ively ftom Lea4 colnltl-uni t i es, t or~ l ed 
or etuoy "nd planning. The aemi'nar is c!e&i~ned t o • .. an 
n:ppr ec iatiQn tor tbe orit:iea1 ro le that viaio.~ plays .i n .&.11 h 
eduoalion and t o thinx thro~~ various issues t hat ~Ubt b e 
a <Mr ea!ilo4 if Jewish ed\.lcating inatitut i " na a r e to beag"'• more 
vi•ion-driven t han tbey typioally are . ~minar ia d esigned with 
the •xpeetaticn that on their return t eir local ooamuniti••, 
parti cipanLs wi ll ooll&~orate with CIJE i h i ts ettor ts t o ancouraq• 
local i nitiatives in this important area. 

TENTATIVE SCHEDULE OF ! VENTS 

DAY 1f 

9:00-11: 00 

c o tt••-break 

11:15-12;15 

12-1 

1-s 

Introduction to the eeminar 

Vision, Goals, and Education, Ths T~ ~ 
Goals Pr gject 

Presentation; Daniel Pekar•ky 

Fia lc! Trip to a Vision-Driven In:11t i t-ution, Guiah 
Bt1ion 

Conversation with Ha-Rav Lichtenetein 
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Analysis of field-trip experience.

Return to Jerusalem by 6 pm.

DAY 2!

8 t 3 0 ~ 9 Coffee

Text Study ־־ 9:45 9

iNcto: Each fiay, beginning on Day 2, 45 minutes will be 
devoted to study of a classical Jewish text. Rabbinic or 
otherwise, that illuminates the subject of vision and 
education. These sessions will be guided by a gifted
teacher - Who? Jonny Cohen, MiXe RosenaX? Who?...]

9;45-noon Professor Greenberg's Vision Of an Educated Jew

Guest: Professor Mosfce Greenberg 

Noon- 1 pm LUNCH

1 - 2:30 pm From vision to Educational Design: What would it mean
to translate Greenberg's ideas into educational 
term■?

small Group Activity, with help of Maroa, Wygoda, 
Holtz, and Dorph

2:45 - 4 sharing/Diaeuasing Products of Small Group Activity
with Professor Greenberg

4 - 4:30 coffee-breaX

4:30 ~ 6:00 From Vision to Education Design ־־ Theoretics!
Con31derations

Daniel PeXarsky

DINNER BREAK

B - 10 Panel Discussion - 3 Educators Interpret the educational 
implications of Professor GreeRberg's ideas, 
and Greenberg responds.

DAY 3

0:30 - 9 Coffeo

9 - 9:45 Text Study

9:45 -11:30 From vision to Practicej the Raaah Experience

A P R
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~nalysie of field-t~ip tKperienae. 

Return to Jerusalem by 6 pm, 

DAY 2! 

Br30 ... 9 C0tfe• 

g - 9:4S Text Stu4y 

LNoto; Each day, beginning on Day 2, ,s minutes will ~• 
devoted to study or a classi ca l Jvwish t ext, Rahbinto gr 
otherwise, that illuminates the su:bject or vil!licn and 
eduoatio~. These P.essions will l:>e guic1e4 by a giftetS 
teacher - Who? Jonny CQben, Mik• Rosena~? Who? ... ) 

9:45-noon Protes9or Greenberg '& Vision ~tan !duoate~ r•w 
Guest: Profes@or Moahe Qreenl:>erg 

Noon- l pm LUNCH 

P.7 
PAC:15 

1 - 2~3o pm From vision to F.duoational nesi9n: Wh&t woul~ it mean 
to trahslate Creen~6rg'a ideas into a~uoational 
term■ ? 

2:45 - C 

4 - 4:30 

small Group Act i vity , with help of M~rom, ~ygoda , 
Holtz, and Dorph 

Bharing/oiseuseing Pro4ucts ot small Gro~p ~~tivity 
with ProfuesQr Greenberg 

coffee-brel\k 

&:30 .. 6:00 From Vision t o Educ~tion Oe■ ign - Theoretical 
Cons:lderation.s 

Daniel Pekaraky 

DINNER BREA! 

a - 10 

OAY 3 

8:JO - 9 

9 - 9:45 

Panel Discussion - 3 Educators Tnterpret tha G~uoationa1 
imp lications ot Protes ■or oreen~arg's idea~, 
and Green~erg responds . 

Coftea 

Text St.uc1y 

From Vision to Pra~ti~ei th• Ramah Experience 
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Seymour Fox

11:30 - 12130 LUNCH
*

\ — ״ i L ־- 
I2f 30 - 6:30 pm Field-trip tc & vision-driven *ecular-Zionist

educating institution
DAY 4 , v ,

••COff ־־ 9 130 8

9 - 9>45 Text study ך

א00ז1 מס - 5:45  Developing A shared vision Under Mesey
Conditions: perspective® on a Problem

participant•: Isa Aron, Seymour Fox# Barry Kelts!, 
Daniel PefcarsXy

Noon - 1 pm LUNCH

pm Towards the Development of A Shared Vision ד 1
<*

Small work-groups ־־

COFFEE BREAK

3:30 - 5 Discussion

DINNER BREAK

 SPECIAL EVENING PROGRAM [A very special speaker, to be ל 13© - ?:30
determined, addressing a theme pertinent to our seminar]

DAY 5

8:30 - 9 COFFEE

Text Study ־ 9:45 9

9:45 - noon where do »re go from here? What to do b&cX home? 

Hoffmann, Dorph, Holtz, Fekarsky

Nortn - 1 Lunch

Afternoon session Loose Ends and Evaluation of Seminar
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1.2130 • ,:lo pm 

DAY ◄ 

Field- trip to a visicn-driv•n ••aular-Zioni■t 
edug■tin9 institution 

8130 - t Coff•• 

9 • 9145 

9:45 - Noon oi, D•veloping J\ shar•d Vi&ion t:Jnc!ar.- M•••Y 
conditi~n•r PerapectiYes on a, oblem 

~Articipant1: t ■a ~ron, seymou~ Fox, Barry Holtm, 
Daniel Peltar■ky 

Noon - l pm LOIICU 

Tow&rda the Development of~ Shared Vision 

Small work-irOUpl 

COl'FEI! BRE:AJC 

l1JO - 5 Diaou11:Lon 

DINNJ!:R BREAJC 

1:30 - 9:30 B~ECIAL EVENINQ JROGRAM r~ very ap•cial ■peaker, to be 
d ■termined, addressing a them■ pertinent to our s~minar] 

DAY 5 

Bt30 • 9 COFFE! 

9 - 9:45 Text Study 

9:45 • noon Wh•r• do•• 90 from here7 What to do back home7 

Uottmann, Dorph, Holtz, Pak&rsky 

IIN"1"1 - 1 Lunoh 

Aft■rnoon session Leese !na■ and tvaluation or se~in&r 
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per Abby׳s request for a description of the goals project:

Here is some copy for your Brochure, Abby. In addition to clearing 
this with Kandel Institute folks, I think it would be good if you 
could also fax a copy of this to Alan, Barry, and Gail for their 
final approval -- or even read it to them over the phono.
Oow 1r/ »** 1 i*»* , X
Alan'9 request for a snort piece to be intended for a different 
purpose and wasn't thinking in term® of short paragraph to go into 
a brochure. If you think this piece needs stylistic or otherwise 
revisions, let me know. Feel free to call me at home up til 
midnight my time or early in the morning. I ,m up at 5!30 am (my 
time) and leave the house usually by 6:10), By the way, perhaps 
it would be good to hava a new paragraph beginning with the 
sentence *’The seminar is designed..."

The Summer Seminar on Goals bring® to Israel lay and . A
professional leaders in Jewish education, primarily but not *t-M 
exclusively from Lead communities, for a period of intanaiv* study 
and planning. It is on# of several activities organised by C U E  to 
fost«r a climate and initiative* that will encourage Jewish 
educating institutions to become vision~driven. To describe a 
Jewish educating inatitution as vision-driven is to say that it i* 
an ism ted by a vision or conception of the kind of Jewish human 
btfingi it ie trying to cultivate. It has an answer to the quastion,

A m *Whet kind of Jewish parson, featuring what constellation or 
wJ bel̂ tefttfSy attitudes, commitments, and skills are ws trying to 

cultivate?", and it has found meaningful ways of embodying this 
answer in the institution's daily life. The seminar is dafigned to 
fesfcsr an appreciation for the important rola that vision should, 
but too often does not, play in Jewish education and to think 
through various issues that must be addressed if Jewish educating 
institutions are to toeoca© more vision-driven. Topics include! what 
visions a ie and how they give coherence and direation to the 

j !,!*wnitlftii the challenge, at the local level, of arriving at a 
v i f y  vision that is *hared, compelling, and concrete enough to guide 

' X V  practice,/ the process of devising educational arrangements that are 
vl A  informed by a designated vision; strategies for engaging local 

educating institutions in the effort to become vision-driven. The 
k f  {  seminar will include a variety of activities, lncluAicg.^^eld tr-i^e 

( \  y y j ? ■  to,׳local vision-driven institutions. The seminar is designed with 
tK# expectation that on th«ijf return to their local coausunitias.
Participant* will collaborate with C U E  in its efforts to encourage 

x ^ • .local initiatives in this important area׳/ 
v* cv

01r \ ( J l  p y o o ? s . s ׳
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P~r Abby's request for a description of th~ qoals projeet: 

Here is 5ome copy for your Brochure, Abby. In additio~ t.o ele~ring 
this with Mandel Institute folks, I think it would b~ good if you 
could also tax a copy of this to Alan 1 Barry, and Ga il !or their 
final approval -- or QV8n read it to them over the phone . 
Oc,.),,1 1- J h .. ,.~ .. ~. ~ ........ c'\19,-.a..••· .... -.h.L- ',~ .. ~- :-i.••· · ~ L .... • >al'lr:rn•••~ed 

~lan's reQuest for a short piece to be intended !or~ dif!~rent 
pur~o~e a~d wasn't thinking in terms of short paragrap~ to g0 into 
a. brochure. If you think this piece need.a styli!1tic or othe:t:..'ine 
revlsioni;;, let me know. F'eel :tre@ t:o cell n1e at t-,::>r-c up t.il 
rnidnigh~ my tlme or early in the mornlng. I'm ur at 5c30 am (my 
r.im~) and le~ve the house USU$lly by 6:10), By the ~ay, perhaps 
it would. be good to havA a new paragraph b~7ir- , ,g with the 
sentence uThe se~inar is dQsigned ..• " 

'l'ba SUDl.!ller Seminar on Goals brin911 to !sr&el lay ani! ·1 
pr¢(~8sional leaaera in Jewiab edu~ation, primarily but not 'i...h--l 
•><oluaively from Lea! conununitie1 , tor a period ot int•tu•iv1 stud.y ,, ', ,,-t. 
ahd planning. It is on• of ••~•r&l •~tivitiae organi~ed by CIJt to 
toet•r a climate an4 initiative• th4t will eneourag• Jawish 
e6ueat inq institutionn to 1,.:aoom• vision-driven. To describe a 
Jewi ■h adueatinq institution as v iaion•driven i ■ to say that it i, 

~~;t:: i~y t:yr::i:on ~~it1::::~ti:°tn h:~ ::0an~~~~ t! t~8&w~~~s~~:~ tffiW•~ 
/~"What kin4 of J'cawisb pars6n, f•~turing wbat con11atfilllation or 

¢" balTittf~ attitudus, c;ommitmants , and 1ltille aro ,,e trying to 
cul t:i.vate?", and it bas found ma•ningful waya of embodying thi!91 
answer in th• inati~ution'a daily life. ~h• semi~ar is d•tigr.•4 to 
foster an appreciation tor the i~portant ral• that vision should, 

.·~ but too ottan doee not, pl&y in 3ewieh edua&tion and to think 
v thro~qh ~~rious issue~ that m~st be &ddreseed if Jewish educating •~v institutions are tg baoomo more vision-driven. Topi~s include, what 

~ vi•iona ar• ano bow t.bay give coherenoe an11 d;i.reatian to the 
~~ .,,,...wo•t 4 ~1 th• challenge, at tbe loeal level, of arriving a.t a 

~~~vision thlit i• share~, compelling, a~4 conerete ehcu9h to quid• 
, A" praet:i.oa{ the proc:e■a of cSoviDing •~uoational arrani•m'lnt1 that. 1.ra 
v1"/j, inform,-d by a designated vision; atratagiea tor engaging local 
~- udu~ing i~atitutions in th• effort to ~e~om1 visicn-ariven, The 

Ji:-1./- $am .ar will include a variety of ac,tivi ties, inc~i.n;-. 1:Hld t -J-.pa 
,~ :;~-,P to/ ocal vi11ion•driven institutions, Th• seminar is 11.,.siqned with 
· , t.J!• exp9ctation that on tbeil~ r eturn to tbair loo!ll cou 1nities, 

"- ./ ,at-ticipant.• Vill. eo1laborate with OIJE !n its ef!or~s to enc:ourage 
~,.,. . /looal initiatives in this important. ar$" . 

..,C:/ 
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WHAT IS THE GOALS PROJECT?

m'coThe Goals Project is a multi-pronged effort to encourage
Jewish educating institutions to become substantially raorvft vision- 
driven than most typically are. To describe׳ a Jewish' educating 
institution as vision-driven is to say that it is apdtnated by a 
vision cr conception of the kind of Jewish human being it is trying 
to cultivate. The Goals Project will encourage vision-drivenne.Be 
through efforts to foster an appreciation among relevant 
constituencies of the importance of being vision-driven and through 
strategies designed to encourage educating institution* to work 
towards the articulation of their underlying visions and to 
identify and actualize the educational implications of these 
isions ־

nal sense, an institution's decisions 
goals to pursue, as w«l 1 as how to

RATIONALE

to make good- ed^2c5־H
concerning what ־■curricuL
inusrpret and prTsrttTze them, need to be anchored in, and 
justified by, a coherent vision of what it is trying to achieve.
That is, its efforts need to be guided by a compelling answer to 
the following question: what kind of a Jewish person, featuring t ^  ־
what constellation of beliefs, attitudes, skills, commitments, and 
dispositions, should we be cultivating? An adequate guiding vision K ! f  
does not offer a laundry-1iet of such characteristics but exhibits 
how they fit together to compose a picture of a meaningful form of 
Jewish existence. Absent— auah_.a vis Ion f not only are basic 
decisions concerning Curricular gajS 1 -to £ *•9.6KW1ably. make, so 
too are decisions cancernTn^-oth-erimportant matters, including the 
organization of the physical and social( environment, appropriate 
forms of pedagogy, and the skills desirable in educators. In 
addition, the absence of & vision of the kind of human beings it is 

■^hoping to cultivate deprives an educational institution Of an 
'important basis for evaluating the success of its efforts.

The guiding principle of the Goals Project is that if Jewish 
educating institutions can become significantly more: vision-driven 
than they typically are, the quality of Jewish education in the 
United states will be substantially enhanced. This principle can 
be defended on theor&tleal grounds, but not only on such grounds, 

-aTso~^^ir>ciTiy grounded literature from general 
education that identifies the presence of a substantive guiding 
vision as indispensable to an educating institution's success.

The contention that vision is indispensable is, of course, not
intended to suggest the desirability of sny particular vision. It 
is intended to suggest that it is important for each educating
institution to identify or refine the vision appropriate to it and 
to look for ways to embody, or to better embody, this vision in its
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WHAT IS THE GOALS PROJECT? 

'l'he Got1h, Project is a .rnult j-pronged effort to eM:ourage 
,lewish educating institutions to becomt1 sl.lbstantially morA vision
dri van than most typically are. To descr1.bti a ,Tew is}}: eduoat ing 
institution as vision-driven is to say that it is a).)1.mated by a 
vision or conception or the kind of Jewish hul'!'lan being it j_s trying 
to cultivate. The Goals Project will encourage vl~ion-rtrivenness 
through efforts to foster an appreciation among relevant 
c~nstituencie~ of the importance ot being vision-driven and thro~gh 
atr at~gies designed to encourage educating inst:i.tnt.ions to work 
towards the ar~! u:ation of their underlying visio~e and to 

~~ id&nti!y and aclualize thP. educaticnal implicctions of these 
~ ',., yisions. . # 

.,.._ ,3 _i • I • ./r & •""-\.,.( 
~ RJo.TIONALI:. / .9~~ ~ (. · -

ro m~ke gooQ- ~al sene~, an insti t'llti~' ~ deci1d ons 
eoncerni··HJ what 1-<:urrlcu~ goalfil to pursue, as well as how to 
i n~~rprt.:t c1nd pr 1ort€Izc thsun, need to be anchored ln, and 
justified by, a coh~r~nt vision of what it is trying to achi•ve. 
That is, its effort~ need to be guided by a compelling answer to ~ 
the foUowing question: wnai: kind of a Jewish person, featuring w> .... 
what co?1stellation of beliefs, ettitudes, skil!s, commitments, and w~ 
disposi t: ions, should we be cult ivat.ing? An <:ldequate guiding Vinion I'< +<..i ,J-
does not offer a laundry-list of such characteristica but exhibit~ 
how they fit togethor to compose a picture of a meaningful form of 
Jewish existence. A~~---vision, not-. only are baslc 
de~isions concerning ~(Eicular gQ+\ll;-tzerd-to r@-e.~ably. make,_§Q_ 
too 11re dee is lo:'\s concern11":9-..Q.t.haimportant matte'!"'s, in□luding the ~ 
organii~tion of the physical and social environmPnt, ~ppropr.iatQ 
forms of pedagogy, and the skills desirable in educators. In 
addition, the absence of a vision of the kind of h~man beings it is 

X ,l"Jho}Jinq to c:ultiv3te d~prives an educational inst1tution or an 
~-/>'' imvort~nt basis for evaluatin9 the success of its efforts. 

Tl1e guiding principle of the Goals Project is that if Jewish 
educating inst~tutions can become significantly mer~ vision-driven 
than they typically ar~, the quality of ~ew1sh education in the 
Unit~d states will be substantially enha~ce~. This principle can 
bP defended on t~~~t_ical grounds, but not only on such grounds, 

,1 __.;;pt,crer-:i ~- -n~Ir-i.eill.y grounded 1 i terat.ure f rorn general 
~ ed~c~tion th.::i.t identifies the pres~nce of ~ subs.tc\r.tive guiding 

vision as indispenGahle to an educating institution'R ~ucc~ss. 

'lhe. contention that vision is indi i,pens;eb!e is, cf courf:IC! not. 
int~nded to sugge6t the de~irability of ~ny parti~ular visio~. It 
li 1.:itendect to , suggest that i 't: is i!"' f-!Qrtant for each educating 
institution to identify or ref 1ne the v~sion appropriate to it and 
to ~ook for ~~y~ ~o Qmhody, or tn better embody, thi9 v~sion in it~ 
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y e r  Abby'e request for a description of th© goals project:

Here is some copy for your Brochure, Abby, In addition to clearing 
this with Mandffll Institute folks, I think it would be good if you 
could also fax a copy of this to Alan, Barry, and Gail for their 
final approval —  or even read it to then! over the phene.
Sorry about the confusion re? this little piece. I interpreted 
Alan's request for a short piece to be intended for a different 
purpose and wasn't thinking in terms of short paragraph to go into 
a brochure. If you think this piece needs stylistic or otherwise® 
revisions, let me know. Feel free to call me at home up til 
midnight my time or early in the morning. I'm up at 5:30 am (my 
tiros) and leave th© house usually by 6:10). By the way, perhaps 
it would be good to have a new paragraph beginning with the 
sentence ״The seminar is designed..."

Th® Summer Seminar on aoals brings to Israel lay and
professional la&ders in Jewish education, primarily but not 
exclusively from Lead Communities, for * period of intensive study 
and planning. It is one of several activities organized by C U E  to 
foster a climate and initiatives that will encourage Jewish 
educating institutions to become vision-driven. t o describe a 
Jewish educating institution as vision-driven is to say that it is 
animated by a vision or conception of the kind of Jewish human 
feeing it is trying to cultivate. It has an answer to the question, 
,'What kind of Jewish person, featuring what constellation of 
beliefs, attitudes, commitments, and skills are ws trying to 
cultivate?1״, and it has found meaningful ways ©f embodying this 
answer in the institution's daily life• The seminar is designed to 
foster an appreciation for the important role that vision should, 
but too often does not, play in Jewish education and to think 
through various issues that must be addressed if Jewish educating 
institutions are to become more vision-driven. Topics include; what 
visions are and how they give coherence and direction to the 
education; the challenge, at the local level, of arriving at a 
vision that is shared, compelling, and conoret* enough to guide 
practice; the process of devising educational arrangements that are 
informed by a designated vision; strategies for engaging loaal 
educating institutions in the effort to become vision״driven. The 
seminar will include a variety of activities, including field trips 
to local vision-driven institutions. The seminar is designed with 
the expectation that on their return to their local communities, 
participants will collaborate with C U E  in its efforts to encourage 
local initiatives in this important area.
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Per Abby'e reque£~ fo~ a d~soriptioh of ~he goala project: 

Here ts some copy for your Brochura, Abby, In add itlQn to clearing 
this wi~h Mandel Institute folks, I think it would be good if you 
could also fa~ a copy of this to Alan, Ba~ry, and Gail tor their 
final approval -- or even read it to them over the phone. 
Sorry abo~t 1'..he con!uFJ ion re: this l.i. ttle piece, I interpreted 
Alan's request. for a short piece 'to be intended for a d i!terent 
purpoae and wasn't thinking in terms o! short par~graph to go into 
a brochure. If you think this piece needs stylistic or other~ise 
revisions, let me know. Feel free to call n,e at home up t ol..l 
midnight my time or early in the morning. I'm up at 5:30 am (my 
time) an~ l~ave the house ucually by 6:10). B~ the way, perhaps 
it w()uld be good to have a nl!w paragr&ph :boginn.lng "-'1th the 
sentence 11 '!he seminar is d6l&igned,,," 

The SWll.mer Seinar on ooal■ brinq■ to Israel lay and 
proteasional leaders in 3ewi■b aducation, primarily ~ue not 
~xclusively from Lea~ Communiti••, tor a period of inten•ive study 
and planning. It is one of several activitie■ organized by ctJE to 
toater a climate and initiative■ that will encourage Jewi•h 
educating inlllti tution8 to beoome vision•dri ven, To c1a■ orib• a 
Jewish aducatin~ institution aa vi■ion-4riven is to say that it i■ 
animated by a vi■ ion or conception of the kind or Jewish human -. 
~•ifig it is trying to cultivate. It has an answer to tha queation, / 
"Wh~t kind Qf Jewish perton, featuring what oonstallation of 
.beliete, ~ttitudes, coJ1U11.itment11, and skills are wa trying to 
cultiv~t•?'', an4 it ha• founcS 121aaningtul ways gf •mbol1yinq th1a 
&newer in lhe inatitution's ~aily life. The seminar is ~e■igned t~ 
toster an appraoiation fer the i=portant role that ~ieion shQuld, 
l:>1.1t too gft•a 11oan not, play in Jewish a4u0ati0n and to thinlt 
through varioue i1•u•• that must be addres••a if Jewish aducatinq 
in~titution■ are to become more vi1ion-driven. Topics inolu~e; wbat 
visions are and bow they give coherence and directicri to th• 
eduoatign; the oballeng~, a t the local lev•l, of arrivinq at a 
vieion that ia shared, compellini, an~ co»orete •nough tQ qui4e 
praotice; tho prooass ot devising eduoational arran9ementa that are 
informed J:>y a cllflsign.at.cus vi■ionr strategies for engaging local 
educating i~•titution• in t he errort to beeoma vision"driven, The 
seminar will include a variety of aotivitie•, including field trips 
to local vision-dri~tn ins~itution~. Tbe seminar is desi~ned with 
th• •xpeot~tion that on their r•t~r~ to their loaal gommunities, 
participantR will oo11ab0rate with CIJE in it ■ efforts to encourage 
lo~al initiatives in tbi~ important area. 
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should bo educating towards. Encountering and wrestling with the
visions propounded by these individuals is designed not only to 
clarify for participants what it means to have a vision of a 
meaningful Jewish existence, but also to encourage them to develop 
or refine their own visions.

3. A chance to think through the educational implications of
one or more of the visions encountered in the seminar: what
implications does a given vision have for the determination and 
interpretation of educational priorities, as well as far such 
matters as the design of the educational setting, the training of 
educators, and so forth? The road from vision to education design 
is by no means an easy one, and the seminar will try to illuminate 
the kinds of knowledge that are necessary to make this journey, aa 
well as significant challenges that need to be addressed along the 
way.

4. A chance to visit, via literature, via film, and/or via 
direct encounter, educating institutions that are vision-driven and 
to see the way the vision functions to given coherence and / 
direction to their efforts.

5. A. chance to wrestle with the difficult question: What kinds 
of techniques, processes and activities show promise of leading the 
relevant stakeholders in an educating institution to the 
development of a vision that will be compelling, shared, and 
concrete enough to offer practical educational guidance?

6. A chance to develop concrete, practical strategies for 
stimulating local educating institutions in the coming year to 
become engaged in the process of becoming more vision-driven.

1+0ca 1 seminars in ,Lead Communities (and beyond ) , C U E  will 
sponsor a series gf seminars in each Lead Community next year for 
the representatives of local educating institutions, To 
participate an institution will need to agree to come to all of the 
sessions and to have in attendance the key stakeholders from its 
professional and educational leadership. The seminars are designed 
to encourage local educating Institutions to begin the process of 
becoming, or becoming more, vision-driven. Tt is the
responsibility of the community's lay and professional leadership 
to develop the clientele for these seminars.

CONCLUDING COMMENTS

C U E  does not believe that becoming vision-driven is easy or 
that it is sufficient to remedy the ills of Jewish educating 
institutions. But it is convinced that it is indispensable to 
success, and it welcomes your participation in the effort to 
encourage more careful attention to ״the vision thing" among 
sduca^ing institutions in Lead Communities and elsewhere.
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ehould bQ educating towards. Encountering and wrestling with the 
ViQions propound~d hy these individuals is dss1gned not only to 
clarify for participants what it means to have a vision ot a 
meanin9ful Jewish e~iatence, but also to encourage them to develop 
or refine their own visions. 

3, A chance to think through the educational implications of 
one or more of the visions encountered in the a~minar: what 
implications does a given vision have for the determination and 
interpretatJon of educational priorities, !!S well t\S for euch 
matters as the design of the educational ~atting, the training of 
educatore, and so forth? The road from vision to education design 
is by no m@ans an easy one, and the se~inar will try to illuminate 
th~ kindP of knowl~dge that are necess8ry to make Lhis journey, as 
well a~ significant challenges that need to be addressed along the 
way, ..--•\ 

,. A chance to vi~it, via literature, via film, end/or vi~ 
direct encounter, educating inatitutions that are vision-driven and 
t<) see the way the viaion funct.it",ns to given coherence and 1 / 
d:reotion to thAir efforts. 

5, A ch~nce to wrestl@ with the difficult question: What kinds 
of tech~iqua;, procese~a and activities show promise of leading the 
rt!levar.t stakeholderE in an educating institution to the 
development cf a vision that wi 11 be comp~lling, shared, and 
concretA enough to offer practical educational 9uidance7 

.;. A chance to develop concrete, practical stratagi@s fot' 
e;timulating 100.\l educating inst.it:utions in the coming year to 
become enga9ed in the proce~s of be~oming more vision-driven, 

~aL..~eminars in.~ Cornnu.inities -Land b_eyoo~. CIJE will 
spon~or a a@ries of s~minars in each !~~d Community next yeur for 
t:he representi'\ti ves of local edue~t ing institutions, To 
participate an institution wjll need to agree to com~ to ~ll of the 
e:essions and to have in attendance the k9,y stakeholders from its 
profe91:,ional and educational leadership. The semin~rs are designed 
to encourage local educating instituti~ns to begin the process o! 
becoming, or becominCJ l'\\Ore, vii;ion-ddven, rt is the 
:-~sponsibility of the comrnu.nity's lay and pr-ofessdonal le~dership 
to dev~lop th8 clfentele for these seminars. 

CONCLUDlNQ COMMEN'l'S 

CTJE_does n~t believe that beconing vision-drj ven is e~sy or 
that it :i.s suff.:i.ci~nt: to rQmedy the ills of .rewish educating 
1.nsti tutions • But it i,:a convinee,d that it iea ind i epensable to 
i;suoc::"1Ss, and it welcomes your partieipation in the effort to 
encourage more careful attention to 11 the vision thiri9" dmong 
educa~ing inst.itutlong in Lead Communitieg and e.l~ewhP.~e. 
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everyday workings, it is thi» effort that the Goals Project hopes 
to encourage.

The development of a substantive vision that 1b compelling to 
the relevant stakeholder® and whose educational implications have 
been worked out in a meaningful way is a labor-intensive, 
intellectually and Jewishly demanding activity. It requires careful 
thinking, educational expertise of varied kinds, ingenuity, soul־״ 
searching, and study. And because it is likely that participants in 
this process will bring with them diverse and sometimes conflicting 
convictions, some serious deliberation and negotiation will need to 
go on among them. Not only is the work hard, it must be
acknowledged that there are no guarantees of success. But it must 
also be stressed that the potential rewards for the participants in 
the process, both as individuals and as representatives of their 
institutions, can be very significant.

fCL-
זי

THE GOALS PROJECT'S AGENDA

The Goals Project will be spearheading a number cf efforts to 
encourage vision-drivenness in Jewish education,

A library of educational resources. The Goals Project has 
begun a process of gathering materials, both theoretical and 
practical, that speak to the importance of vision and its 
relationship to educational goals and practice, as well as to the / ך
process of becoming vision-driven, This library of materials will 
he made available to communities and educating institutions that tf® ־־1”־
are interested in fostering vision-drivennefis.

h  summer Se.ro-ln.ar in Jerusalem. The Summer Seminar will bring 
to Israel lay and professional leaders in Jewish education, 
primarily but not exclusively from Lead Communities, for an 
intensive period of study and planning. The seminar is designed to 
foster in participants an appreciation for the critical role that 
vision plays in Jewish education and to think through various 
issues that must be addressed if Jewish educating institutions, in 
general and in their local communities, are to become more vision-
driven than they typically are. The seminar is designed with the 
expectation that on their return from the seminar, participants 
will collaborate with C U E  in its efforts to cncourags! work in this
arena in their home-communities.

ר

The summer seminar will include the following elements:

1. Opportunities to develop an understanding of the ways in 1 -1׳ 
which having a vision can contribute to the design and ; 
effectiveness of an educating institution, as well as a chance to / / 
look at empirical studies that suggest the power of vision. 1 ׳

3. A chance to read articles by and to meet with «tome 
ex ception&lly thoughtful individuals who have lony pond6r®d the 
question of what is an educated jew, of what Jewish education
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everyday working&, It is this effort that the Goals Project hopes 
to ancourage. 

The development of a substantive vision that ia comp~lling to 
the ralevant stakoholdere and whose educ~tion~l implications have 
been worKec:t out in e rneanlm:,f'ul wo.y is o lar~:i:--inteneivo, 
intelloctually and J'@wishly demanding ~ctivity. It requires cari,ful 
thinking, educational expertise of varied kinds, ingenuity, soul
searchin~, and study. And beo~~ae it is likely that participants in 
this proces3 will orin9 with them diverse and sometimes conflicting 
eonvictions, some ~erious deliberation and negotiation will need to 
go on an1ong them. Not onl:r,r is the work h;,srd, it must be 
acknowledged th~t there ~re no guarantees of success. But it must 
also bQ stressed that thQ potential rewards for the partieipantg in 
th~ p~oce.ss, both ae individuals and as representativeg of their 
in~titutions, can be very signific8nt. 

THE GOALS PROJ£CT'S AGENDA 

The GoalR Project will be spearheading a number of efforts to 
encourag~ vision-drivenness in Jewi~h education, 

A_l).brary .JJ.f oducational resources. The Goals Project has 
b~gun a process or gathering materials, ooth the.oretical and 
p~a~tical, that speak to the importance of vision and its 
relationship to educational goals and practice, as well as to the 
procesn :f bccomin; vision-driven , This library of materi~ls will 
be made available to communities and educatir.9 institutions that 
are interccted in fostering vision~driv@nne~~. 

tL.§lJ..m.rr~Sa;ninar .. in J;e;u,salem._ Th9 summer Seminar will h!"ing 
to Israel lay and professional leader~ in Jewish educ~~lon, 
primari l y but not exclusively trom Lead Communities, for an 
intenoive period of ~tudy and planning. Th~ ~eminor is designed to 
foster in participants an appreciation for the ci·it'c~, role that 
vision play3 in Jewish ed1.1oation and to think through var !ous 
issues that rnust be ~ddre3sed if Jewish educatin; in~titutione, in 
genFral and in their local communities, are to b~coruQ more vi~ion
driven than they typically are. The seminar is designed with the 
axpectation t,at on their return from the 5eminar, par~ici~ants 
wlll col labo~ate with C!~E in ita efforts to oneou~ag~ work in thia 
arena in their home-communities. 

The summer seminar will include the followin9 ~lement~: 

1. O~pulcunities to develop an under~tandin9 of tho w~ys in 
whlch n~ving a vision ean contribwte to the desi;n and 
effeotivene~s.of an educating institution, as well as a chnnce to 
look at empirical studies th~t suggeat the power of vision. 

2, A chance to read articles by and to meet with 11ome 
cxcep~ionally thoughtful individuale who hav~ lonv pond@red the 
question ot what is an eelucated Jew, of what Jewlsh eduoatlon 

' , I 
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P6r Afoby'e request for « description of the goals project:

Here is some copy for your Brochure, Abby. In addition to clearing 
this with ttandel Institute folks?, I think it would be good if you
could also fax a copy of this to Alan, Barry, and Gail for their 
final approval —  or even read it to them over the phone.
Sorry about the confusion re: this little piece. I interpreted 
Alan's request for a short piece to be intended for a different 
purpose and wasn't thinking in terms of short paragraph to go into 
a brochure. If you think this piece needs stylistic or otherwise 
re•■ isions, let me know. Feel free to call me at ho:ne up til 
midnight ray time or early in the morning. I'm up at 5:30 am (my 
time) and leave the house usually by 6:10). By the way, perhaps 
it would, be good to have a new paragraph beginning with the 
sentence "The seminar is designed..״״

Th* summer Seminar on Qoals brings to Israel lay and
pr*. fsssional leaders in Jewish education, primarily but not 
exclusively from Lead Communities, for a period of intensive study 
<1nfi planning. It. is on® of several aetiviti&s org&niaed by C U E  to 
fasitsr a climate and initiative* that will anaourage Jewish 
educating institutions to become vision-driven, To dascritee a 
Jewish «*due.«ting institution as vision-driven is to say that it is 
an aated by * vision or conception of the kind of Jewish human 
b»‘״ing it is trying to cultivate. It has an answer to the question, 
 wh»t kind of Jewish person, featuring what constellation of־,
beliefs, attitudes, commitments, ana skills are we trying to 
cultivate?'*, and it has found meaningful ways of embodying this 
answer in the institution's daily life. The seminar is designed to 
faster an appreciation for the important role that vision should, 
but too often does not, play in Jewish education and to think 
tbrough various issue* that smet be addressed if Jewish educating 
institutions are to become more vision-driven. Topics include; *hat 
visions are and how they give coherence and direction to the 
education,* the challenge, at the looal level, of arriving at a 
vision that is shared, compelling, and concrete enough to guide 
practieoj the prceess of devising educational arrangements that are 
informed by a designated vision; strategies for engaging local 
educating institutions in the effort to besom© vision-driven. Th* 
seminar will include a variety of activities, including field trips 
to local vision-driven institutions. Th® seminar is designed with 
the expectation that on their return to their local communities, 
participants w i n  collaborate with C U E  in its efforts to encourage 
local initiatives in this important ay&a.
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P~r Abby' s req uest for 9 des cription of the go&l~ project : 

Her~ is some copy for your Brochure, Abby, In additio~ to clearing 
this wi~h Mand a l Instltut~ tolks, I ~hink it would be ~ood !f YQU 
could a lso f9x a eopy of this to Alan , Barry, and Ga il !er their 
flna: approvdl -- or even read it to them over t h~ phon~ . 
Sor:.c}' about the confusion re: this little piee.1=1. I i n terpreted 
Alan s 1eques~ for a short piecG to be int~nde d for ~ ditterent 
pur t-i:_ c ond ...,asn't thinking in terms of short paragraph to go i nto 
a chure, ! f you think this piece n~eds s ty:istic or otherwi~8 
-r , ~or.s , l e t. me know. Feel free to call me. a ':. hc~e up til 
r • igh~ my time or early in the morning. I'm up at 5:30 am (my 
t ~me) anj leav~ the house usually by 6:10). By t he way, perh~ps 
it. ',,,'O,i.i.d b e good to have a new paragr.aph be g inning wit.h the 
!..-.entence 111h~ seminar io designed ,,." 

Tha a~er Seminar on ooila bring8 t~ Isr8&l lAY an4 
pr raesional leaders in 3eW1sh education, p~imar i ly but not 
ex~ . .i~iv•ly tr~m r..eacs commwiitia■, t.or a period ot i nt en11 i ve study 
, n~ plann i ng . It is one ot ~•varal aotivitiaa org&nii•d by CIJE to 
fogta~ a climate and initiative• that will ~~~ourage Jewith 
(.Jdu¢&tin~ :l.n8t itutiont to ?)eo0me vislon•cSriven. 'I'o 5a scril:il• a 
Jawi9h Aducnting institution as vi■ion-4riven ia to say th&t i t is 
an ~at• d by a viai<'n or gonoeption or the ki nd of Jewish h \UH.n 
b ~1ng it is try i~g t g g~ltivate. lt h&a ~n answor to tha ques t ion, 
" What kind o r J ewiah per•on, featur ing wh&t QC)notall&tion of 
.bGliets, attltucue, oommitments, e.n~ skills a re. ,;.re trying to 
cult1vat61? 1' , an4 it bas touru! meaningful wa y s ~f elllbt1'.ying this 
answer in the inetitution's d4ily lite, The aa~inar i9 ~e~ignQ~ to 
to9tor an appreciation !or the important rol e thst viPion ebould , 
l>ut too gft•12 does not, play in i1avisl'\ aduo~t.ion 1u,6 to think 
through varioua ie•~•• tbat mu!t b• add~essoa if J~wiAh o~~gatinq 
institution$ t re to beoome more vision-driven. Topies include: what 
'l/i11ions arQ and! how they give aoherenee ano direction t.0 the 
aducAtion; the cballen~e, ~t tba looai l~vel, er ~r.riv i ng &ta 
visi~n that i 9 ahar•d, oompolling, and ooncret• enough to guide 
pr&~tieor the pr ceesg ot ~•vising e~ucational irr~ngem~nts that are 
i ntorm0d }:,y a 4esig~&te4 vision: strategies !or t,ngaging local 
ed~cating ihatitutioua in the ertort to ~ecomq visio~•1r i ven , The 
se~inar will i ~clude a variety of activi t ie$, inelu~ing fie ld tripA 
~o l ocal vision-4riven institutions. Tha seminsr i~ d~sign,~ with 
th• exp~c~~tion that on their returQ to their local co:ununities 
partieipa~t~ ~ill coll ■bo~ate with CIJE in its arfort~ to encourag; 
l~o~l initia t i~es in this important ar~& . 



From: Dan Pekaraky (PEKAR5KY)
To: Marom
Datfl: Friday, April 15, 1994 ?;59 ומס
Subject: Sumer Seminar

One cf the things I did not include heaviy in my
characteri2ation Seminar waa the role of he Mandal Tnstitut® 
staff, I wanted a chance to hear from yc how you felt you could 
best be used, Please ke&p this ir. ir.ind i reacting to the 
suggestions I've made, I look forward to earing frorc you.

Regards to all.

D.P.
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One of the things I did not include heavily in my 
characterization Seminar was the role of the Mandel Institute 
staff. I wanted a chance to hear from you how you felt you could 
best be used. Please keep this in mind in reacting to the 
suggestions I've made. I look forward to hearing from you.

Regards to all.
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One of the things I did not include heavily in my 
characterization Seminar was the role of the Mandel Institute 
staff. I wanted a chance to hear from you how you felt you could 
best be used . Please keep this in mind in reacting to the 
suggestions I've made. I look forward to hearing from you. 

Regards to all . 

O.P. 



problem of wounded egos in a collaborative effort. In any,
case, I think that this shows how closely linked the 
administrative and content issued of the seminar can be. This 
is a topic which I have discussed with Alan and the 
administrative staff. I hope that in your discussions on 
the summer seminar, the duality between content and 
administration gets broken down.

3. ISRAEL ELEMENT: Israel is both a resource and a
detriment to this seminar. I understood from Alan that there
were already some negative comments about the fact that the 
seminar is not in America. I do not know how such opposition
might be handled. I imaaine that one point is that the
seminar is seeking out the fceMr* available resources on the
international level in order to solve the problem of goals 
in North America. The Mandel Institute and the Educated Jew 
scholars are here, so... yruzr'

O־ i s t h a t "  there are educational aspects°fcre־ which 
we might consider. First, we have to watch out for what I 
would call the "magic mountain" effect. That is, the 
participants come to Jerusalem, have an intense quickee 
experience, and go back doing things exactly the same, 
blaming the seminar for being divorced from realities in the 
field. This is one of the reasons that I think you are right 
in emphasizing the library of historical and other materials 
which demonstrate that vision drivenness can and has been 
done. In addition, this is why I suggested that the seminar 
doe£3__iurn to the question of realities in Lead or other 
communities in relationship to goals development processes. 
We have to consider what success would mean for each and 
every participant, what we would want them to do when they go 
home, and then plan accordingly.

Second, I think that Israeli education may indeed 
provide a vicarious example of the issues, dangers and 
possibilities involved in determining goals for Jewish 
education. I am not sure that we should risk a trip to any 
particular institution and say "here, this is a vision driven 
institution." Rather, I think it would be useful to examine 
aspects of Israeli education which relate to the problems 
which we will be discussing.

The point here, ironically, would be to show how 
difficult the problem of vision is in Jewish education in the 
Israeli as well as in the diaspora setting. Let us enable 
the participants to take out their frustrations against 
realities which constrain developing goals for Jewish 
education in relation to a context other than their own. Let 
them feel that if they deal with this issue in their own 
settings, they will be taking leadership in the Jewish world 
as-rlfhors'. Who better than American Jews//to deal with the 
question of goals for Jewish education /in a ׳:society which 
offers democratic rights and religious freedom! 1

S' lfavL£)
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3. ,l}iE ISRAEL ELEM.ENT: Israel is both a resource and a 
detriment to this seminar. I understood from Alan that there 
were already some negative comments about the fact that the 
seminar is not in America. I do not know how such opposition 
might be handled. I imaj ine that one point is that the 
seminar is seeking out the ~ available resources on the 
international level in order to solve the problem of goals 
in North America. The Mandel Institute and the Educated Jew 
scholar~ are here, so... _ suer 

T'il11 ,.>, ~ ~l~~frikr t h; t there are educational aspects~ &;h~~ 
we might consider. First, we have to watch out for what I 
would call the "magic mountain" effect. That is, the 
participants come to Jerusalem, have an intense quickee 
experience, and go back doing things exactly the same, 
blaming the seminar for being divorced from realities in the 
field. This is one of the reasons that I think you are right 
in emphasizing the library of historical and other materials 
which demonstrate that vision drivenness can and has been 
done. In addition, this is why I suggested that the seminar 
does_ turn to the question of realities in Lead or other 
eommunities in relationship to goals development processes. 
we have to consider what success would mean for each and 
every participant, what we would want them to do when they go 
home, and then plan accordingly. 

Second, I think that Israeli education may indeed 
provide a vicarious example of the issues, dangers and 
possibilities involved in determining goals for Jewish 
education. I am not sure that we should risk a trip to any 
particular institution and say "here, this is a vision driven 
institution." Rather, I think it would be useful to examine 
aspects of Israeli education which relate to the problems 
which we will be discussing. 

The point here, ironically, would be to show how 
difficult the problem of vision is in Jewish education in the 
Israeli as well as in the diaspora setting. Let us enable 
the participants to take out their frustrations against 
realities which constrain developing goals for Jewish 
education in relation to a context other than their own. Let 
them feel that if they deal with this issue in their own 
settings, they will be taking leadership in the Jewish world 
~ Who better than American Jewstft.o deal with the 
question of goals for Jewish education /in a f ociety which 
offers democratic rights and religious fre~ om! 
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groups. It is true that tiisrS is a comfortable mode of
discourse and it lends itself to the establishment of trust. 
However, do such group discussions provide the kind of 
experience which remains in oneIs mind and even transform 
something in one,s perspective? As Seymour has pointed out to
me a number of times, a discussion between two or three
people in front of a whole plenum can be egually if not more* 
effective. '

Another problem which emerges from the collaborative 
nature of this undertaking is that of wounded egos. It is, I 
think, a problem in all forms of adult education, but how 
much more when you have such a diverse group of stakeholders 
in the Jewish community. Now you and I already know that 
(sic) the community really ought to respect its Jewish 
educators most of all, so we don!t have to worry about our 
own dignity and self respect (!?). However, how do we get 
everybody else to understand that they are all egually 
important! to the process of determining and implementing 
educational content

Here we are, the CIJE has turned to community lay 
leaders to mandate educational change, to the federation 
people to plan and oversee it, and to educators to implement 
it, and yet this can turn into guite a Polish Jewish family 
drama with everybody busying themselves with what!s behind 
everbody else^ underwear. Without getting into too much 
detail, the CIJEיs experience seems to expose just how 
complex the relations between all these sectors can be (we 
know from our world, for example, about how educators can 
openly patronize lay leaders).

My sense is that we have to overcome this problem on a
number of levels. First, I think that every participant 
needs to be treated like a board member, as if to say, this 
is how Jewish education respects those who earnestly get 
involved in— This may mean that every staff member should 
be responsible for the care and understanding of a given 
number of participants. Second, I think that there should be 
an atmosphere of the Philadelphian "constitutional congress" 
at this seminar (the fact that the seminar room has no 
windows might be a useful detail here). It is as if to say 
that we are all involved in some kind of happening here - not 
a regular conference with all its coffee and cake and 
cocktail party ambiance, but a unigue event, an interesting 
opportunity. We have to consider what are the minimal 
conditions for this kind of atmosphere (eg. no "skipping
class" allowed - full participation at all meetings, 
everybody eats together, etc. ) v _ ^

Of course, none of this should be misconstrued as saying 
that the CIJE will provide whatever anybody needs for Jewish 
education. We have discussed the problem of promising too 
much a number of times. However, the idea is to associate a 
gualitative businesslike atmosphere in order to dispell the

-r,t;r-
groups. It is true that ~ is a comfortable mode of 
discourse and it lends itself to the establishment of trust. 
However, do such group discussions provide the kind of 
experience which remains in one's mind and even transform 
something in one's perspective? As Seymour has pointed out to 
me a number of times, a discussion between two or three 
people i n front of a whole plenum can be equally if not mor~ 
effective. / 

Another problem which emerges from the collaborative 
nature of this undertaking is that of wounded egos. It is, I 
think, a problem in all forms of adult education, but how 
much more when you have such a diverse group of stakeholders 
in the Jewish community. Now you and I already know that 
(sic) the community really ought to respect its Jewish 
educators most of all, so we don't have to worry about our 
own dignity and self respect(!?). However, how do we get 
everybody else to understand that they are all equally 
important , to the process of determining and implementing 
education! ! concypt. ~ ... _ .,._.f_,,.,,, 

Here we are, the CIJE has turned to community lay 
leaders to mandate educational change, to the federation 
people to plan and oversee it, and to educators to implement 
it, and yet this can turn into quite a Polish Jewish family 
drama with everybody busying themselves with what's behind 
everbody else's underwear. Without getting into too much 
detail, the CIJE's experience seems to expose just how 
complex the relations between all these sectors can be (we 
know from our world, for example, about how educators can 
openly patronize lay leaders). 

My sense is that we have to overcome this problem on a 
number of levels. First, I think that every participant 
needs to be treated like a board member, as if to say, this 
is how Jewish education respects those who earnestly get 
involved i-R i~~ This may mean that every staff member should 
be responsible for the care and understanding of a given 
number of participants. Second, I think that there should be 
an atmosphere of the Philadelphian "constitutional congress" 
at this seminar (the fact that the seminar room has no 
windows might be a useful detail here). It is as if to say 
that we are all involved in some kind of happening here - not 
a regular conference with all its coffee and cake and 
cocktail party ambiance, but a unique event, an interesting 
opportunity. We have to consider what are the minimal 
conditions for this kind of atmosphere (eg. no "skipping 
class" allowed full participation at all meetings, 
everybody eats together, etc.) ~ 

Of course, none of this should be misconstrued as saying 
that the CIJE will provide whatever anybody needs for Jewish 
education. We have discussed the problem of promising too 
much a number of times. However, the idea is to associate a 
qualitative businesslike atmosphere in order to dispell the 



than any one else will be capable of helping the participants 
move from the language of community leadership and planning 
to the language of education. And third, of course, we have 
the educators and planners on the CIJE and MI staff (Alan, 
Gail, Barry, yourself, Shmuel, Annette, and myself) who 
provide a wealth of personal experience on many different 
levels as a testimony to the intimate link between content 
and practice.

These resources are up against a serious set of
constraints. As I mentioned above, issues of educational 
content raise the temparature of any discussion on Jewish 
existence, so we have to be careful about how we get the
participants into the discussion in a fresh way, without 
letting it become politicized or banalized. How do we 
ignite this inguiry in an honest and inspiring way? Its a
difficult pedagogical guestion.

p ' r ׳

Furthermore, we are asking thep(' in a short time to open 
their minds to a new language, which they will not learn to 
speak well guickly. As I told you on the phone, my own 
experience in teaching the educated Jew materials to 
educators at the Jerusalem Fellows and the School for 
Educational Leadership has shown me that it takes lots of 
time and many raptures for even your basic distinction 
between instrumental goals and substantive aims to be 
internalized and clear. How do we get our audience to lower 
their defences and to bear the weight of the goals issue on 
their shoulders in four days? After many years of being 
comfortable in their own languages, both professional and 
J e w i s h , t h i s  is not going to be easy.

2. THE COLLABORATIVEkJlFFORT: The summer seminar provides a 
difficult challenge to those of us pityful academics who want 
to prove to ourselves that when it comes to our ideas about 
the world, we really do mean what we say. Here we have lay 
leaders, federation planners, scholars and educators entering 
into the arena of education in order to hammer out some 
common understandings about what and how things should be 
done. If ever there was a context which demonstrates 
Schwab's claims about the multifaceted and complex nature of 
the educational undertaking, about its working on so many 
levels at the same time, here it is. And yet, research has 
shown that education is plagued by an incapacity to develop 
successful collaborative relationships.

I am sure that we do not assume that we have the magic 
wand which will automatically grant us success in an area 
where many others have failed. What kind of unigue modes of 
exchange will facilitate true discourse in this seminar? How 
will we train ourselves to implement these modes of exchange? 
How will we know we have succeeded? These and similar 
guestions should keep us sweating from now until July. Just 
to get the ball rolling, I want to suggest that we do not 
necessarily assume that the best way is to break up into
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How will we know we have succeeded? These and similar 
questions should keep us sweating from now until July. Just 
to get the ball rolling, I want to suggest that we do not 
necessarily assume that the best way is to break up into 



the participants into the discussion of content, to get them 
understand what is at stake in terms of their own personal, 
institutional and communal commitments to the aims of Jewish
education.

I hrM
I am reminded of a wonderful moment in a master class 

given by Isaac Stern to a young violinist in China. It was 
filmed in a documentary called "From Mao to Mozart." After 
witnessing a virtuoso, but cold technical playing of a Mozart 
sonata, Stern sensitively approached the child violinist and 
invited him to play the music with instrument rather than the 
instrument with the music. As they worked together, what 
emerged was a tender, if flawed, rendition of the music 
through this child1s own voice. The child did alot to fight
it, but in the end, he had to become, as you s a v ,__Hanו mated"
by the his own understanding of the music. I?1s unemotional 
face even cracked into a bittersweet anguish at a specific 
point in the playing.

Trie‘' seminar will have succeeded, in my opinion, if each 
participant comes out understanding what s/he does not 
necessarily have answers to, but cannot avoid addressing. The 
participants should understand that they need help in order 
to address content issues, that they need the input of the
community 1s finest minds, its central j^en©mij3atipnaL 
institutions., and its more sensitive and professional
educators, v.) •

If all they come out with is the addition of words such
as "vision-drivenness" and "institutional mobilization around 
goals" to their already technocratic social-planning and
business lingo, we will have failed. No matter how much they 
may have been convinced by the argument for goals as a basis 
of effectiveness - and you know that this is a central strain
in my ow$understanding of the goals project - we have to get 
these jaeWr^Hl people to go back to America with a sense of
personal stake in the content of Jewish education.

Isn!t it funny Danny that this is the kind of
opportunity which drove us all into Jewish education and now
that it is at our doorstep, we find ourselves so involved in 
another mode of discourse tfeat̂ -we—have_£orgetten--it? I feel 
that it was a necessary diversion, because it is important to 
formulate the invitation to deal with content in professional 
terms which can capture the attention and trust of the 
community. However, the point remains. This seminar 
provides an ultimate Jewish educational opportunity and 
challenge in that it finally enables us to get the community 
involved in the questions which have been bugging us for a
long time.

? am assuming that we have three kind of resources for 
this task. First, we have the educated Jew project - its 
story, rationale, library of materials, staff and of course, 
its scholars. Second, we have Seymour Fox - who perhaps more

the participants into the discussion of content, to get them 
~nde7sta~d what is at stake in t~rms of their own personal, 
institutional and communal commitments to the aims of Jewish 
education. 

11-i"U 
I am reminded of a wonderful moment in a master class 

given by Isaac Stern to a young violinist in China. It was 
filmed in a documentary called "From Mao to Mozart." After 
witnessing a virtuoso, but cold technical playing of a Mozart 
sonata, Stern sensitively approached the child violinist and 
invited him to play the music with instrument rather than the 
instrument with the music. As they worked together, what 
emerged was a tender, if flawed, rendition of the music 
through this child's own voice. The child did alot to fight 
it, but in the end, he had to become, as you say,. "an jmated" 
by the his own understanding of the music. His unemotional 
face even cracked into a bittersweet anguish at a specific 
point in the playing. 
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Tfie V seminar wfll have succeeded, in my opinion, if each 
participant comes out understanding what s/he does not 
necessarily have answers to, but cannot avoid addressing. The 
participants should understand that they need help in order 
to address content issues, that they need the input of the 
community's finest minds, its central sienemi:na·tignal 
institutions, and its more sensitive and professional 
educators. \.,___) 
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personal stake in the content of Jewish education. 

~l't "' 

Isn't it funny Danny that this is the kind of 
opportunity which drove us all into Jewish education and now 
that it is at our doorstep, we find ourselves so involved in 
another mode of discourse that WQ bave f orgot ten it? I feel 
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story, rationale, library of materials, staff and of course, 
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Dear Danny:

The following is a summary of what I would see as some 
of the educational challenges of the summer goals project 
seminar in Israel. Though it is an informal and free flowing 
document, I hope it will be of use to you at your planning 
meeting on Friday. I have no objection to your sharing any or 
all of it with others at the meeting, but I think you will 
see that it should be/-higfr±y־־־conf idential otherwise.

1. JTHE MOVE TO— -THE—-CQMTFNT OR ■STTRSTAJJCF. OF FDUP-ATTON; The
goals project in general, and the Israel summer seminar in 
particular mark a significant move towards the content or 
substance of education. After all the emphasis on "enabling 
options,״ it is an admission that Jewish education is a human 
endeavour which depends on powerful ideas just as much as 

0 J personnel and community support. The best practices project 
was a first move in this direction, but it is different in 
that it brought the best of what exists on the continent as a 
resource to the Lead Communities (-L G-13) . The GP probes into 
what goes on in educational institutions in LE^s or other 
communities and deals with it, hopefully, for the sake of the 
continent as a whole.

In this sense, the goal project יs move to content is a 
very intimate and delicate one. It calls into guestion not 
only the haphazard manner in which Jewish education runs on 
the local level, but also the very difficult substantive 
guestions which confront American Jewry today. From our 
discussions over the years, I think that you would agree that 
the problems of Jewish education in North America are also 
symptoms of deeper issues and ambivalences which have often 
been conveniently tucked under the rug. Ron Reynold *«5'( 
concludes in his doctoral research on this topic ־׳־tHatr''Uy' 
'1ambiguous goals function as an effective conflict-management 
device by encompassing and subsuming the private goals of 
individual participants within the vague pronouncements, 
which are objectionable to few."

At its deepest level, the goals project exposes these 
issues and ambivalences and puts them right on the planning 
table. A close reading of your document on the goals project 
reveals that the attempt to discover a criterion by which one 
can allocate resources, train staff, design programs, etc., 
will necessarily lead to an inguiry into the guestion of 
"what is a meaningful Jewish existence?"

I thitoK that one of the educational challenges of the 
summer seminar is to facilitate a smooth move into the unigue 
issues of educational content. That is not to say that every 
participant: I to come out with his/her own conception of the 
educated Jew. Far from it. It seems to me that one of the 
goals of the goals project seminar should be only to intiate
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settings, they will be taking leadership in the Jewish world. 
Who better than committed American Jews should deal with the 
question of goals for Jewish education in a society which 
offers democratic rights and religious freedom?!

Correct me if I am wrong, but it appears to me that most 
of the participants will have been in Israel before. I say 
this in order to rule out the need to include a third element 
here, which is siteseeing and general Israel mongering. 
Mishkenot Shaananim is one of the most beautiful places in 
Jerusalem and it provides enough inspiration on this level. I 
do not think we need to worry ourselves about extracurricular 
activities. Rather, we should create a board room atmosphere
which leaves no time for anything but business.

Nevertheless, I would still suggest two exceptions. 
First, I think it is important to have good Israeli lunches, 
which could be perhaps be followed by some musical interlude. 
Second, this might be a good opportunity to share some 
information on what is going on in Jewish education around 
the world as well as to familiarize the participants with the 
various institutions in Jerusalem which are resources for 
Lead and other community undertakings in education (Melton, 
Melitz, etc.).

Of course, all of this is my opinion and I would love to 
be shot down. So let us continue to be in touch on a regular 
basis. I hope that you will be able to tape the session on 
the goals project and on the summer seminar for us. Should 
there be any more comments to send on to you, I will do so 
through fax or Bitnet.

BeHatzlacha,

Danny Marom
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Per Abby 's r equest for a de s cr i ption of the goa l s p r oject: 

Here is some copy for your Brochure, Abby . I n additio n to clearing 
this with Mandel Institute f o lks, I think it would be good if you 
could a lso fax a copy of this t o Al an, earry, and Gail for their 
final appr oval - - or even r ead i t to t hem over t he phone . 
09~- :a..--;i-- or..Ja,c:a.._-tn "bh6 • • ....,E"'-• .i. • r'l. r • t ~k.L.. .l.. i. .... ._l.,. p .!..•••. % .:l..r..'bor-r:ac-o-\:,i.o, ,d 

Al an 's request for a short piece to be i ntended for a di f ferent 
purpose and wasn't thi nking i n terms of s hort paragraph t o go into 
a brochure . If you t h i nk thi s p i e c e needs s t ylist ic or otherwise 
revisions, let me know. Feel tree to call me at home up til 
midni ght my time or e a rly i n the morning. I'm up a t 5 : 30 am {my 
time) a nd leave t he house usua lly by 6:10). By the wa y , perhaps 
it would be good to have a new paragraph beginning wit h the 
sentence "The s eminar is designed ... " 

The Summer Seminar on Ooals brings t o Israel lay and 
professional leader■ in Jewi■h education , pri mari ly ~ut not 
exclusively trom Lea4 communitie1, t or a per iod of i ntenaive study 
and planning. It i a on• ot ■everal activities organ ized by CIJ! to 
foster a climate and initiati ve • that wi l l encourage Jewish 
educating institutions to become vis ion- driven. To describe a 
Jewi•h educating i nsti t ution a■ v i sion-dri ven is t o say that it is 
animated by a v i sion or conception o~ the Jtin4 of Jewish human 
bainq i t is tryinq to cultivate . I t ha s a n answer t o the question, 
"What kind of Jewish person, f e aturing wbat c:ona t allation o f 
beli efs , attitudes, commitment•, and skills are we trying to 
cultivat e?", and it has founcS meaningful ways of am.bodyi ng this 
a nswer i n the institution's daily life. The semina r i s de■i9ned to 
f oster an appreciation tor the import ant role t hat vision should, 
but t oo o f t en d oes not, play in Jewish education and to t h i nk 
through various i s s u e s that must be addressed if Jewish educat ing 
i nstitutions are to b ocomo more v ision-driven . Topics i nclude: what 
vi■ion11 ar• and how t hey give ooberanoe a n d dire ction to t he 

the chal lenge, at tba local level, of arriving a t a 
vision tis shared, compelling, and concre t e enough to gui ~• 
praot t.h• process of dev isin(J educ a t ional arrangement■ that a r e 
inform by a designated vision; strategies for engaging local 
educ g institut ions in t h e effort to become vision-driven. The 

ar will include a variety of aotivitiea, including field trip■ 
t o oeal v ision-driven institutions. The semi nar is designed wi th 
t • expect ation that on their return to t heir local communities , 
artioipant• will collaborate with CIJE in its efforts to encourage 

l ocal i n itiat ives i n thi s i mportant a r ea. 
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Per Abby's request for a description of the goals project: 

Here is some copy for your Brochure, Abby, In addition to clearing 
this with Mandel Institute folks, I think it would be good if you 
could also fax a copy of this to Alan, Barry, and Gail for their 
final approval -- or even read it to them over the phone . 
Sorry about the confusi on re: this little piece. I interpl'.'eted 
Alan's request for a short piece to be intended for a different 
purpose and wasn't thinking in terms of short paragraph to go into 
a brochure. If you think this piece needs stylistic or otherwise 
revisions, let me know. Feel free to call me at home up til 
midnight my time or early in the morning . I'm up at 5:30 am (my 
time) and leave the house usually by 6:10). By the way, perhaps 
it would be good to have a new paragraph beginning with the 
sentence "The seminar is designed ... ~ 

The summer s.minar on Goal• bring• to Israel lay and 
professional leaders in Jewish education, primarily but not 
exolusively from Lead Communities, tor~ period ot intenaive study 
and planning. It ia one ot s•veral aotivitias organized by CIJE to 
foster a climate and initiatives that will encourage Jewiah 
educating institutions to become vision-driven. To describe a 
Jewish educating institution aa vision-driven is to say that it ia 
animated by a viaion or conoeption of th• kind of Jewish human 1 
being it ia trying to cultivate. It has an answer to the question, / 
"What kind of Jewish p•r•on, featuring what constellation of 
beliets, attitude■, oowaitments, e.nc! skills are we trying to 
oultivate7", and it has found meaningful ways of embodying this 
answer in the institution's daily lite. The seminar is do~igned to 
roster an appreciation tor the important role that vision ahould, 
but too often does not, play in Jewish aduoation and to think 
through various is•u•• that must be addreseed ir Jewish eduoatinq 
inatitutions are to t>eeome more vision-driven. Topies include: wbat 
visions are and how they give coherence ancl direction to the 
education; the ghallenge, at the looal level, of arriving at a 
vision that is shared, compelling, an4 oonoret• enough to guide 
practice; the process ot devising educational arrangements that are 
informed t,y a 4eaignata4 vi■ion; strategies tor engaging local 
educating in1titutiona in the effort to become vision-4riven. The 
seminar will include a variety ot activities, inoluding field trips 
to looal vision-driven institutions. The ••minar is designed with 
th• expeotation that on their return to their local communities, 
participants will collaborate with CIJE in its efforts to encourage 
local initiatives in this important area. 
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WHAT IS THE GOALS PROJECT? 

The Goals Project i s a multi-pronged effort to e courage 
Jewish educating institutions to become substantially mar, vision
driven than most typically are. To describe a Jewis educating 
institution as vision-driven is to say that it is a mated by a 
vision or conception of the kind of Jewish human being it is trying 
to cultivate . The Goals Project will e ncourage vision-drivenness 
through efforts to foster an appreciation among relevant 
constituencies of the importance of bei ng vision-driven and through 
strategies designed to encourage educating institutions to work 
towards the articulation of their underlying visions and to 

1 \ i~entify and actualize the educational implications of these 
~ ~sions. . . IL 
/. RATIONALE ~ ~~~ 

To make gooa-~;ttrca:~ onal sense, an instituti~n's decisions 
concerning what r-:,.,.......,c. goals to pursue, as well as how to 
interpret and pro ize them, need to be anchored in, and 
justified by, a coherent vision of what it is t r ying to achieve. 
That is, its efforts need to be guided by a c ompelling answer to ~ 
the following question: what kind of a 3ewish person, featuring~ 
what constellation of bel iefs, attitudes , skills, c~mrnitments, and ,u~ 

dispositions, should we be cultivating? An adequate guiding vision f< lvvv 6-
does not offer a laundry-list of such characteristics but exhibits 
how they fit together to c ompose a picture of a meaningful form of 
Jewish existence, A sent:--'S\JLC.tl-..a__·visi on, not only are basic 
decisions concerning rricular g l1rhat'd to ieasor:iab)y make, so ..,,c;_ . 
too are decisions concern1111'--o:i-A:er important matters, including the ~ 
organization of the physical and social environment, appropriate 
forms of pedagogy, and the skills desirable in educators. In 
addition , the absence of a vision o f the kind of human beings it is 

){ _Jr)hoping to cultivate. deprives an educational institution of an 
(/ ' important basis for evaluating the success of its efforts . 

The guiding principle of the Goals Projact is that if Jewish 
educating institutions can become significantly more vision-driven 
than they typically are, the quality of Jewish education in the 
United States will be substantially enhanced. This princ iple can 

, be defended on theoretical grounds, but not only on such grounds. 
I') J--4'11eze is also ~Y grounded literature from general 
~/ education that id~ies the presence of a substantive guiding 

vision as indispensable to an educating institution's success. 

The contention that vision is indispensable is, of course, not 
intended to suggest the desirability of any particular vision. It 
li intended to suggest that it is important for each educating 
i nstitution to identify or refine the vision appropriate to it and 
to look for ways to em.body, or ~o better embody, this vision in its 
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everyday workings. It is this effort that the Goals Project hopes 
to encourage. 

The development of a substantive vision that is compelling to 
the relevant stakeholders and whose educational implications have 
been worXed out in a meaningful way is a labor-intensive, 
intellectually and Jewishly demanding activity. It requires careful 
thinking , educational expertise of varied kinds, ingenuity, soul
searching, and study. And because it i s likely that participants in 
this process will bring with them diverse and sometimes conflicting 
convictions, some serious deliberation and negotiation will need to 
go on among them. Not only is the work hard, it must be 
acknowledged that there are no guarantees of success . But it must 
also be stressed that the potential rewards for the participants in 
the process, both as individuals and as representatives of their 
institutions , can be very significant. 

THE GOALS PROJECT 'S AGENDA 

The Goals Project will be spearheading a number of efforts to 
encourage v i sion-drivenness in Jewish education. 

A library of educati onal resources. The Goals Project has 
begun a process of gathering materials, both theoretical and 
practical, that speak to the importance of vision and its 
relationship to educational goals and practice, as well as to the 
process of becoming vision-driven. This library of materials will 
be made available to communities and educating institutions that 
a re i nterested in fostering vision-drivenness. 

A summer Seminar in Jerusalem. The Summer Seminar will bring 
to Israel lay and prof essional leaders in Jewish education, 
primaril y but not exclusively from Lead Communities, for an 
intensive period of study and planning. The seminar i a designed to 
foster i n participants an appreciation for the critical role that 
vision plays in Jewish educati on and to thi nk t hrough various 
i ssues that must be addressed if Jewish educating institutions, in 
general and in their local communities, are to become more vision
driven than they typically are. The seminar is designed with the 
expectation that on their return from the seminar, participants 
will collaborate with CIJE in its efforts to encourage work in this 
arena in their home -communities. 

The summer s eminar will include t he following elements: 

1. Oppurtunities to develop an understanding of the ways in 
whic h having a vision can contri bute to the design and 
effectiveness of an educating institution, as well as a chance to 
look at empirical studies that suggest the power of vision. 

2. A chance t o read articles by and to meet with some 
e xceptionally thoughtful individuals who have long pondered the 
question of what is an educated Jew, of what Jewish education 

/ ' 
I I 
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should be educating towards. Encountering and wrestling with the 
visions propounded by these individuals is designed not only to 
clarify for participants what it means to have a vision of a 
meaningful Jewish existence, but also to encourage them to develop 
or refine their own visions. 

J. A chance to think through the educational implications of 
one or more of the visions encountered in the seminar: what 
implications does a given vision have for the determination and 
interpretation of educationa l priorities, as well as for such 
matters as the design of the educational setting, the training of 
educators, and so forth? The road from vision to education design 
is by no means an easy one, and the seminar will try to illuminate 
the kinds of knowledge that are necessary to make this journey, as 
well as significant challenges that need to be addressed along the 
way. 

4 . A chance to visit, via literature, via film, and/or vi/ 
direc t encounter, educating institutions that are vision-driven and 
to see the way the vision functi ons to given coherence and l 1 
direction to their efforts. l 

5 . A chanc e to wrestle with the diffi cult question: What kinds 
of techniques, processes and activities show promise of leading the 
r elevant stakeholders in an educating institution to the 
development of a vision that will be compelling, shared, and 
concrete enough to offer practical educational guidance? 

6. A chance to develop concrete, practical strat.eg1 es for 
stimulating local educating institutions in t he coming year to 
become engaged in the process of becoming more vision-driven, 

Local seminars in Lead communitie s (and beyond). CIJE will 
sponsor a series of seminars in each Lead Community next yeur for 
the representatives of local educating i nsti tut ions. To 
participate an institution wi ll need to agree to come to all of the 
sessions and to have in attendance the key stakeholders from its 
professional and educational leadership. The seminars are designed 
to encourage local educating institutions to begin the process of 
becoming , or becoming more , vision- driven. Tt is the 
responsibility of the community's lay and professional leadership 
to develop the clientele for these seminars. 

CONCLUDING COMMENTS 

CIJE does not believe that becoming vision-driven is easy or 
that it is sufficient to remedy the ills of Jewish educating 
institutions. But it is convinced that it is indispensable to 
success, and it welcomes your participation in the effort to 
encourage more careful attention to "the vision thing" among 
educating institutions in Lead Communities and elsewhere. 
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GOALS PROJECT SOMMER SEMINAR, JULY 10-14, 19g, 

INTRODUCTION 

CIJE's Goal Project is an effort to encourage Jewish educating 
institution• to beoom• much more viaion-driven than most are today. 
To de•oribe a Jewi■h educating inatitution as viaion-driv•n ia to 
••Y that it i• animated by a vision or conception of the kind of 
Jewish hum.an ~•ing it i• tryinq to cultivate. It has an anawer to 
th• que■tion, "What kind ot a .:rewish peraon, f •a.turing what 
constellation of beliets, attitude•, commitments and ■kills are we 
trying to oultivat•?", and it ham round meaningful ways of 
embodying tbia answer in the institution's daily life . Th• Goals 
Project grows out of tbe conviction that th• effectiveness of 
Jewish e~ucation i n Ameri ca will be s ubst antia l l y enhano•~ i f its 
constituent institution, aan beoom• more vision-dri ven . 

The CIJE SWIUller seminar i a one of several activities organized 
by CIJE to foster a cliffia~e a n4 initiative s t hat will encourage 
v ision-dri venness among J ewish educating i nstit uti ons. The seminar 
brings to I•rael lay and profeaa iona l l e ader s i n Jewi sh education, 
primarily but not exclusively f r om Lead communitie s, tor a period 
of study and planning. The s eminar i s designed to fost er an 
appreciation tor t he critica l role that vis i on plays in Jewiah 
educat ion and to think thr ough vario~a issues that must be 
addressed if Jewish educa ting i nstitutions •r• to become more 
viaion-driven than they typi cally are. Th• s eminar is designed with 
t he expectation t hat on their r e turn to their l ocal oommunities, 
participants will collaborate with CIJE in its effor ts to encourage 
l ocal initiatives i n this i mportant area. 

TENTATIVE SCHEDULE OF EVENTS 

DAY 1 s 

9 : 00-11: 00 

cotf••-break 

11:15- 12:15 

12-1 

1-s 

Introducti on to the s emi na r 

Led by Alan Hottmann, Seymour Fox, Daniel Pekarsky 

Vision, Goals, and Education: The Theory behind the 
Goals Project 

Presentation: Daniel PekAraky 

Lunch 

Fiel d Trip to a Vision-Driven Insti tution: Gush 
Etsion 

Conversation with Ba-Rav Lichtenstei n 
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Analysis of field-trip experience. 

Return to Jerusalem by 6 pm. 

DAY 2: 

8130 - 9 Cottee 

9 - 9:4S Text Study 

[Note: Each day, beginning on Day 2, 45 minute• will be 
devot ed to study ot a classical Jewish text, Rabbinig or 
otherwise , that i lluminates the subject of vision and 
education . These s essions will be guided by a gift•d 
teacher - Who? Jonny Cohen, Mike Rosenak? Who? .•• ] 

9;45-noon Professor Greenberg's Vision of an Educated J•w 

Guest: Professor Moshe Greenberg 

Noon- 1 pm LUNCM 

PAGE 7 

1 - 2 :J o pm From v i sion to Educational Design: What would it mean 
to translate Gree nberg's ideas into educational 
terms? 

4 - 4:30 

small Group Activity, wi t h help o~ Marom, Wygoda, 
Holtz , and Dorph 

sharing/Discussing Produota of Small Group Activity 
with Professor Green.berg 

coffee-break 

6 :00 From Vis ion to Education Design - Theoretical 
considerations 

Daniel Pekarsky 

DINNER BREU 

8 - l.O 

DAY 3 

8:30 - 9 

9 - 9:-45 

Panel Discussion - J Educators Interpret the educational 
implications o! Professor Greenberg's ideas, 
and Greenberg responda. 

cot!ee 

Toxt Study 

9 :45 -ll.:30 From vision to Fractice1 th• Ramah Experience 
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11130 - 12i30 

Seymour Fox 

LUNCH 

IO , 608 255 2766 PACE B 

l.2130 - 6130 pm 

DAY 4 

Field-trip to a viaion-driv•n secular-zioni•t 
educating institution 

8130 - 9 

9 - 9:45 

Coffee 

Text study 

9:45 - Noon on Developing A Shared Vision Under M•••Y 
Conditionsa Perspective• on a Problem 

Pa r tic i pant•: I•a Aron , S• ymour Fox, Barry Holta, 
Daniel Pekar•ky 

Noon - 1 pm LUNCH 

1 - 3 pm Towards t he Oevel opm• nt o f A Shared vision 

Small v ork- qroup1 

COFFEE BREAK 

li30 - S Discuasion 

DINNER BREAJt 

7 s30 - 9:30 SPECIAL EVENING PROGRAM (A v ery sp•cial speaker, to be 
4atermined, addreaaing a them• perti nent to our seminar] 

DAY 5 

8:30 - 9 COFFEE 

9 - 9:45 Text study 

9 : 45 - noon Where do we go from hare? What to do baok home? 

Hoffmann, Dorph, Boltz, Pekarsky 

Noon - l Lunch 

Afternoon session Loose Enda and ~valuation ot Seminar 



Dear Danny:

The following is a summary of what I would see as some 
of the educational challenges of the summer goals project 
seminar in Israel. Though it is an informal and free flowing 
document, I hope it will be of use to you at your planning
meeting on Friday. I have no objection to your sharing any or 
all of it with others at the meeting, but I think you will 
see that it should be confidential otherwise.

1. THE MOVE TO THE CONTENT OR SUBSTANCE OF EDUCATION: The
goals project in general, and the Israel summer seminar in 

CU Particular mark a significant move towards the cgntent or 
\ . . siifest̂ Qce of education. After all the emphasis on "enabling
A  1 optians, ״ it is an admission that Jewish education is a human
1 Ji endeavour which depends on powerful ideas just as much as on
[(ן ן י] »  personnel and community support. The best practices project
(V■ . was a first move in this direction, but it is different in

that it brought the best of what exists on the continent as a
resource to the lead Communities. The goals project probes 
into what goes on in educational institutions in lead or 
other communities and deals with it, hopefully, for the sake 
of the continent as a whole.

(U

In this sense, the goal project's move to content is a 
very intimate and delicate one. It calls into question not 
only the haphazard manner in which Jewish education runs on 
the local level, but also the very difficult substantive 

{AjOft* questions which confront American Jewry today. From our 
discussions over the years, I think that you would agree that 
the problems of Jewish education in North America are also 
symptoms of deeper issues and ambivalences which have often 
been conveniently tucked under the rug. Ron Reynolds 
concludes in his doctoral research on this topic with the 
claim that that Jewish education purposely uses ambiguous 
goals. "Ambiguous goals," he explains, "function as an 
effective conflict-management device by encompassing and 
subsuming the private goals of individual participants within 
the vague pronouncements, which are objectionable to few."

At its deepest level, the goals project exposes these 
issues and ambivalences and puts them right on the planning 
table. A close reading of your document on the goals project 
reveals that the attempt to discover a criterion by which one 
can allocate resources, train staff, design programs, etc., 
will necessarily lead to an inquiry into the question of 
"what is a meaningful Jewish existence?"

I think that one of the educational challenges of the 
summer seminar is to facilitate a smooth move into the unique 
issues of educational content. That is not to say that every 
participant needs to come out with his/her own conception of 
the educated Jew. Far from it. It seems to me that one of the
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Dear Annette, Seymour, and Shmuel:

Enclosed please find three documents which Danny Pekarsky
just sent to me now by fax (something broke down in the
Bitnet communication, so I did not have these before). These 
are all documents which he wants to make use of at this 
Friday1s CIJE board and staff meetings and he has requested 
our input, if possible. I told Danny that I would do my best 
to get comments back to him as soon as possible. This could 
be done by my summarizing comments which you or your
secretaries could pass on to me, or by me writing a response 
and you making corrections/additions. Please let me know how 
you would like to proceed, or if you think you will not have 
time for this.

DOCUMENT #1: A description of the goals project, which Danny
wants to hand out to the board members and whoever else is 
interested.

DOCUMENT #2: A simulation of the summer seminar, which Danny
wants to discuss internally with the CIJE staff.

DOCUMENT #3: A one page description of the summer seminar
for the immediate interest of people who have said that they 
cannot decide whether or not to come unless they have sense 
of what will be involved in the seminar.

I have enclosed as well our joint communication to Danny as 
well as one which I personally wrote to him in response to an 
earlier draft of document #1.
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Dear Danny:

I finally have a response to your earlier letter about the 
content o f the goals project seminar. It reflects major points in 
a deliberation with Seymour, Annette, Shmuel and myself 
This deliberation preceeded your recent document, which 
addresses some o f our concerns. I am sending the letter 
separately, because here I want to respond to other questions 
which you sent me and which have arisen since your letter.

1. Regarding your short piece on the goals project. Since I do 
not know exactly who your audience is here and what you see 
as the purpose o f the document it is hard for me to judge it. It 
is certainly beautifully written, logical and consistent. Does it 
give a place for your audience to "hang its hat on?" I do not 
know. I imagine that in the case o f  lay leaders the seductive 
part o f  the goals project is the possibility o f demanding 
accountability from educators. In the case o f federation pros, 
the important point might be that educational goals are o f  a 
particular and unique nature and that working with them 
demands different processes, inputs, and formulations than 
planning in other fields. Both these points find expression in 
your document, but the document is not written as if it was 
trying to emphasize them for specific audiences. I suppose that 
what I am saying is that I am not sure as to  whether or not this 
document gets the value o f the goals project across to specific 
audiences.

One thing which you might consider is linking the goals 
project into the line which leads from the Commission to the 
field. The Commission was designed to make a significant 
impact on Jewish education in North America as a whole.
Lead communities have been set up by the Commission, among 
other reasons, "to determine the educational practices and 
policies that work best" (A Time to Act, page 17, 67). By 
doing this they will be able to make a contribution to the North 
American Jewish community as a whole. The Best Practices 
brings "the best" o f what is going on in North America to lead 
communities in order to  achieve this. The goals project is a 
second input which works in the opposite direction. An 
attempt will be made to develop more effective education 
locally and to share what contributes to this success with those 
outside lead communities.
The goals project is based on the assumption that the policy o f 
being driven by a vision will produce practices which are more
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effective. The Commission had to suspend a discussion on the 
content and vision o f Jewish education in order to achieve 
concensus for common concerns. Effective education on the 
local level cannot avoid content and vision. It is the heart o f 
the educational enterprise. Given good teachers and 
community support, it will be the organizing principle for 
systematic and profound effort...

2. Yes I am gathering an anthology o f  primary sources which 
enable one to demonstrate the power o f vision and vision 
driven practice. In and o f  themselves, these sources will not be 
understandable. We need to discuss how they can be presented 
in a way which maximizes their impact. I hope to have a 
critical mass ready for the summer seminar and would hope to 
develop some form o f live presentation for them. This 
provides a great opportunity to distinguish between vision and 
mission statements, etc.

3. I apologize for the delay on the Twersky piece. We are still 
working on a revised version o f  his paper, so I have nothing to 
offer there. As for a precis, let me try a little here. Twersky's 
paper presents a conception o f Jewish education based on an 
halachic conception o f  Judaism. According to this conception, 
a Jew's first obligation is to practice mitzvot commanded by 
God. However, since Judaism is defined by a dialectical 
tension between the Jewish spiritual essence and its practical 
manifestation in halachah (this is what distinguishes Judaism 
from other religions - it is not enough to believe, one has to 
express belief in a myriad o f actions and expressions in daily 
life), the actual practice o f  halachah has the capacity to enable 
the Jew to achieve high levels o f religious understanding and 
experience. Whether or not this is achieved is a function o f 
education
That is to say that in the context o f practicing halachah, one is 
invited to study and understand its inherint conceptual depths.

According to Twersky, Maimonides was halachah's most apt 
spokesman in that his understanding and presentation o f 
halachah works on both the practical and spiritual level. This 
applies to his presentation o f  each and every halachah as well 
as o f  the halachah as a whole. Consequently, Twersky 
suggests Maimonides' own discussions o f  the laws o f  Talmud 
Torah as well as his larger conception o f  halachic education as 
a basis for the determination o f aims for Jewish education 
based on halachah.
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According to Maimonides, understanding the conceptual 
depths o f halacha involves a three pronged program o f study 
involving learning on three levels simoultaneously:

a) Mikra - the study o f written Torah for basic understanding 
and erudition;
b) Mishna - the study o f  the oral Torah for a comprehensive 
view o f the law and the basic necessary knowledge for its 
practical implementation;
c) Gemara - the study o f the written and oral Torah in terms o f 
their conceptual depths; this includes Pardes or philosophical 
studies based on metaphysics and theology.

The ultimate goal o f this program o f study would be to 
habituate the student into a practice o f  halacha which is 
informed and inspired by an understanding o f  its spiritual 
depths. The result o f  such practice would be the exalted 
religious experience o f Ahavat Hashem. At the same time, 
Ahavat Hashem drives the student to use his/her deeper 
understanding o f the halachah to worship God on growing 
levels o f  sophistication. The practice o f  the mitzvah is the 
same for all, but the additional spiritual dimension leads to 
greater nuance and highers achievements on the subjective 
level (Avodat HaShem). The ideals o f Ahavat HaShem and 
Avodat HaShem based on deeper conceptual understanding o f 
the halachah is an ongoing and infinite one which can be 
achieved only through continuous practice and study.

Is this o f any use?

4. Greenberg knows about the summer seminar and is ready to 
present his paper. We have not decided or closed down 
anything with the others yet.

Lets continue to be in close contact. I have no sense o f 
your agenda until the summer seminar. When, where, to 
whom, how do you have to present the goals project? How is 
it perceived by the staff and various constituents in the field?
Is it a priority? How is it understood? Misinterpreted? What 
expectations does it produce? Who sees it how? Who are 
resources for us? Perhaps we should start instituting a weekly 
phone call. What do you say?

Danny
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Dear Danny:

I hope all is well with you and your family. As you requested, I passed on your 
query about renting an apartment this summer to Alan's secretary Abby and she is 
handling it.

I have had a chance to discuss your letter on the goals project summer seminar 
with Seymour, Annette and Shmuel. This will be a topic at our meetings with Alan 
Hoffman this week as well. A number o f points emerged from these preliminary 
deliberations which I would like to share with you here:

1. The summer seminar is a launching point for the goals project. Consequently, in 
establishing a content for this seminar, it is important to consider not only the internal 
logical consistency o f the topics to be presented and discussed. In addition, we need 
to consider in advance where the discussion could lead to and if we feel capable o f 
providing an appropriate response. A seminar which excited the participants to the 
point at which they expected the CIJE to bring in a full staff o f consultants into each 
school in their communities for a lengthy goals development effort would not 
necessarily be a success.

It may be more prudent to consider a seminar content which takes into account, as 
was stated in one o f your earlier documents, that the CIJE is prepared to train those 
who would provide goals consultation to teams from schools (eg. lay leader, 
principal, and a Jewish studies curriculum specialist). This kind o f thinking also 
brings us back to the possible role o f the denominational training institutions in the 
goals project as well. We need to consider in advance that the eventual outcome o f 
the discussion which begins at the seminar this summer can be a request for goals 
from the denominations on the part o f local schools.

2. We found it useful to explore the content issue by asking ourselves what the 
participants should come out with at the end o f the seminar? What would be the 
exam they could pass, as it were, if  we were successful? A number o f  points emerged 
as desirable outcomes:

- understanding the serious effort necessary for developing visions for education: the 
complexity, the need for expertise in many areas, the need for disciplined and lengthy 
collaborative effort, the need for precision, coherence and care in articulation, the 
concern for issues o f  feasibility, the difficulties o f  establishing consensus around 
particular values, the difficulties o f  remobilizing an educational institution around 
new goals, etc. etc. (and all this as distinguished from "visioning" in the less serious 
sense);

- understanding the various levels upon which vision can inform practice including 
conceptions o f the educated Jew, a portrait o f  a school, modes o f  planning and 
implementation (eg. the development o f  a culture or learning environment in the 
educational setting, o f syllabus & curricula, o f in-service teacher education, etc.) and 
evaluation;
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- awareness and appreciation o f  various examples o f authentic visions and successful 
vision-driven practices (historical and contemporary, including from the educated Jew 
project);

preliminary implications for Jewish education in lead communities; this relates 
specifically to what we have referred to as the input o f  lay leaders as a "lever" for 
goals development (through their demand for accountability in institutions o f  Jewish 
education).

I hope that we can continue this discussion after we speak with Alan.
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Dear Danny:

I hope all is well with you and your family. As you requested, I passed on your 
query about renting an apartment this summer to Alan's secretary Abby and she is 
handling it.

I have had a chance to discuss your letter on the goals project summer seminar 
with Seymour, Annette and Shmuel. This will be a topic at our meetings with Alan 
Hoffman this week as well. A number o f points emerged from these preliminary 
deliberations which I would like to share with you here:

1. The summer seminar is a launching point for the goals project. Consequently, in 
establishing a content for this seminar, it is important to consider not only the internal 
logical consistency o f the topics to be presented and discussed. In addition, we need 
to consider in advance where the discussion could lead to and if  we feel capable o f 
providing an appropriate response. A seminar which excited the participants to the 
point at which they expected the CIJE to bring in a full staff o f  consultants into each 
school in their communities for a lengthy goals development effort would not 
necessarily be a success.

It may be more prudent to consider a seminar content which takes into account, as 
was stated in one o f your earlier documents, that the CIJE is prepared to train those 
who would provide goals consultation to teams from schools (eg. lay leader, 
principal, and a Jewish studies curriculum specialist). This kind o f thinking also 
brings us back to the possible role o f the denominational training institutions in the 
goals project as well. We need to consider in advance that the eventual outcome o f 
the discussion which begins at the seminar this summer can be a request for goals 
from the denominations on the part o f local schools.

2. W e found it useful to explore the content issue by asking ourselves what the 
participants should come out with at the end o f the seminar? What would be the 
exam they could pass, as it were, if we were successful? A number o f points emerged 
as desirable outcomes:

- understanding the serious effort necessary for developing visions for education, the 
complexity, the need for expertise in many areas, the need for disciplined and lengthy 
collaborative effort, the need for precision, coherence and care in articulation, the 
concern for issues o f  feasibility, the difficulties o f establishing consensus around 
particular values, the difficulties o f  remobilizing an educational institution around 
new goals, etc. etc. (and all this as distinguished from "visioning" in the less serious 
sense);

 understanding the various levels upon which vision can inform practice including ־
conceptions o f the educated Jew, a portrait o f a school, modes o f  planning and 
implementation (eg. the development o f a culture or learning environment in the 
educational setting, o f syllabus & curricula, o f in-service teacher education, etc.) and 
evaluation;
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.?.t jate: Tue, 5 Apr 94 17:50 +0300
Message-id: <05040094175004@HUJIVMS> 
From: <ALANHOF@HUJIVMS>
To: Daniel Pekarsky <danpek@macc.wisc.edu>
Cc: Danny Merom <mandel@hujivms>
Subject: Goals Seminar

We need a more concrete description o f the summer Goals Seminar 
for those who are considering attending. Basically, it should be a 
one page, rough draft o f  a day to day program which, o f course, is 
still a basis for change. It can even be based on your "Summer, 
part 2" e-mail, dated Friday, April 1, from the section which begins 
"Although details . . . "  through " . . .  encourage."

I will be in America from Sunday, staying at the Mayflower. 
Regards,
Talk to you next week 
Alan

Danny,
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I will be in America from Sunday, staying at the Mayflower. 
Regards, 
Talk to you next week 
Alan 
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Wed, 06 Apr 94 20:08:56 +0300

From: "Dan Pekarsky" <PEKARSKY@mail.soemadison.wisc.edu> 

Subject: Misc.

Hi, Danny. I hope you had a good Chag and that things are going 
well with you. A few misc. matters:

1. I'm sending you (in two parts) a draft o f a short piece, some 
form o f which may go to people interested in the Summer Seminar. 
It includes a sketch o f some general ideas for the seminar. I am,
by the way, still interested in getting something from you that 
articulates your own preliminary thoughts concerning how the time 
in Jerusalem should be spent. The sooner you could get something 
to me the better. Thanks.

2. The document speaks o f developing a resource library o f 
materials that deal with issues o f vision and the development o f 
vision. In my recollection, you were going to coordinate the 
development o f this library o f materials and were going to begin 
gathering some. Do I recall this correctly? If  so, have you been 
able to make progress in this arena?

3 . 1 am concerned that I still haven’t seen a revised version o f 
the Twersky piece (in English) and/or a precis o f what his 
principal ideas are. Can you help me with this?

4. Whatever we do with the seminar, I'm pretty confident we'll 
want to use Greenberg. Seymour assured me he'd be available to 
us. This is worth confirming — can you do so?

5. Are Twersky, Brinker, Rosenak, Jonny Cohen available to us? 
This would be very relevant to know.

I look forward to hearing from you.

Daniel
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Wed, 06 Apr 94 20:12:10 +0300 

From: "Dan Pekarsky" <PEKARSKY@mail.soemadison.wisc.edu> 

Subject: summer-partl

Date: 4/01/1994 12:45 pm (Friday)

CIJE’S GOALS PROJECT

WHAT IS THE GOALS PROJECT?

The Goals Project is a multi-pronged effort to catalyze 
vision-drivenness in Jewish educating institutions. A 
vision-driven educating institution is one that is guided by a 
substantive vision o f what it wants to achieve, o f the kinds o f 
human beings it is trying to cultivate. To speak o f a Jewish 
educating institution as vision-driven is to say that it is 
animated by a vision or conception o f the kind o f Jewish human 
being it is trying to cultivate, that is, by a vision o f a 
meaningful Jewish existence. The Goals Project will encourage 
vision-drivenness through efforts to foster an appreciation among 
relevant constituencies o f the importance o f being vision-driven 
and through strategies designed to encourage educating 
institutions to work towards the articulation o f their underlying 
visions and to identify and actualize the educational 
implications o f  these visions.

RATIONALE

To make good educational sense, an institution's decisions 
concerning what curricular goals to pursue, as well as how to 
interpret and prioritize them, need to be anchored in, and 
justified by, a coherent vision o f  what it is trying to bring 
into being. To know what it is about, what it is really after, 
an institution must have a compelling answer to the following 
question: what kind o f  a Jewish person, featuring what
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constellation o f  beliefs, attitudes, skills, commitments, and 
dispositions, should we be cultivating?
An adequate guiding vision does not only offer a laundry-list o f 
such characteristics but also exhibits how they fit together to 
compose a picture o f a meaningful form o f Jewish existence.
Absent such a vision, not only are basic decisions concerning 
curricular goals hard to reasonably make, so too are decisions 
concerning the organization o f the physical and social 
environment, appropriate forms o f pedagogy, the background and 
skills desirable in educators, etc. In addition, the absence o f 
a vision o f  the kind o f human beings one is hoping to cultivate 
deprives an educational institution o f the most important basis 
for evaluating the success o f its efforts.

Given the important role that a vision plays in guiding the 
work o f an educating institution, it is very unfortunate ־ but 
also unfortunately true - that many Jewish educating institutions 
lack the sense o f  direction that grows out o f having a clear and 
compelling vision o f what they want to accomplish. True, 
educating institutions do often seem to have visions o f sorts in 
the form o f mission-statements; but typically, these 
mission-statements are too vague to offer any guidance, not very 
compelling to  the institution's lay and professional leaders, and 
rarely even known in any serious way by the front-line educators.
In the absence o f  compelling visions, many Jewish educating 
institutions evaluate their success by answers to questions like 
the following: Do students continue coming? Do they seem engaged? 
Are they non-disruptive? These are, o f course, vital matters, 
but they do not offer a sufficient basis for determining or 
evaluating educational practice.

The guiding principle o f the Goals Project is that enhancing 
the effectiveness o f Jewish education in America will depend 
substantially on whether educating institutions can become 
significantly more vision-driven than most now are. This 
principle can be defended on theoretical grounds, but not only on 
such grounds. There is ample empirically grounded literature 
from general education that identifies the presence o f a 
substantive guiding vision as indispensable to an educating 
institution's success.

The contention that vision is indispensable is, o f course, 
not intended to suggest the desirability o f any particular 
vision. It is intended to suggest that it is important for each 
educating institution to identify or refine the vision
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appropriate to it and to look for ways to embody, or to better 
embody, this vision in its everyday workings. It is this effort 
that the Goals Project hopes to encourage.

THE ROAD LESS TRAVELLED

The Goals Project does not assume that it is easy for an 
educating institution to become vision-driven. In fact, the 
opposite is the case. For an institution to develop a vision 
that is not only shared but also genuinely compelling to the key 
stakeholders is itself a very significant and difficult. But as 
important as it is to achieve a vision that captures the 
imagination o f critical stakeholders, it is but one step in the 
process o f becoming vision-driven, and there is hard work ahead 
One reason for this is that there is no formula that takes one 
from a vision o f the kind o f human beings or community one is 
hoping to bring into being to a picture o f the educational 
environment that will correspond to and support this vision. 
Various understandings (concerning, for example, teaching, 
learning, human nature, human growth, the power o f the social 
environment, and the characteristics o f the parent and student 
community) enter into the effort to trace out the vision's 
educational implications and to understand how they might be 
embodied in practice.

In other words, the development o f a vision that is 
compelling to the relevant stakeholders and whose educational 
implications have been worked out is a labor-intensive, 
intellectually and Jewishly demanding activity. It requires 
careful thinking, ingenuity, soul-searching, study, and a measure 
o f  negotiation among the participants. It is also true that 
there are no guarantees o f success; but the potential rewards for 
the participants in the process, both as individuals and as 
representatives o f  their institutions, can be very significant.
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THE GOALS PROJECT’S AGENDA

The Goals Project will be spearheading a number o f efforts 
to encourage vision-drivenness in Jewish education.

A library o f  educational resources. The Goals Project has 
begun a process o f  gathering materials, both theoretical and 
practical, that speak to the importance o f vision and its 
relationship to educational goals and practice, as well as to the 
process o f becoming vision-driven. This library o f materials 
will be made available to communities and educating institutions 
that are interested in fostering vision-drivenness.

A Summer Seminar in Jerusalem. The Summer Seminar will 
bring to Israel lay and professional leaders in Jewish education, 
primarily but not exclusively from Lead Communities, for an 
intensive period o f  study and planning. The seminar is designed 
to foster in participants an appreciation for the critical role 
that vision plays in Jewish education and to think through 
various issues that must be addressed if Jewish educating 
institutions, in general and in their local communities, are to 
become more vision-driven than they typically are. The seminar 
is designed with the expectation that on their return from the 
seminar, participants will collaborate with CIJE in its efforts 
to encourage work in this arena in their home-communities.

Although details o f the Summer Seminar are still being 
worked out, the following elements will be included:

1. Opportunities to develop an understanding o f the ways in 
which having a vision can contribute to the design and 
effectiveness o f an educating institution, as well as a chance to 
look at empirical studies that suggest the power o f vision.

2. A chance to read articles by and to meet with some 
exceptionally thoughtful individuals who have long pondered the 
question o f what is an educated Jew, o f what Jewish education 
should be educating towards. Encountering and wrestling with the

visions propounded by these individuals is designed not only to 
clarify for participants what it means to have a vision o f a 
meaningful Jewish existence, but also to encourage them to 
develop or refine their own visions.
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3. A chance to think through the educational implications o f 
one or more o f the visions encountered in the seminar: what 
implications does a given vision have for the determination and 
interpretation o f educational priorities, as well as for such 
matters as the design o f the educational setting, the training o f 
educators, and so forth? The road from vision to education 
design is by no means an easy one, and the seminar will try to 
illuminate the kinds o f  knowledge that are necessary to make this 
journey, as well as significant challenges that need to be 
addressed along the way.

4. A chance to wrestle with the
difficult question: how stimulate the relevant stake-holders o f 
an educating institution to work towards being vision-driven? How 
approach the task o f developing a compelling and widely shared 
vision?

5. A chance to visit, via literature, via film, and/or via 
direct encounter, educating institutions that are vision-driven 
and to see the way the vision functions to given coherence and 
direction to their efforts.

6. A chance to develop concrete, practical strategies for 
engaging local educating institutions in the process o f becoming 
more vision-driven.

Local seminars in Lead Communities (and beyond). CIJE will 
sponsor a series o f  seminars in each Lead Community next year for 
the representatives o f  local educating institutions. To 
participate an institution will need to agree to come to all o f 
the sessions and to have in attendance the key stakeholders from 
its professional and educational leadership (typically, the 
Rabbi, the educational director, the Chairperson o f the Board o f 
Education, and a teacher). The seminars are designed to encourage 
local educating institutions to begin the process o f becoming, or 
becoming more, vision-driven. It is the responsibility o f the 
community's lay and professional leadership to develop the 
clientele for these seminars
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CONCLUDING COMMENTS

CIJE does not believe that becoming vision-driven is easy 
that it is sufficient to remedy the ills o f Jewish educating 
institutions. But it is convinced that it is indispensable to 
success, and it welcomes your participation in the effort to 
encourage more careful attention to "the vision thing" among 
educating institutions in Lead Communities and elsewhere.
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ate: Tue, 5 Apr 94 17:50+0300
Message-id: <05040094175004@HUJIVMS>
From: <ALANHOF@HUJIVMS>
To: Daniel Pekarsky <danpek@macc.wisc.edu>
Cc: Danny Merom <mandel@hujivms>
Subject: Goals Seminar

Danny,

We need a more concrete description o f the summer Goals Seminar 
for those who are considering attending. Basically, it should be a 
one page, rough draft o f a day to day program which, o f course, is 
still a basis for change. It can even be based on your "Summer, 
part 2" e-mail, dated Friday, April 1, from the section which begins 
"Although details . . . "  through " . . .  encourage."

I will be in America from Sunday, staying at the Mayflower. 
Regards,
Talk to you next week 
Alan
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Wed, 06 Apr 94 20:08:56 +0300

From: "Dan Pekarsky" <PEKARSKY@mail.soemadison.wisc.edu> 

Subject: Misc.

Hi, Danny. I hope you had a good Chag and that things are going 
well with you. A few misc. matters:

1. I'm sending you (in two parts) a draft o f a short piece, some 
form o f which may go to people interested in the Summer Seminar. 
It includes a sketch o f some general ideas for the seminar. I am,
by the way, still interested in getting something from you that 
articulates your own preliminary thoughts concerning how the time 
in Jerusalem should be spent. The sooner you could get something 
to me the better. Thanks.

2. The document speaks o f developing a resource library o f 
materials that deal with issues o f vision and the development o f 
vision. In my recollection, you were going to coordinate the 
development o f this library o f materials and were going to begin 
gathering some. Do I recall this correctly? If  so, have you been 
able to make progress in this arena?

3 . 1 am concerned that I still haven't seen a revised version o f 
the Twersky piece (in English) and/or a precis o f what his 
principal ideas are. Can you help me with this?

4. Whatever we do with the seminar, I'm pretty confident we'll 
want to use Greenberg. Seymour assured me he'd be available to 
us. This is worth confirming — can you do so?

5. Are Twersky, Brinker, Rosenak, Jonny Cohen available to us? 
This would be very relevant to know.

I look forward to hearing from you.

Daniel
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Wed, 06 Apr 94 20:12:10 +0300 

From: "Dan Pekarsky" <PEKARSKY@mail.soemadison.wisc.edu> 

Subject: summer-partl

Date: 4/01/1994 12:45 pm (Friday)

CIJE*S GOALS PROJECT

WHAT IS THE GOALS PROJECT*7

The Goals Project is a multi-pronged effort to catalyze 
vision-drivenness in Jewish educating institutions. A 
vision-driven educating institution is one that is guided by a 
substantive vision o f  what it wants to achieve, o f the kinds o f 
human beings it is trying to cultivate. To speak o f a Jewish 
educating institution as vision-driven is to say that it is 
animated by a vision or conception o f the kind o f Jewish human 
being it is trying to cultivate, that is, by a vision o f a 
meaningful Jewish existence. The Goals Project will encourage 
vision-drivenness through efforts to foster an appreciation among 
relevant constituencies o f the importance o f being vision-driven 
and through strategies designed to encourage educating 
institutions to work towards the articulation o f their underlying 
visions and to identify and actualize the educational 
implications o f these visions.

RATIONALE

To make good educational sense, an institution's decisions 
concerning what curricular goals to pursue, as well as how to 
interpret and prioritize them, need to be anchored in, and 
justified by, a coherent vision o f  what it is trying to bring 
into being. To know what it is about, what it is really after, 
an institution must have a compelling answer to the following 
question: what kind o f  a Jewish person, featuring what
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constellation o f beliefs, attitudes, skills, commitments, and 
dispositions, should we be cultivating?
An adequate guiding vision does not only offer a laundry-list o f 
such characteristics but also exhibits how they fit together to 
compose a picture o f a meaningful form o f Jewish existence.
Absent such a vision, not only are basic decisions concerning 
curricular goals hard to reasonably make, so too are decisions 
concerning the organization o f  the physical and social 
environment, appropriate forms o f  pedagogy, the background and 
skills desirable in educators, etc. In addition, the absence o f 
a vision o f the kind o f  human beings one is hoping to cultivate 
deprives an educational institution o f the most important basis 
for evaluating the success o f its efforts.

Given the important role that a vision plays in guiding the 
work o f an educating institution, it is very unfortunate - but 
also unfortunately true - that many Jewish educating institutions 
lack the sense o f direction that grows out o f having a clear and 
compelling vision o f what they want to accomplish. True, 
educating institutions do often seem to have visions o f sorts in 
the form o f mission-statements; but typically, these 
mission-statements are too vague to offer any guidance, not very 
compelling to the institution's lay and professional leaders, and 
rarely even known in any serious way by the front-line educators.
In the absence o f compelling visions, many Jewish educating 
institutions evaluate their success by answers to questions like 
the following: Do students continue coming? Do they seem engaged? 
Are they non-disruptive? These are, o f course, vital matters, 
but they do not offer a sufficient basis for determining or 
evaluating educational practice.

The guiding principle o f the Goals Project is that enhancing 
the effectiveness o f  Jewish education in America will depend 
substantially on whether educating institutions can become 
significantly more vision-driven than most now are. This 
principle can be defended on theoretical grounds, but not only on 
such grounds. There is ample empirically grounded literature 
from general education that identifies the presence o f a 
substantive guiding vision as indispensable to an educating 
institution's success.

The contention that vision is indispensable is, o f  course, 
not intended to suggest the desirability o f  any particular 
vision. It is intended to suggest that it is important for each 
educating institution to  identify or refine the vision
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appropriate to it and to look for ways to embody, or to better 
embody, this vision in its everyday workings. It is this effort 
that the Goals Project hopes to encourage.

THE ROAD LESS TRAVELLF.D

The Goals Project does not assume that it is easy for an 
educating institution to become vision-driven. In fact, the 
opposite is the case. For an institution to develop a vision 
that is not only shared but also genuinely compelling to the key 
stakeholders is itself a very significant and difficult. But as 
important as it is to achieve a vision that captures the 
imagination o f  critical stakeholders, it is but one step in the 
process o f becoming vision-driven, and there is hard work ahead 
One reason for this is that there is no formula that takes one 
from a vision o f  the kind o f human beings or community one is 
hoping to bring into being to a picture o f the educational 
environment that will correspond to and support this vision. 
Various understandings (concerning, for example, teaching, 
learning, human nature, human growth, the power o f the social 
environment, and the characteristics o f the parent and student 
community) enter into the effort to trace out the vision's 
educational implications and to understand how they might be 
embodied in practice.

In other words, the development o f a vision that is 
compelling to the relevant stakeholders and whose educational 
implications have been worked out is a labor-intensive, 
intellectually and Jewishly demanding activity. It requires 
careful thinking, ingenuity, soul-searching, study, and a measure 
o f  negotiation among the participants. It is also true that 
there are no guarantees o f success; but the potential rewards for 
the participants in the process, both as individuals and as 
representatives o f their institutions, can be very significant.
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THE GOALS PROJECT’S AGENDA

The Goals Project will be spearheading a number o f  efforts 
to encourage vision-drivenness in Jewish education.

A library o f educational resources. The Goals Project has 
begun a process o f gathering materials, both theoretical and 
practical, that speak to the importance o f vision and its 
relationship to educational goals and practice, as well as to the 
process o f becoming vision-driven. This library o f materials 
will be made available to communities and educating institutions 
that are interested in fostering vision-drivenness.

A Summer Seminar in Jerusalem. The Summer Seminar will 
bring to Israel lay and professional leaders in Jewish education, 
primarily but not exclusively from Lead Communities, for an 
intensive period o f study and planning. The seminar is designed 
to foster in participants an appreciation for the critical role 
that vision plays in Jewish education and to think through 
various issues that must be addressed if Jewish educating 
institutions, in general and in their local communities, are to 
become more vision-driven than they typically are. The seminar 
is designed with the expectation that on their return from the 
seminar, participants will collaborate with CIJE in its efforts 
to encourage work in this arena in their home-communities.

Although details o f the Summer Seminar are still being 
worked out, the following elements will be included:

1. Opportunities to develop an understanding o f the ways in 
which having a vision can contribute to the design and 
effectiveness o f an educating institution, as well as a chance to 
look at empirical studies that suggest the power o f vision.

2. A chance to read articles by and to meet with some 
exceptionally thoughtful individuals who have long pondered the 
question o f what is an educated Jew, o f what Jewish education 
should be educating towards. Encountering and wrestling with the

visions propounded by these individuals is designed not only to 
clarify for participants what it means to have a vision o f  a 
meaningful Jewish existence, but also to encourage them to 
develop or refine their own visions.
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3. A chance to think through the educational implications o f 
one or more o f  the visions encountered in the seminar: what 
implications does a given vision have for the determination and 
interpretation o f educational priorities, as well as for such 
matters as the design o f  the educational setting, the training o f 
educators, and so forth? The road from vision to education 
design is by no means an easy one, and the seminar will try to 
illuminate the kinds o f  knowledge that are necessary to make this 
journey, as well as significant challenges that need to be 
addressed along the way.

4. A chance to wrestle with the
difficult question: how stimulate the relevant stake-holders o f 
an educating institution to work towards being vision-driven? How 
approach the task o f developing a compelling and widely shared 
vision?

5. A chance to  visit, via literature, via film, and/or via 
direct encounter, educating institutions that are vision-driven 
and to see the way the vision functions to given coherence and 
direction to their efforts.

6. A chance to develop concrete, practical strategies for 
engaging local educating institutions in the process o f becoming 
more vision-driven.

Local seminars in Lead Communities (and beyond). CUE will 
sponsor a series o f  seminars in each Lead Community next year for 
the representatives o f  local educating institutions. To 
participate an institution will need to agree to come to all o f 
the sessions and to have in attendance the key stakeholders from 
its professional and educational leadership (typically, the 
Rabbi, the educational director, the Chairperson o f the Board o f 
Education, and a teacher). The seminars are designed to encourage 
local educating institutions to begin the process o f becoming, or 
becoming more, vision-driven. It is the responsibility o f the 
community's lay and professional leadership to develop the 
clientele for these seminars
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CONCLUDING COMMENTS

CIJE does not believe that becoming vision-driven is easy 
that it is sufficient to remedy the ills o f  Jewish educating 
institutions. But it is convinced that it is indispensable to 
success, and it welcomes your participation in the effort to 
encourage more careful attention to "the vision thing" among 
educating institutions in Lead Communities and elsewhere.

CONCLUDING COMMENTS 

CIJE does not believe that becoming vision-driven is easy or 
that it is sufficient to remedy the ills ofJewish educating 
institutions. But it is convinced that it is indispensable to 
success, and it welcomes your participation in the effort to 
encourage more careful attention to "the vision thing" among 
educating institutions in Lead Communities and elsewhere. 



From: "Dan Pekarsky"
Reply-To: PEKARSKY 
To: ALANHOF
Date: Fri, 01 Apr 1994 12:48:00 -600 
Subject: Summer-part2

Date: 4/01/1994 12:46 pm (Friday)
Subject: Summer-part2

THE GOALS PROJECT'S AGENDA

The Goals Project will be spearheading a number o f efforts to encourage 
vision-drivenness in Jewish education.

A library o f educational resources. The Goals Project has begun a process o f 
gathering materials, both theoretical and practical, that speak to the importance o f vision and 
its relationship to educational goals and practice, as well as to the process of becoming 
vision-driven. This library of materials will be made available to communities and educating 
institutions that are interested in fostering vision-drivenness.

A Summer Seminar in Jerusalem. The Summer Seminar will bring to Israel lay and 
professional leaders in Jewish education, primarily but not exclusively from Lead 
Communities, for an intensive period o f study and planning. The seminar is designed 
to foster in participants an appreciation for the critical role that vision plays in Jewish 
education and to think through various issues that must be addressed if  Jewish educating 
institutions, in general and in their local communities, are to become more vision-driven than 
they typically are. The seminar is designed with the expectation that on their return from the 
seminar, participants will collaborate with CIJE in its efforts to encourage work in this arena 
in their home-communities.

Although details of the Summer Seminar are still being worked out, the following 
elements will be included:

1. Opportunities to develop an understanding o f the ways in which having a vision can 
contribute to the design and effectiveness o f an educating institution, as well as a chance to 
look at empirical studies that suggest the power o f vision.

2. A chance to read articles by and to meet with some exceptionally thoughtful 
individuals who have long pondered the question o f what is an educated Jew, o f what Jewish 
education should be educating towards. Encountering and wrestling with the visions 
propounded by these individuals is designed not only to clarify for participants what it means 
to have a vision o f a meaningful Jewish existence, but also to encourage them to
develop or refine their own visions.

3. A chance to think through the educational implications o f one or more o f the
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institutions lack the sense o f direction that grows out o f having a clear and 
compelling vision o f what they want to accomplish. True,educating institutions do often seem 
to have visions o f sorts in the form o f mission-statements; but typically, these 
mission-statements are too vague to offer any guidance, not very compelling to the 
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become significantly more vision-driven than most now are. This principle can be defended 
on theoretical grounds, but not only on such grounds. There is ample empirically grounded 
literature from general education that identifies the presence o f a substantive guiding vision as 
indispensable to an educating institution's success.
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vision-driven, and there is hard work ahead. One reason for this is that there is no formula 
that takes one from a vision o f the kind of human beings or community one is 
hoping to bring into being to a picture o f the educational environment that will correspond to 
and support this vision. Various understandings (concerning, for example, teaching, 
learning, human nature, human growth, the power o f the social environment, and the 
characteristics of the parent and student community) enter into the effort to trace out the 
vision's educational implications and to understand how they might be 
embodied in practice.

In other words, the development o f a vision that is compelling to the relevant 
stakeholders and whose educational implications have been worked out is a labor-intensive, 
intellectually and Jewishly demanding activity. It requires careful thinking, ingenuity, 
soul-searching, study, and a measure o f negotiation among the participants. It is also true that 
there are no guarantees o f success; but the potential rewards for the participants in the 
process, both as individuals and as representatives o f their institutions, can be very significant.
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CUE'S GOALS PROJECT 

WHAT IS THE GOALS PROJECT?

The Goals Project is a multi-pronged effort to catalyze vision-drivenness in Jewish 
educating institutions. A vision-driven educating institution is one that is guided by a 
substantive vision o f what it wants to achieve, of the kinds o f human beings it is trying to 
cultivate. To speak o f a Jewish educating institution as vision-driven is to say that it is 
animated by a vision or conception o f the kind o f Jewish human being it is trying to cultivate, 
that is, by a vision of a meaningful Jewish existence. The Goals Project will encourage 
vision-drivenness through efforts to foster an appreciation among relevant constituencies of 
the importance of being vision-driven and through strategies designed to encourage educating 
institutions to work towards the articulation o f their underlying visions and to identify and 
actualize the educational implications o f these visions.

RATIONALE

To make good educational sense, an institution's decisions concerning what curricular 
goals to pursue, as well as how to interpret and prioritize them, need to be anchored in, and 
justified by, a coherent vision of what it is trying to bring into being. To know what it is 
about, what it is really after, an institution must have a compelling answer to the following 
question: what kind o f a Jewish person, featuring what constellation o f beliefs, attitudes, 
skills, commitments, and dispositions, should we be cultivating? An adequate guiding vision 
does not only offer a laundry-list o f such characteristics but also exhibits how they fit together 
to compose a picture o f a meaningful form o f Jewish existence. Absent such a vision, not 
only are basic decisions concerning curricular goals hard to reasonably make, so too are 
decisions concerning the organization o f the physical and social environment, appropriate 
forms o f pedagogy, the background and skills desirable in educators, etc. In addition, the 
absence o f a vision of the kind o f human beings one is hoping to cultivate 
deprives an educational institution o f the most important basis for evaluating the success o f its 
efforts.

Given the important role that a vision plays in guiding the work of an educating 
institution, it is very unfortunate - but also unfortunately true - that many Jewish educating
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visions encountered in the seminar: what implications does a given vision have for the 
determination and interpretation o f educational priorities, as well as for such 
matters as the design o f the educational setting, the training o f educators, and so forth? The 
road from vision to education design is by no means an easy one, and the seminar will try to 
illuminate the kinds o f knowledge that are necessary to make this journey, as well as 
significant challenges that need to be addressed along the way.

4. A chance to wrestle with the difficult question: how stimulate the relevant 
stake-holders o f an educating institution to work towards being vision-driven? How approach 
the task o f developing a compelling and widely shared vision?

5. A chance to visit, via literature, via film, and/or via direct encounter, educating 
institutions that are vision-driven and to see the way the vision functions to given coherence 
and direction to their efforts.

6. A chance to develop concrete, practical strategies for engaging local educating 
institutions in the process o f becoming more vision-driven.

Local seminars in Lead Communities (and beyond). CIJE will sponsor a series of seminars 
in each Lead Community next year for the representatives o f local educating institutions. To 
participate an institution will need to agree to come to all o f the sessions and to have in 
attendance the key stakeholders from its professional and educational leadership (typically, the 
Rabbi, the educational director, the Chairperson o f the Board o f Education, and a teacher).
The seminars are designed to encourage local educating institutions to begin the process of 
becoming, or becoming more, vision-driven. It is the responsibility o f the 
community's lay and professional leadership to develop the clientele for these seminars.

CONCLUDING COMMENTS

CIJE does not believe that becoming vision-driven is easy or that it is sufficient to 
remedy the ills o f Jewish educating institutions. But it is convinced that it is indispensable to 
success, and it welcomes your participation in the effort to encourage more careful attention 
to "the vision thing" among educating institutions in Lead Communities and elsewhere.
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Date: 14 Mar 94 21:44:00 EST
From: "Alan D. Hoffmann" <73321.1220@CompuServe.COM> 
To: Abby Pitkowsky <ABBY@vms.huji.ac.il>
Cc: Gail Dorph <73321.12170CompuServe.COM>,

Ellen Goldring 
<GOLDRIEB@ctrvax.vanderbilt.edu>,

Alan Hoffmann <73321.122O0CompuServe.COM>, 
Barry Holtz <73321.1221@CompuServe.COM>, 
Virginia Levi <73321.1223@C0mpuServe.COM>, 
Danny Merom <mandel@vms.huji.ac.il>,
Daniel Pekarsky 

<PEKARSKY@mail.soemadison.wisc.edu>

Subject: Goals Seminar in July

Abby,

From my point of view and that of all the people who 
are copied on this message, YOU are the point person 
for this seminar in Israel. I will respond to your 
questions in capitals in the text itself.

alan

-------- Forwarded Message -------------

Subject: +Postage Due+goals seminar
Date: 13-Mar-94 at 09:14
From: INTERNET:MANDELQvms.huj i.ac.il,
INTERNET :MANDEIj0vms . huj i . ac. il

To: Alan D. Hoffmann,73321.1220
73321,1220 

Cc: abby@hujivms 
Subject: goals seminar

Hi Alan,

Caroline and I are working on making arrangements for 
the Goals Seminar this July. We have some 
information, and want to share it with you, and 
receive some feedback.

Regarding sleeping arrangements, we have already 
reserved 20 rooms at Mishkenot Sh'ananim 
(approximately $100). There is also the possibility 
of the Hyatt. We have not placed a reservation yet as 
we will be obligated to pay for any cancellation. It
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is very important that you know that the reservations 
at these places can only be held for two more ve to 
move on that.

ABBY AND ALL THE GANG:
THIS IS GREAT NEWS AND WE SHOULD HOLD ON TO THE 20 
ROOMS AT MISHKENOT AND DECIDE NOW THAT WE ARE GOING 
TO USE MISHKENOT. GINNY SHOULD INFORM RUTH, CHAIM AND 
LAUREN EXACTLY WHAT THIS MESSAGE SAYS AND GIVE THEM 
TWO WEEKS TO SEND ABBY THEIR SPECIAL REQUESTS.

Concerning the Laromme, they are full at the 
business rate, and can only give us rooms at full 
price, which is $168 for a single, instead of the 
business rate, which is $100 (this ratewill change).

KEEP TALKING TO THE LAROMME ־ WE MAY NEED EXTRA ROOMS 
LATER ON AS MORE PEOPLE REGISTER. BUT UNDER NO
CIRCUMSTANCES GIVE UP ROOMS AT MISHKENOT.

In answer to your question about availability of 
rooms at Mishkenot the week before and after the 
Seminar for those who may wish to extend their stay; 
the week before the Seminar,there is only a section 
that is available, and the week after, there is full 
availability. Again, we need to know about these as 
soons as possible in order to secure reservations.

GINNY ־ PLEASE MAKE SURE THAT OUR THREE MAIN CONTACT 
PEOPLE KNOW ABOUT MISHKENOT'S CONSTRAINTS.
ABBY - PLEASE FAX TO GINNY A DETAILED DESCRIPTION OF
MISHKENOT WHICH YOU CAN GET FROM THEM WHICH EXPLAINS 
WHAT THERE IS THERE AND GIVES A HYPE ABOUT THE PLACE.

As far as the meeting rooms, there are several 
options. If .we stay at Mishkenot, we may use one of 
their meeting rooms that is located right outside the 
complex, and it is possible to have meals there as 
well.

TAKE ALL THE MISHKENOT SPACE FOR NOW UNTIL I RETURN 
AND WE CAN TALK ABOUT THE SEMINAR.

If we stay at the Hyatt, we may have the option of 
using a meeting room at Beit Meiersdorf or using the 
meeting room at the Hyatt. Caroline spoke today with 
Alegra at Melton, who will get back to us regarding
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the possibilities of an available meeting room at 
Beit Meiersdorf. Alegra also spoke to us about 
having our meals at the dining room of Meiersdorf.

All the rooms at the Beit Sefer L'Manhigut are 
occupied during this time, and Amiti Yerushalayim 
only has a room large enough for 14 people. Also, 
Caroline is checking at Binyanei Ha-ooma; they have 
new facilities which Caroline feels is worth 
checking.

Caroline has the Master List from the Board Meeting 
this past June, and will begin to update and adjust 
it for our needs.

I WANT TO SEE A MASTER DO-LIST FOR THE SEMINAR NEXT 
SUNDAY WHEN I COME INTO THE OFFICE WITH A DO-BY WITH 
DATES ATTACHED TO EVERY ITEM.

We need to have some more details to make the work on 
our side smoother.

1. Who has invited the participants for the seminar? 
(Assuming they have already been invited)

EACH COMMUNITY.TOGETHER WITH US IS WORKING ON THE 
INVITEES. ALAN IS TALKING TO MORE COMMUNITIES ־ E.G. 
BOSTON, PALM BEACH, CLEVELAND ETC.

2. What is the ir deadline for RSVP?

WE DON'T HAVE ONE

3. Who is participating exactly? Do we know how many 
couples do we have?

AT LEAST TWO COUPLES FROM MILWAUKEE OUT OF 6-8 
MILWAUKEE PARTICIPANTS. ALL THE REST IS FUZZY

4. Do you think we will have answers to all these 
questions within two weeks?

NO.

5 . Pekarsky told Danny he wanted an apartment for 
the month of July for he and his family in Talpiot or 
German colony neighborhood. Do you have any 
suggestions to. whom we can turn to regarding this?

SPEAK TO HIS FRIENDS THE BANS (DR. RONNIE) AND TO VIC 
HOFFMAN OF HINDA AND VIC.

ALAN

the possibilities of an available meeting room at 
Beit Meiersdorf . Alegra also spoke to us about 
havi ng our meal s at t he dini ng room of Meiersdorf. 

All the rooms at the Beit Sefer L' Manhigut are 
occupied during this time , and Arniti Yerushalayi m 
only has a room large enough for 14 people . Also, 
Caroline is checking at Binyanei Ha-ooma; they have 
new facilities which Caroline feels is worth 
checking . 

Caroline has the Master List from the Board Meeting 
this past June, and will begin to update and adjust 
it for our needs . 

I WANT TO SEE A MASTER DO-LIST FOR THE SEMINAR NEXT 
SUNDAY WHEN I COME INTO THE OFFICE WITH A DO-BY WITH 
DATES ATTACHED TO EVERY ITEM . 

We need to have some more details to make the work on 
our side smoother . 

1 . Who has invited the participants for the seminar? 
(Assuming they have already been invited) 

EACH COMMUNITY,TOGETHER WITH US IS WORKING ON THE 
INVITEES. ALAN IS TALKING TO MORE COMMUNITIES - E . G. 
BOSTON , PALM BEACH , CLEVELAND ETC. 

2 . What is their deadline for RSVP? 

WE DON'T HAVE ONE 

3. Who is participating exactly? Do we know how many 
couples do we have? 

AT LEAST TWO COUPLES FROM MILWAUKEE OUT OF 6-8 
MILWAUKEE PARTICIPANTS . ALL THE REST IS FUZZY 

4 . Do you think we will have answers to all these 
questions wi thin two weeks? 

NO. 

5 . Pekarsky told Danny he wanted an apartment for 
the month of July for he and his family in Talpiot or 
German colony neighborhood . Do you have any 
suggestions to, whom we can turn to regarding this? 

SPEAK TO HIS FRIENDS THE BANS (DR . RONNIE) AND TO VIC 
HOFFMAN OF HINDA AND VIC . 

ALAN 



P A G E .00!TO CIJEISRflEL
MAR 21 17:17 34׳

Council for Initiatives

in

Jewish Education

No. of Pages (inci. cover): // 
From: y  rZ-t/!

Phone Number 2 1 6 —391—1852

Fax Number: 2 1 6 -3 9 1  - 5 4 3 0

Time s e n t
3/

Date sen t / > /׳  

To: ft'OH-
Organization:

Phone Number:

Fax Number

Comments:

F

A

X

C

o

V

E

R

S

H

T

F 

A 

X 

C 

0 

" 
E 

R 

s 

H 

E 

-
T 

MP.R 2 1 '94 17: 17 

Organization; 

Phooe Number. 

FaxNumber. 

Comments: . 

TO C ! J E ISRAEL 

Council for Initiatives 

1n 

Jewish Education 

lime sent No. of Pages (incl. cover): // 

From: ;;,.; tV 7 ~ I 

Fhone Num~r. 216-391-1652 

Fax Number. 216-391-543:l 

PAGE. 00: 

: 



10 CIJE I SRAE L P R G E .002

CIJE LEAD COMMUNITIES SEMINAR - ATLANTA 

March 8-9, 1994 

March 21, 1994

Janice Alper, Lauren Azoulai, Chaim Botwinick,
Steve Chervin, Ruth Cohen, Gail Dorph, Jane Gellman, 
Ellen Goldring, Roberta Goodman, Stephen Hoffman,
Alan Hoffmann, Barry Holtz, Virginia Levi, Daniel 
Fekarsky, William Robinson, Ina Regosin, David Sarnat, 
William Schatten, Arnold Sidman, Louise Stein, Julie 
Taroraivaara

Isa Aron, Shirley Brickman, Carol Ingall, Stuart Seltzer

Genine Fidler, Seymour Fox, Darrell Friedman, Annette 
Hochstein, Morton L. Mandel, Rick Meyer, Ilene 
Vogelstein, Henry L. Zucker

MINUTES;

DATE OF MEETING: 

DATE MINUTES ISSUED: 

PRESENT:

GUESTS: 

COPY TO:

Prior to the first formal session of the meeting, the group heard an 
informative and entertaining introduction to Jewish Atlanta by Shirley 
Brickman, chair of "Creating Community," a project of Atlanta's Jewish 
Heritage Center.

I. Introductory Remarks

Alan Hoffmann opened the meeting, thanking the Atlanta Jewish Federation 
for its hospitality in hosting this meeting. He welcomed especially the 
following people, who were attending their first Lead Communities 
Seminar: Steve Chervin, Ina Regosin, Bill Robinson, and Arnie Sidman.
He expressed the apologies of Genine Fidler and Ilene Vogelstein of 
Baltimore, neither of whom was able to attend.

II. Visions for Jewish Education: The Goals Project

Jane Gelman and Louise Stein of Milwaukee served as chairs of the 
session. Louise opened the session, noting that Milwaukee has 
approached the Lead Community project with a belief that the setting of 
goals is an intrinsic part of systemic change. They consider it Che 
third building block, along with personnel and community mobilization. 
Louise noted that one of the best gifts we could provide a community is 
the empowerment to move forward with a focus. She then introduced
Daniel Pekarsky to make a presentation on vision and goals.

Daniel noted that the goals project captures a vitally important 
dimension of the work of CIJE. In order for an educational institution 
to be effective, it needs a driving conception of what it is trying to 
accomplish. For a Jewish educational institution, its vision would be a 
conception of a meaningful Jewish existence which would animate that 
institution. A clear vision is indispensable to a thriving institution. 
The purpose of the goals project is to create a culture that appreciates 
vision and that will catalyze efforts to establish vision driven 
institutions.
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approached the Lead Community project with a belief that the setting of 
goals is an intrinsic part of systemic change. They ~onsider it the 
third building block, along with personnel and community mobilization. 
Louise noted that one of the best gifts we could provide a community is 
the empowerment to move forward with a focus. She then introduced 
Daniel Pekarsky to make a presentation on vision and goals. 

Daniel noted that the goals project captures a vitally important 
dimension of the work of CIJE. In order for an educational institution 
to be effective, it needs a driving conception of what it is trying to 
accomplish. For a Jewish educational institution, its vision would be a 
conception of a meaningful Jewish existence which would animate that 
institution. A clear vision is indispensable to a thriving institution. 
The purpose of the goals project is to create a culture that appreciates 
vision and thac will catalyze efforts to establish vision driven 
institutions. 
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When it is clear what an institution is trying to accomplish, it becomes 
relatively easy to determine the curriculum and the skills and attitudes 
necessary to implement that curriculum. A vision provides the 
foundation for decisionmaking within an institution. Educational goals 
should be anchored in an underlying vision. A vision provides the 
institution with a basis for determining reasonable goals.

In addition to helping with decisionmaking, a clear vision and 
accompanying set of goals provide a basis for effective assessment of a 
program. An institutional vision can help to energize the institution 
as people who participate have a sense of what they are about and a
belief in its importance.

Daniel used the example of the role of "kitchens" in various kinds of
educational institutions to illustrate the impact of vision. He noted
that the underlying vision determines whether the kitchen is 
significant, to whom it is significant, the role of the teacher in its 
utilization, and whether a school has been successful in using the 
kitchen as its vision suggests that it should.

Turning to Jewish education, and especially the congregational school, 
it was noted that typically there is no clear vision. There are 
sometimes mission statements, but if they are even shared with the staff 
they are usually vague and offer little guidance. In practice the 
curriculum, teacher training, and selection of personnel show 
programmatic incoherence. Practice is more often guided by a desire to 
keep the students engaged and under control.

The following steps might be taken in order to help an educational 
institution become vision driven.

A. Convince the institution that it needs to be vision driven.

B. Work on an institution-wide basis to develop a guiding vision. The 
central players must believe in it. It must be compelling and 
energizing,

C. Work together to translate the vision into educational terms.

D. Find the right personnel to carry out the vision.

It was noted that this is not an easy task. It requires time and 
commitment. It is particularly difficult in a congregational setting to 
develop a clear vision, because the more definite it is, the more likely 
it is to leave some people out.

The goals project proposed by CIJE is intended to foster appreciation 
for the importance of developing an animating vision among the 
leadership of communities and institutions and to catalyze efforts to do 
so. It will bring community leaders together to encourage the 
development of institutional visions and goals,

CIJE is now in the process of developing a library of materials relating 
to vision and goals. It will include materials which focus on theory 
and strategies and will provide examples of vision driven institutions.
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The proposed summer seminar is intended to foster an appreciation of the 
concept of vision driven institutions among lay and professional 
leadership. In addition to deepening the appreciation of the role of 
vision among participants, it will provide them with opportunities to 
encounter examples, to look at obstacles and challenges to transforming 
vision to meaningful practice, and to plan together.

It is intended 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 institutions in each community. Conditions of participation 
will include an agreement to attend regularly and to send a core of 
people from a particular institution who can take the ideas back and 
work on their implementation. Based on participation in these seminars, 
CIJE may decide to propose the establishment of a consortium of vision 
driven institutions.

In the discussion that followed it was agreed that there are many steps 
that can be taken toward the upgrading of personnel while work on 
institutional visions is under way. Work should continue on a personnel 
action plan and on the first stages of its implementation while work on 
vision is undertaken in parallel, The two are complementary and both 
are necessary to bring about systemic change.

On further discussion about the concept of a consortium of vision driven 
institutions, it was noted that this is an idea in its very early 
stages. It will be thought through in more depth during the Jerusalem 
seminar and, if it remains a serious approach, will be developed for 
discussion in the communities during the coming year. At present, the 
goals project is intended more to enhance community mobilization than 
develop personnel. Clearly, the two will intersect in the future.

At the conclusion of this session it was agreed that many important 
issues had been raised. It was noted that this issue will continue to 
be discussed in the months ahead.

Ill. The Congregational Supplementary School: Reflection and Direction

Bill Schatten of Atlanta chaired this session. He began by introducing 
the three presenters: Carol Ingall, who is completing her Ph.D. at
Boston University, was a researcher on the Best Practices in 
Supplementary Schools Project and former director of the Providence 
Bureau of Jewish Education; Stuart Seltzer, Principal of the Chizuk 
Amuno Religious School in Baltimore, a school identified in the Best 
Practices volume; and Isa Aron, Professor of Jewish Education at the 
Rhea Hirsch School of Hebrew Union College in Los Angeles.

A. Carol Ingall described an effective school which she encountered in 
her work on the Best Practices Project. This was a Conservative 
congregational school which at one time had 700 students and now has 
100. Students meet three times each week for two hours at a 
session.

The goals of this school are clear and pervasive. There is 
agreement that prayer is very important and that an educated Jew 
knows how to behave in a synagogue setting. There is a clear 
expectation that students will pray together and that their families
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will join them in their learning. The rabbis and cantor are 
involved in the school and are aware of the role of the school in 
the total life of the synagogue. Older students serve as Torah 
tutors for the younger students and are honored for doing so by the 
total congregation. 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 parents.
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 professional who 
came to the job having had secular education training. The 
synagogue and the local bureau joined with the principal to help 
cover the cost of a master1s degree at JTS.

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

B. Stuart Seltzer, Principal of Chizuk Amuno Religious School, then 
spoke of his school, identified as exemplary by the Best Practices 
Project.

He began by discussing the concept of myth -- a story we tell 
ourselves about ourselves. A myth tells who we are and what we can 
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 within a context characterized by the following:

1. Coinmitment to content does not mean that learning must be
boring.

2. Synagogue education is family education.

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

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

5. The students' lives are changed by the experience.

He noted that the principal's role is to live the myth, or "vision,"
of the institution in order to inspire. He must provide optimism, 
passion, and support. If the myth maker is successful, everyone in 
the school should be able to tell the story. As personnel are 
identified and hired, they must be people who are committed to the 
school and its vision.

Staff development focuses on the importance of a staff growing and 
changing together. The staff is a community of learners who study 
and learn together. The teachers work together in teams and share 
their special skills.
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This congregational school is unique in chat it shares space with a 
day school. Many of the teachers also teach in the day school and 
there is a close working relationship between the two.

The school works to develop a sense of community. Its programs for 
families validate what is happening in the classroom.

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

During a year of planning, the Rhea Hirsch School learned that 
relatively few of its education graduates found themselves satisfied 
by work in congregational school education. Many felt that they had 
taken their schools as far as they could go, but that "good enough" 
was not satisfactory. Schools were running smoothly, but with 
little depth. People who were satisfied with their congregational 
school experience had very low expectations. Based on this sort of 
information, it was suggested that perhaps rather than simply 
preparing people for the field, HUC's mission should be to change 
the field.

They began to look at such questions as "What would it take to go 
from good enough to outstanding?" It was noted that the problems of 
religious school go beyond what is lacking in educators and 
materials. It is an issue of attitude among congregations. Studies 
should be woven into the fabric of congregational life, not simply 
relegated to a school. The model of Jewish education in 
supplementary schools today was developed in 1910 to reflect the 
kind of education undertaken in Christian religious schools. It is 
questionable whether the same model applies today.

It was suggested that the primary goal of religious education today 
is enculturation rather than instruction. It is to "create Jewish 
souls" more than to transmit information and develop skills.

With this in mind, HUC has invited five congregational schools to 
participate in an experiment. In each of the selected religious 
schools, the culture is communal and collegial. The educators are 
part of a team. Each of the five schools will rethink its 
educational goals and the structures for reaching those goals. HUC 
will provide advisors and prescribe process, but will not prescribe 
content. It is anticipated that each of the five schools will come 
out looking quite different from the others.

D. Discussion

In the discussion that followed, it was noted that the 
congregational rabbi plays a pivotal role in each of the models 
described. Any personnel action plan must consider the role of the 
rabbis. It was suggested that this conclusion should be shared at 
gatherings of rabbis sponsored by the denominational movements.

It was noted that transforming communities has to be done on the 
strength of inspiring individuals. This is an important concept to 
keep in mind as we train educators.
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Community Updates. Issues and Concerns 

A. Milwaukee

1. Personnel

Milwaukee has completed both the qualitative and quantitative 
surveys of personnel and the data has been analyzed. An 
integrated report on the professional lives of educators has 
been completed and submitted to the community. A community 
action team on personnel has received the integrated report.
The community is now working on a plan for broader 
dissemination.

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

2. Other Action Areas

In addition to the personnel action team, Milwaukee is moving 
forward in three other areas. A teen action team has recently 
begun work on a broad-based strategy to link formal and informal 
education opportunities for adolescents. Work is under way to 
recruit participants in a family education committee. A 
resource development team is reviewing structures now in place 
for raising funds to support continuity activity.

3. Communication

The CIJE committee Is working with federation P/R staff to help 
raise community awareness of the CUE committee activities. The
first outcome will be a periodic newsletter.

4. Concerns

Milwaukee’s major concern at the moment is that the wall-to-wall 
coalition originally developed to work on this project has 
become unwieldy. It is too large and involves too many people 
who are not actively involved. It is hoped that the larger 
group will be helpful in dissemination, but there are concerns 
about the lack of involvement of a portion of that group up to 
now.

5. Discussion

It was noted that while federation leadership has involved 
itself in funding of this project, there is relatively little 
other interaction. The project has been something of a 
stepchild to the federation. It is important now to engage
federation leadership to advance this agenda.

I V .IV. 
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B. Balttwore

Since September there has been a series of meetings 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 groups.

Baltimore is working in three areas:

1. What is the target population: which fields and which educators
to work with.

2. What are the critical personnel challenges.

3. What are initiatives to respond to the challenges.

The preliminary results of the educators survey should be in 
Baltimore before the end of March. A subcommittee will review the 
data and draw some preliminary conclusions. Their goal is to look
for "red flags." They plan to identify additional areas for cross
tabulation with a goal toward completing analysis by the end of June 
and beginning work on a personnel action plan. Baltimore hopes 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 educators to work on a plan.

Federation leaders have shown an interest in the work of the CIJE 
committee and efforts are under way to integrate the CIJE process in 
the Federation's strategic action plan.

In an effort to move ahead with action before the action plan, a 
project known as Machon l’Morim has been identified as a CIJE 
project. The project, funded by a private Baltimore foundation, 
involves twelve teachers from area schools (both day schools and 
congregational schools from across the movements) in an intensive 
training program on the teaching of Tefillah. Chaim Botwinick will 
circulate a summary of the project to seminar participants.

In addition, Baltimore has received a grant to support a fall 
conference which will most likely focus on best practices and 
monitoring, evaluation and feedback.

C. Atlanta

1. The Atlanta Federation has allocated $50,000 to the Israel 
Experience Committee and will be sending two groups of youths to 
Israel this summer.

2. Atlanta is identifying new funds to support continuity and 
education,

3. Steve Chervin, who was present at the seminar, has recently been 
hired as director of the Council for Jewish Continuity,

4. Federation has approved a proposal to hire a Jewish educator for 
the JCC.

t"I Mr<. C:I · ::::,4 I r:c1 TO CIJEISRAEL PAGE.008 

Page 7 

B. Baltimore 

Since September there has been a series of meetings 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 groups. 

Baltimore is working in three areas: 

l. '.Jhat is the target population: which fields and which educators 
to work wit:h. 

2. ~at are the critical personnel challenges. 

3. What are initiatives to respond to the challenges. 

The preliminary results of the educators survey should be in 
Baltimore before the end of March. A subcommittee will review the 
data and draw some preliminary conclusions. Their goal is to look 
for " red flags." They plan to identify additional areas for cross 
tabulation with a goal toward completing analysis by the end of June 
and beginning work on a personnel acti on plan. Baltimore hopes 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 educators to work on a plan. 

Federation leaders have shown an interest in the work of the CIJE 
committee and efforts are under way to integrate the CIJE process in 
the Federation's strategic action plan. 

In an effort to move ahead with action before the action plan, a 
project known as Machon l'Morim has been identified as a ClJE 
project. The project, funded by a private Baltimore foundation, 
involves twelve teachers from area schools (both day schools and 
congregational schools from across the movements) in at1 intensive 
training program on the teaching of Tefillah. Chaim Botwinick will 
circulate a summary of the project to seminar participants . 

In addition, Baltimore has received a grant to support a fall 
conference which will most likely focus on best practices and 
monitoring, evaluation and feedback. 

C. Atlanta 

1. The Atlanta Federation has allocated $50,000 to the Israel 
Experience Committee and will be sending cwo groups of youths to 
Israel this swnmer. 

2. Atlanta is identifying new funds to support continuity and 
education, 

3. Steve Chervin, who was present at the seminar, has recently been 
hired as director of the Council for Jewish Continuity, 

4. Federation has approved a proposal to hire a Jewish educator for 
the JCC . 



י ט  ^ u t l b K H t L  P R Q E . 0 0 3

Page 8

Decisions have been made regarding the governance of a 
supplementary high school.

It has been determined that the mission of the Atlanta Jewish 
library will be Jewish education.

6.

7. Issues of concern include;

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

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

b.

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

Next Steps in Creating a Personnel Action Plan

This session, chaired by Gail Dorph and Barry Holtz, considered what an 
action plan might look like at the end of the planning process.

A. Case 1: F.arlv Childhood

Based on data now in hand, we know that early childhood educators 
generally work full time and rely heavily on the income from this 
work. They receive few if any benefits and, as a group, have less 
Judaic knowledge than other Jewish educators.

Participants were asked to imagine that early childhood has been 
identified as a critical area for community attention. One step in 
an action plan might be to hold an early childhood institute for 
teachers and directors of early childhood units. Directors are 
included because we know that if they are not committed to a 
particular approach, it will have a low likelihood of success. This 
institute would offer opportunities for early childhood teachers to 
increase their Judaic knowledge and pedagogic skills at the same 
time. This should provide them with Judaic knowledge at the same 
time as It suggests a process for translating it into their 
educational settings.

The following chart was then presented:

A CASE FOR EARLY CHILDHOOD EDUCATION

V.

Attitudes toward Judaica

Attitudes toward Judaica 
and importance of early 
childhood as entry point 
to Jewish education

Judaic and pedagogy

Support teachers and 
families working toward 
Judaic content and 
atmosphere in the school

Teachers

Directors

Supports: salary increments and comp time

IV ~IJCi~~HcL P AGE .009 

Page 8 

S. Decisions have been made regarding the governance of a 
supplementary high school . 

6. It has been determined that the mission of the Atlanta Jewish 
library will be Jewish education. 

7. Issues 0£ 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 Ellen 
Goldring to clarify timing of the results. Once the data has 
been received, it is expected that a small committee will take 
an initial look at it and determine how to proceed. 

V. Next Steps in Creating a Personnel Action Plan 

This session, chaired by Gail Dorph and Barry Holtz, considered what an 
action plan might look like at the end of the planning process. 

A. Case 1: Earlv Childhood 

Based on data now in hand, we know that early childhood educators 
generally work full time and rely heavily on the income from this 
work. They receive few if any benefits and, as a group, have less 
Judaic knowledge than other Jewish educators. 

Participants were asked to imagine that early childhood h~s been 
identified as a critical area fo r community attention. One step in 
an action plan might be to hold an early childhood institute for 
teachers and directors of early childhood units. Direceors are 
included because we know that if they are not committed to a 
particular approach, it will have a low likelihood of success. This 
institute would offer opportunities for early childhood teachers to 
increase their Judaic knowledge and pedagogic skills at the same 
time. This should provide them with Judaic knowledge at the same 
time as it suggests a process for translating it into their 
educational settings. 

The following chart was then presented: 

A CASE FOR EARLY CHILDHOOD EDUCATION 

Teachers 

Directors 

Judaic and pedagogy 

Support teachers and 
families working toward 
Judaic content and 
atmosphere in the school 

Supports: salary increments and comp time 

Attitudes toward Judaica 

Attieudes toward Judaica 
and importance of early 
childhood as entry point 
to Jewish education 



TO C l J E I S R A E L  P A G E . 010P1HR 2 1 ’94 17:22

Page 9

The chart indicates that we are dealing with a system, both for 
teachers and directors. In order to support such an effort we might 
offer salary increments for attendance as well as compensatory time.

Discussion of the concept raised the issue of licensing and 
standards. In the past, communities have not responded favorably to 
the setting of standards. This is something that can be discussed 
again in the future, and probably should be part of CIJE's broader 
role in building the profession.

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

It was noted that the discussion was focusing heavily on planning, a 
critical step in the process of moving toward action. However, the 
goal of this exercise is to assume the planning has been done and to 
begin to think about what action might be undertaken.

B. Case 2: Supplementary School Teachers

The data shows that supplementary school teachers are overwhelmingly 
part time, that approximately half of them have degrees in general 
education, and that very few have degrees or certification in Jewish 
studies. Because of the part-time nature of their work, salary is 
not as significant a factor as with early childhood educators. 
However, benefits, salary, and job security are all factors which 
would help to keep people in the field. There is some sense that if 
it were possible to offer full-time jobs, more people would be drawn 
to this field. This is a stable, committed teaching force.

The role of the supplementary school principal is critical in the 
training and general quality of the teachers.

Given this scenario, one approach to working with supplementary 
school personnel might be to offer Judaic content courses either 
through a local university or under the guidance of local rabbis. 
Another approach might be school-based staff development with Judaic 
and pedagogic content combined. Peer coaching might also be 
undertaken, either within an individual school or across 
institutions. In any case, the leader of the school must support 
any approach. Perhaps the principal could devote staff meetings to 
staff development rather than administrative matters.

In discussion it was noted that, in light of the centrality of the 
principal, early steps should be taken to work with supplementary 
school leadership. It was agreed and discussion turned briefly to 
the proposed Principals Institute now being planned for October.

It was noted that these were two examples of how a community might 
proceed once it decides what its highest priorities should be. As 
CIJE grapples with its role relative to that of the communities, it
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is leaning toward serving as a broker to bring expertise to the 
communities. Each community will identify its own priorities, with 
resources coming from CIJE, which will clearly articulate its own 
biases and emphases.

It was suggested that a seminar in best practices in congregational 
schools be developed for the rabbis in each community as one way of 
linking several of the themes raised in the previous sessions. The 
role of the denominational movements in any such program should be 
explored.

Concluding Remarks

In a 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 community is at a 
very different point in its work, fewer joint meetings will be held in 
the future. We will work toward holding two meetings each year with the 
next to be scheduled for early October in Milwaukee. The week of 
October 3 was proposed, with Monday and Tuesday of that week as primary 
targets. If that does not work, we will aim toward the week of October 
24. While there will be opportunities to meet around sessions at the 
GA, there will not be a separate Lead Communities seminar in Denver.

VI.
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From: "Dan Pekarsky" <PEKARSKY@mail.soemadison.wisc.edu> 
Reply־To: PEKARSKY@soemadison. wisc.edu
To: m a n d e l @v m s .h u j i .a c .i l
Date: Fri, 04 Mar 1994 10:20:00 -600 
Subject; Goals Project

First off, an apology for being out o f touch for 50 very long.
On my return to the States from Israel, I was immediately buried 
in much more work than I could handle (having to do with a new 
course I'm teaching, with being a member of time-consuming 
faculty search committee, with our new home, and, of course, with 
various CIJE-stuff), The result is that I’ve been pretty out of 
touch with a number of people that I should be in touch with.

It makes me very happy that you find some of my formulations 
helpful. Please feel free to use them as much as you want.

I don't know how much Seymour told you about the New York 
meetings, but the gist of what happened is that the group 
endorsed the notion of going ahead with some version of a 
Coalition o f Vision-Driven Institutions, to be formally announced 
and inaugurated at the Seminar in Jerusalem this summer. We 
spoke a lot about the kinds of standards institutions would need 
to meet in order to be part of the coalition (a key ingredient), 
and we agreed in principle that membership should not be limited 
to the Lead Communities, There was also a lot of support for 
the idea that we develop a Library of Materials that speak to the 
importance of vision and goals and to their role in the

Hit <CR> for next page, : to skip to next part...
BMAEL>
[2J [Heducational process. Given our limited human resources, there 

didn't seem to be as much enthusiasm for direct work with the 
national denominations at this time.

There were, howevever, some concerns voiced both during and after 
the meeting that have led Alan, Barry, Gail, and I to modify the 
approach somewhat, Concern #1: do we yet know enough to help 
institutions make significant progress in this area, or would be 
benefit from buying a little time? Concern #2: Are we warranted 
in being confident that there is a pool of able resource-people
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in Jewish education who would have have the the time and the 
desire to work intensively with institutions admitted to the 
coalition?

These concerns ־- which amount to worry that we might be 
promising more than we could deliver ־ led us in the course of 
subsequent conversations to approach the work of launching 
coalition in stages, rather than all at once. Both practically 
and conceptually this seemed to make sense to us, The revised 
approach is summarized in the memos I am forwarding to you — 
memos which grew out of conversations with Barry and Gail. I 
have not yet had a chance to discuss these matters with Seymour 
and would be very grateful if you could share these materials 
with him and get his reactions, If possible, I will reach him by 
phone before the end of the weekend.

We are still assuming that the Seminar for lay and professional 
leadership will take place in July in Jerusalem and are counting 
on the Mandel Institute for help in putting it together. We 
should do some serious talking about this seminar after the 
meeting in Atlanta this Tuesday, where the Goals Project will be 
discussed for the first time with the Lead Community 
professional/lay leadership.

I hope all is well with you. Regards to Shmuel,

Danny
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From: "Dan Pekarsky" <PEKARSKY@rnail.soemadison.wisc.edu>
Reply־T0 ; PEKARSKY@soemadison.wisc.edu
To: MANDEL@VMS.HUJI.AC.IL
Date: Fri, 04 Mar 1994 10:26:00 -600
Subject; Atlanta Meeting

Date: 3/01/1994 3:20 pm (Tuesday)

Below is a succinct summary of the main points to be made in 
connection with the Goals Project in Atlanta, The sequence 
followed in the summary is roughly the sequence of the actual 
presentation.

I, Introductory

In the introductory discussion, I will briefly articulate 
CIJE's view that Vision and Goals, properly understood and used, 
play an indispensible role in the educational process, and that 
the Goals Project is designed to encourage Jewish communities and 
educating institutions to become engaged with issues of vision 
and goals. The remainder of the presentation is intended to do 
three things: a. to explain what CIJE means by vision and goals, 
why it believes it crucial for educating institutions to attend 
to them in a serious way; b) to explain the ways in which the 
Goal Project will attempt to catalyze efforts in this area, and 
c) to map out and explain upcoming activities designed to move 
forward with this project, beginning with the Summer Seminar in 
Israel.

II. What do we mean by visions and goals, and why are they 
important?

This discussion will begin by distinguishing between 
substantive educational goals and instrumental goals, and it will 
then focus on substantive goals, I will then note the importance 
of anchoring substantive educational goals in a vision of a 
meaningful Jewish existence,

The ways in which having such a vision can guide the 
educational process will be stressed (with emphasis on the 
contribution of vision to a) educational decision-making in the
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areas of goal-setting, curriculum design, personnel training, 
etc.; b) to assessment; and c) to the creation of a motivated and 
motivating social climate).

I will illustrate the way in which one's vision can guide 
educational decision-making using one or more concrete examples, 
possibly from general education, e.g. "the kitchen" and the 
"kitchen staff' in a traditional school, in Summerhill, and in a 
Dewey School.

I will contrast what education looks like in a vision-driven 
institution with what it looks like in a typical Jewish 
educational setting (hodge-podge informed by inadequate guiding 
principles like "Keep them interested; keep them coming; keep 
them quiet," or "They should feel at home in a synagogue.," etc.

I will stress that having a vision and goals in a meaningful 
sense goes well beyond having a mission-statement, and I will 
explain this point by referring to the ways in which 
mission-statements tend to be very vague and/or not widely or 
strongly identified with (or even known) and/or not used as a 
real guide to practice.

I will go on to emphasize the difficulty of the enterprise:
1. the desire to come up with a vision, 2. the process of 
identifying a compelling vision, 3. generating broad-based 
support for the vision, 4. translating the vision into meaningful 
educational terms (goals and structures), and 5. actual 
implementation under real-world conditions ־—all of these, 1 
 ,are difficult to accomplish, They take thought, commitment ,־5
energy and time. Only individuals and institutions that 
recognize the importance of vision to the enterprise will be 
expected to undertake this effort.

These points will round out the discussion of vision and goals. I 
am aware that I will not yet have distinguished between communal 
and institutional goals (and why we will be focusing on the 
institutional goals in the Goals Project). This could come 
either near the beginning (where I distinguish substantive from 
instrumental goals) or in the discussion of the Goals Project 
itself (which is the next item).

III. What is the Goals Project?

A. Against the background of II., I will identify the Goals
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Project as a CIJE initiative designed to create a climate in 
Lead Communities (and elsewhere) that encourages and supports 
serious attention to the development and actualization o f visions 
and goals.

B. CLARIFICATIONS The Goals Project is 1) not the Educated 
Jew Project; 2) primarily concerned with visions and goals at
the level of institutions (and views communities as agencies of 
stimulating appropriate involvement at institutional levels); 3) 
concerned with substantive as distinct from instrumental goals.

C-E (below) go on toe describe the key elements in the Goals 
Project.

C. The Goals Project will develop a body of materials that 
can be used to educate relevant individuals and organizations 
concerning the importance of educational visions and goals and 
concerning the ways in which institutions can begin articulating 
a vision and using it to guide educational practice.

D. The Goals Project will work to educate lay and 
professional leaders at both communal and institutional levels 
concerning the ways in which serious, sustained attention to 
vision and goals can contribute mightily to the practice and 
outcomes of Jewish education. The Goals Project will try to 
encourage them to launch initiatives in this area.

E. The Goals Project will launch and use its resources to 
support a Coalition of Vision-Driven Institutions. The Coalition 
will be made up of interested institutions that show evidence of 
being committed to becoming vision-driven and who meet other 
standards that are necessary if the effort has a chance of 
succeeding.

IV. ON THE HORIZON: FIRST STEPS

A. LIBRARY OF MATERIALS: Efforts to develop a library of 
materials are already beginning.

B. SUMMER SEMINAR IN ISRAEL.

The Summer Seminar is Israel is designed to educate lay and 
professional leaders in Lead Communities and in other interested 
communities concerning the vital importance of vision and goals
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communities concerning the vital importance of vision and goals 
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to the development of effective educational institutions.

Participants will have the opportunity to wrestle with a 
number of powerful but very different visions of a meaningful 
Jewish existence and to examine how a commitment to one of them 
facilitates and guides educational decision-making at a variety 
of levels,

END OF PART I -  PART II FOLLOWS,
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Fri, 04 Mar 94 18:28:50 +0200

From: "Dan Pekarsky" <PEKARSKY@mail.soemadison.wisc.edu>
Reply-To: PEKARSKY@soemadison.wisc.edu 
To: MANDEL@VMS,HUJI.AC.IL 
Date: Fri, 04 Mar 1994 10:26:00 600־
Subject! Atlanta-Part II

Date: 3/01/1994 3:50 pm (Tuesday)

Subject: Atlanta-Part II

Participants in the Summer Seminar will also have the 
opportunity to examine the cluster of significant issues that 
must be addressed by an institution once it has made a 
preliminary decision that it wants to move in the direction of 
being vision-driven. Strategies for addressing these issues will 
also be discussed.

Among the outcomes anticipated from participation in the 
Summer Seminar are the following: a) a thoughtful, 
knowledge-based commitment to the idea that being vision-driven 
is very important; b) a richer understanding of the ways in which 
having a guiding vision can facilitate the development of a 
quality educational institution; c) an understanding of the 
issues that need to be addressed in trying to translate a vision 
into goals and goals into curriculum and educational structures 
(under real world conditions); d) an understanding of the 
critical importance of generating broad-based support for a 
proposed vision; e) Some ideas concerning how to enlist the 
interest of local educating institutions in struggling with 
issues of vision -־ and, in particular, in signing up for the 
seminars to be held next year in local communities.

C. CIJE-SPONSORED SET OF SEMINARS CONCERNING VISION AND GOALS IN 
LEAD COMMUNITIES (and beyond):

The agenda for these seminars will be described in ways that 
parallel the Summer Seminar in Jerusalem. There will, however, be 
an emphasis on 1. encouraging participants from local educating 
institutions to begin the process of clarifying their animating
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vision, and 2. the possibility of participating (down the road) 
in the Coalition of Vision Driven Institutions,

Lay and professional leaders from all educating institutions 
in the Lead Communities will be invited to participate in these 
seminars. No special requirements, other than an agreement to 
participate on a regular basis, need be met in order to 
participate.

Two outcomes are foreseen: 1. that a climate will be created 
through these seminars that will encourage local institutions to 
become significantly more serious about issues relating to vision 
and goals; and 2, that one or more institutions participating in 
these seminars might prove interested in and appropriate for 
participation in the Coalition the following year.

Just as (a point I didn't make above) the summer seminar in 
Jerusalem will be open to participants from other than the Lead 
Communities, so too in the case of the local set of seminars. If 
one of the communities that participates in the summer seminar 
expresses an interest, we will try to find a way to accomodate 
them ־־ possibly through an intensive week-long seminar, rather 
than through seminars spread out throughout the year.

D. THE COALITION OF VISION-DRIVEN INSTITUTIONS

In the spirit of Alan's caution about promising more than we 
can deliver, I will not say very much about the coalition, except 
that 1. it will probably start small; 2. that participating 
institutions will need to meet certain standards; 3. that among 
these standards is the availability of a person appointed by the 
institution or the community to guide the process and to work 
with CIJE; 4. that participation in the Coalition will be open to 
institutions outside of Lead Communities; 5. while institutions 
in Lead Communities cannot be guaranteed positions in the 
coalition, they can be assured that if choices need to be made 
between equally worthy institutions, Lead Community institutions 
will have priority; 6. that it is up to the lay and professional 
leadership of the community (especially participants in the 
Israel Seminar) to generate a clientele for next year’s seminars.
I f  there is not interest, there will be no seminars.

V, QUESTIONS/REACTIONS, ETC.
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I just looked at my watch and realize that I have to go. I must 
apologize for not having a chance to review this document for 
spelling or content. But in the interests of getting feedback, I 
thought it best to send it on. There are certain points, I 
realize, that need to be clarified (even if the general substance 
seems ok): for example, who from within Lead communities should 
be encouraged to come to Jerusalem, given that the seminars will 
be held in local communities next year?

I'm assuming we'll be in touch Thursday 7 a.m. my time in my 
office. If  there's anything I should be thinking about before 
then, let me know. All the best.
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FAX TRANSMISSION:

TO: MR ALAN HOFFMANN
c/0 WYNDHAM MIDTOWN HOTEL, ATLANTA, GEORGIA 
FAX #: 001 404-870-1530

FROM: DANNY MAROM,
MANDEL INSTITUTE, JERUSALEM
FAX #: 011 972 2 619-951

DATE: MARCH 6TH 1994

Dear Alan:

In the course o f a meeting with Seymour and Shmuel, we understood that the CIJE is 
about to move forward with the goals project at the lead communities meetings this week 
in Atlanta. Of course, we will be willing to provide consultation and support for the of the 
initiatives discussed and decided upon at the meetings in Israel or New York - summarized 
in Danny Pekarsky's document on these discussions and on the presentation o f the goals 
project at Atlanta (which we just received today).

We are presently arranging a phone call with Danny Pekarsky for tommorow (probably 
8.00 AM Wisconsin time) in order to discuss his document. In addition, the goals project 
is on the agenda for Seymour and Annette's phone call with Mort on Wednesday.

Please let us know whatever inputs you would like to have into these conversations. 
You will be able to reach us through fax, bitnet, or phone.

Sincerely,

Danny Marom
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MAIN POINTS AND ISSUES IN CIJE DECISION TO MOVE AHEAD
WITH THE GOALS PROJECT

A. MAIN POINTS:

1. Overall plan is to arrive at the development of a 
coalition of vision-driven institutions from lead and other 
communities.

2. The role of the CIJE is to be a catalyst, not to do hands 
on work in institutions.

3. Concern for lack of knowledge in this area and pool of 
able resource people calls for a gradual development of this 
coalition.

4. The plan for this gradual development is as follows:

a) development of a library of materials demonstrating the
power of vision (currently being collected by Marom).

b) summer seminar in Israel: for lay and pro leaders in Lead
Communities and other interested communities, based on 
educated Jew project and theory of goals driven education, 
should empower participants to begin to get involved with
vision in their communities, will end with announcement of
coalition.

c) cije sponsored set of seminars concerning vision and 
goals in Lead Communities and beyond: this is not yet the 
coalition; rather, these will be clones of the Israel 
seminar, but with the goal of getting people to start up 
goals processes in their communities/institutions and to be 
part of the coalition; though preference will be given to 
Lead Communities, no standards will have to be met in order 
to get into these seminars.

d) the development of the coalition of vision driven
institutions: for Lead Communities and others, but
participants will have to meet certain standards - including 
an in-house staff person to run the local goals show;׳־ 
participants from Lead communities will be given preference, 
but if the lay and pro leadership (especially participants of 
the Israel Seminar) do not generate a clientele for next 
year's seminars, they will not take place.

5. The above will be presented together with a larger 
discussion of vision in education in Atlanta.

6. The focus will be on working with lay and pro leadership 
in the communities. The training institutions will not be 
dealt with at this stage of the project.
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B. ISSUES:

1) Regarding of notion of CIJE catalyst versus hands-on: By
what standards will the success of the fSata 1ysj7 be judged
(keeping in mind that this is exactly what the Monitoring,
Evaluation & Feedback team will be looking at)?

2) Regarding the training institutions: Shouldn't the
training institutions be invited to the summer seminar so 
that the guestion of their input into the goals project can 
be left open and investigated further down the line?

3) Regarding the knowhow of working with goals in
communities and institutions: this will be a Mandel Institute

^  research assignment,

4) Regarding the pool of able resource-people to work with
institutions in the Coalition: Doesn't 
separate recruitment and training effort from the start?
What will happen if the Coalition gets off of the ground and 
these people are not yet trained and ready to go?

5) Regarding the post-Israel pre-Coalition seminars: this
conception is not totally clear:

- are these seminars set in various local communities or 
central events?

are they to be given in an ongoing series or the same
seminar for different communities?

what is the difference between the intensive week-long 
seminar and those spread out throught the year?

6) Is there enough input here into the development of 
goals on the community level as part of the Lead Communities 
planning efforts?

7) How will you respond in Atlanta if the Lead Communities 
ask who is going to pay for all of this? If they want to know 
why they all of a sudden have to share the effort with other 
communities?
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1 Preparation points towards the Goals Seminar 
F* 1fe*4 July 10-14, 1994

 ̂ i jw * ]  ^uo -  m A swryU oilf ׳W*

A^Mishlenot Shaananim, Beit Meisdorf; (accommodations, mtg place, meals)

IfJA'dteouJ 1־ G0 and see the r00ms (d0 we want flowers and fruits in the rooms?), Check airconditiom 
*t' out exact number of rooms available.

j f .jflMccC a. Need to know who needs to be alone and who will share*־
Tell Mishkenot exact numbers of room needed. 

pdcMtyoLt 4. Fisher hall. Do we want to use it? Check aircondition.
'♦P9 0 0 ? 5. Think about the possibility of having small group mtgs in guests living rooms.

6. Prepare menus for meals (take Tisha Beav into consideration). Which meal will be
P provided during the day? V ^ w !> y o J

7 W
(r0 erJU■

J l .  Which caterer? (Nomi or Mishkenot's services - go and s a mp l e ) , ^ ^ ^״ ( ^ , — - 
. What about the idea of Beit Meirsdorf for meetings? Check aircondition. r

a. How many rooms do we want to occupy?
b. How often do we want to meet there?
c. How do we deal with the meals that are available at M eisdorf s private dining

room. /
9. Mtg at Hovevei - do we want to have one or twa-qitgs there, maybe something informal 
depending on number of participants

-QtAi'l&SO/ '̂OQ 
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B. Participant:

1. Send informational

)S*

Costs and availability of rooms at Miskenot.
C jsttuno  b. Deadline date of enrollment.
ד  — « I )/ c .  Description of content of seminar. — -  \)<M r
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d. Means of transportation to and from airport.
e. Contact person in Israel with phone, fax etc info.
f. General atmosphere of seminar.
g. Weather description.

When will we receive information about who is coming and when.
^ 3. Danny Pekarsky. Where do we look for an apartment for him and his family.

4. What will be the deadline date for the participants to let us know if they are coming?
5. Make a list of participants with: 

a. His role in the community.
CtfvOKo b. Details about dates of arrival and departure
is ״ .in״ *'/?  c• Required accommodations before and after seminar 

d. Special requirements.
10  6■ Upon arrival distribute a list of general information regarding banks, taxi, telephone 

Ovrn*] information for International calls etc.
*v*׳tyA/ 7 . What should be the general atmosphere of the seminar: formal, informal, black tie?
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C. Transportation

1. To and from airport? Nesher?
2. In Jerusalem?

D. Content and materials

1. What material is needed for the seminar (books, reading material, slides for presentation, 
etc)

2. Make a document with short bio of participants to distribute.
3. Do we have other special guests like Twersky? If so do they receive special treatment?
4. What will be the day to day schedule? From hour to hour.
5. Decide if at all when to be at Meisdorf.
6 . Technical equipment, what will be needed (easel, overhead projector, slide projector).
7. Who is taking minutes? (is Ginny coming).

E. Miscellaneous

1. Prepare budget.
2. Do we want photographer for opening/closing mtgs?
3. Prepare staff working schedule.
4. Do we want to organize something special like a special dinner or ceremony?
5. Do we want to give them a gift at the end of the seminar? Like a book.
6. Do we need access to phone in Fisher hall?
7. Are we recording the seminar.
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7. Who is taking minutes? (is Ginny coming). 

E. Miscellaneous 

1. Prepare budget. 
2. Do we want photographer for opening/closing mtgs? 
3. Prepare staff working schedule. 
4. Do we want to organize something special like a special dinner or ceremony? 
5 . Do we want to give them a gift at the end of the seminar? Like a book. 
6. Do we need access to phone in Fisher hall? 
7. Are we recording the seminar. 
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From: "Dan Pekarsky"
Reply-To: PEKARSKY 
To: MANDEL
Date: Mon, 18 Apr 1994 11:41:00 -600 
Subject: Re: Seminar -Reply

; I

It was good talking with you today, Danny; but I am concerned 
that you haven't received my last email communications. Please 
let me know a.s.a.p. if this one arrives.

One follow-up comment concerning the "Schedule" piece that 
Seymour felt was premature. I think it's important to note that 
nobody who recommended developing viewed it as a substitute for 
"the sweat" o f thinking through the program conception; rather, 
it was suggested as a way of responding to expressions o f concern 
on the part o f some potential clients of the seminar who wanted a 
concrete feel for what the seminar might look like. There was no 
thought on our part that we would in any way be bound by the 
schedule-document, or that it would obviate the need for serious 
thinking concerning what we wanted to accomplish at the seminar. 
Seymour may well be right that even the limited intention that 
informed this particular effort was misguided; but it is 
important to know that the intent was limited in the way I 
specified above. I'd be grateful if you'd convey this to him — 
along with thanks (to you as well) for the many helpful reactions 
to the documents that you offered. Thanks.

D P
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Date: Mon, I 8 Apr 1994 11 :41 :00 -600 
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Dear Danny:

1. Let me clarify as to the comment on the sweat factor on 
the schedule. It was not Seymour1s comment, but my own, made 
in response to what I thought was a different explanation of
what the document in question was about. I thought you said 
that it was going to be the basis for your staff meeting on 
Friday.

2. As for Seymour״s comments on Hirschorn, I think I got it 
right without my notes. He said to be prepared to deal with 
the possibility that Hirschorn might say in his introduction 
to your presentation that the goals project is going to be 
carefully connected to evaluation, i.e., to evaluation based 
on the commitments of institutions to specified goals rather 
than evaluation with no goals. He added that Hirschorn might 
speak of the goals project as gathering goals so as to offer 
institutions of Jewish education guidance.

3. I have included my own document which outlines what I 
see as the educational challenge of the summer seminar (it
includes comments made by Shmuel as well). I hope you find it 
useful.

4. Any other comments will come through fax or e-mail. 

Lehitra'ot,

j¥1 
Danny ^arom

(for the sake of efficiency, and because I like it, we might 
say "Daniel" in referring to me and "Danny" in referring to 
you. Either way, we both know that "the Lord is my Judge.")
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Dear Danny:

The following is a summary of what I would see as some 
of the educational challenges of the summer goals project 
seminar in Israel. Though it is an informal and free flowing 
document, I hope it will be of use to you at your planning 
meeting on Friday. I have no objection to your sharing any or 
all of it with others at the meeting, but I think you will 
see that it should be confidential otherwise.

1. THE MOVE TO THE CONTENT OR SUBSTANCE OF EDUCATION: The
goals project in general, and the Israel summer seminar in 
particular mark a significant move towards the content or 
substance of education. After all the emphasis on "enabling 
options," it is an admission that Jewish education is a human 
endeavour which depends on powerful ideas just as much as on 
personnel and community support. The best practices project 
was a first move in this direction, but it is different in 
that it brought the best of what exists on the continent as a 
resource to the lead Communities. The goals project probes 
into what goes on in educational institutions in lead or 
other communities and deals with it, hopefully, for the sake 
of the continent as a whole.

In this sense, the goal project's move to content is a 
very intimate and delicate one. It calls into question not 
only the haphazard manner in which Jewish education runs on 
the local level, but also the very difficult substantive 
questions which confront American Jewry today. From our 
discussions over the years, I think that you would agree that 
the problems of Jewish education in North America are also 
symptoms of deeper issues and ambivalences which have often 
been conveniently tucked under the rug. Ron Reynolds 
concludes in his doctoral research on this topic with the 
claim that that Jewish education purposely uses ambiguous 
goals. 11 Ambiguous goals," he explains, "function as an 
effective conflict-management device by encompassing and 
subsuming the private goals of individual participants within 
the vague pronouncements, which are objectionable to few."

At its deepest level, the goals project exposes these 
issues and ambivalences and puts them right on the planning 
table. A close reading of your document on the goals project 
reveals that the attempt to discover a criterion by which one 
can allocate resources, train staff, design programs, etc., 
will necessarily lead to an inquiry into the question of
1,what is a meaningful Jewish existence?"

I think that one of the educational challenges of the 
summer seminar is to facilitate a smooth move into the unique
issues of educational content. That is not to say that every 
participant needs to come out with his/her own conception of 
the educated Jew. Far from it. It seems to me that one of the
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goals of the goals project seminar should be only to intiate 
the participants into the discussion of content, to get them 
understand what is at stake in terms of their own personal, 
institutional and communal commitments to the aims of Jewish 
education.

I am reminded here of a wonderful moment in a master 
class given by Isaac Stern to a young violinist in China. It 
was filmed in a documentary called "From Mao to Mozart." 
After witnessing a virtuoso, but cold technical playing of a 
Mozart sonata, Stern sensitively approached the child 
violinist and invited him to play the music with instrument 
rather than the instrument with the music. As they worked 
together, what emerged was a tender, if flawed, rendition of 
the music through this child יs own voice. The child did alot 
to fight it, but in the end, he had to become, as you say, 
"animated" by the his own understanding of the music. The 
transformation occured just when his unemotional face 
cracked into a bittersweet anguish at a specific point in the 
playing.

What will be the equivalent here? The seminar will have 
succeeded, in my opinion, if each participant comes out 
understanding what s/he does not necessarily have answers to, 
but cannot avoid addressing. The participants should 
understand that they need help in order to address content 
issues, that they need the input of the community יs finest 
minds, its central institutions (denominations), and its more 
sensitive and professional educators.

If all they come out with is the addition of phrases such 
as "vision-drivenness" and "institutional mobilization around 
goals" to their already technocratic social-planning and 
business lingo, we will have failed. No matter how much they 
may have been convinced by the argument for goals as a basis 
of effectiveness - and you know that this is a central strain 
in my own understanding of the goals project - we have to get 
these influential people to go back to America with a sense 
of personal stake in the aims and content of Jewish 
education.

Isn״t it funny Danny that this is the kind of 
opportunity which drove us all into Jewish education and now 
that it is at our doorstep, we find ourselves so involved in 
another mode of discourse? I feel that it was a necessary 

diversion, because it is important to formulate the 
invitation to deal with content in professional terms which 
can capture the attention and trust of the community. 
However, the point remains. This seminar provides an 
ultimate Jewish educational opportunity and challenge in that 
it finally enables us to get the community involved in the 
questions which have been bugging us for a long time.
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I am assuming that we have three kind of resources for 
this task. First, we have the educated Jew project - its 
story, rationale, library of materials, staff and of course, 
its scholars. Second, we have Seymour Fox - who perhaps more 
than any one else will be capable of helping the participants 
move from the language of community leadership and planning 
to the language of education. And third, of course, we have 
the educators and planners on the CIJE and MI staff (Alan, 
Gail, Barry, yourself, Shmuel, Annette, and myself) who 
provide a wealth of personal experience on many different 
levels as a testimony to the intimate link between content 
and practice.

These resources are up against a serious set of 
constraints. As I mentioned above, issues of educational 
content raise the temparature of any discussion on Jewish 
existence, so we have to be careful about how we get the 
participants into the discussion in a fresh way, without 
letting it become politicized or banalized. How do we 
ignite this inguiry in an honest and inspiring way? Its a 
difficult pedagogical guestion.

Furthermore, we are asking the participants to, in a 
short time, open their minds to a new language, which they 
will not learn to speak well guickly. As I told you on the 
phone, my own experience in teaching the educated Jew 
materials to educators at the Jerusalem Fellows and the 
School for Educational Leadership has shown me that it takes 
lots of time and many raptures for even your basic 
distinction between instrumental goals and substantive aims 
to be internalized and clear. How do we get our audience to 
lower their defences and to bear the weight of the goals 
issue on their shoulders in four days? After many years of 
being comfortable in their own languages, both professional 
and Jewish, this is not going to be easy.

2. THE COLLABORATIVE EFFORT: The summer seminar provides a 
difficult challenge to those of us pityful academics who want 
to prove to ourselves that when it comes to our ideas about 
the world, we really do mean what we say. Here we have lay 
leaders, federation planners, scholars and educators entering 
into the arena of education in order to hammer out some 
common understandings about what and how things should be 
done. If ever there was a context which demonstrates 
Schwab's claims about the multifaceted and complex nature of 
the educational undertaking, about its working on so many 
levels at the same time, here it is. And yet, research has 
shown that education is plagued by an incapacity to develop 
successful collaborative relationships.

I am sure that we do not assume that we have the magic 
wand which will automatically grant us success in an area 
where many others have failed. What kind of unigue modes of 
exchange will facilitate true discourse in this seminar? How 
will we train ourselves to implement these modes of exchange?
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How will we know we have succeeded? These and similar 
questions should keep us sweating from now until July. Just 
to get the ball rolling, I want to suggest that we do not 
necessarily assume that the best way is to break up into 
groups. It is true that this is a comfortable mode of 
discourse and it lends itself to the establishment of trust. 
However, do such group discussions provide the kind of 
experience which remains in one's mind and even transform 
something in one's perspective? As Seymour has pointed out to 
me a number of times, a discussion between two or three 
people in front of a whole plenum can be equally if not more 
effective.

Another problem which emerges from the collaborative 
nature of this undertaking is that of wounded egos. It is, I 
think, a problem in all forms of adult education, but how 
much more when you have such a diverse group of stakeholders 
in the Jewish community. Now you and I already know that 
(sic) the community really ought to respect its Jewish 
educators most of all, so we don't have to worry about our 
own dignity and self respect (!?). However, how do we get 
everybody else to understand that they are all equally 
important and interdependant in this process of determining 
and implementing educational content.

Here we are, the CIJE has turned to community lay 
leaders to mandate educational change, to the federation 
people to plan and oversee it, and to educators to implement 
it, and yet this can turn into quite a Polish Jewish family 
drama with everybody busying themselves with what's behind 
everbody else's underwear. Without getting into too much 
detail, the CIJE's experience seems to expose just how 
complex the relations between all these sectors can be (we 
know from our world, for example, about how educators can 
openly patronize lay leaders).

My sense is that we have to overcome this problem on a 
number of levels. First, I think that every participant
needs to be treated like a board member, as if to say, this 
is how Jewish education respects those who earnestly get 
involved. This may mean that every staff member should be 
responsible for the care and understanding of a given number
of participants. Second, I think that there should be an
atmosphere of the Philadelphian "constitutional congress" at 
this seminar (the fact that the seminar room has no windows 
might be a useful detail here). It is as if to say that we 
are all involved in some kind of happening here - not a 
regular conference with all its coffee and cake and cocktail 
party ambiance, but a unique event, an interesting 
opportunity. We have to consider what are the minimal 
conditions for this kind of atmosphere (eg. no "skipping 
class" allowed - full participation at all meetings,
everybody eats together, etc.).
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Of course, none of this should be misconstrued as saying 
that the CIJE will provide whatever anybody needs for Jewish 
education. We have discussed the problem of promising too 
much a number of times. However, the idea is to associate a 
qualitative businesslike atmosphere in order to dispell the 
problem of wounded egos in a collaborative effort. In any, 
case, I think that this shows how closely linked the 
administrative and content issue of the seminar can be. This 
is a topic which I have discussed with Alan and the 
administrative staff. I hope that in your discussions on 
the summer seminar, the duality between content and 
administration gets broken down.

3. THE ISRAEL ELEMENT: Israel is both a resource and a
detriment to this seminar. I understood from Alan that there 
were already some negative comments about the fact that the 
seminar is not in America. I do not know how such opposition 
might be handled. I imagine that one point is that the
seminar is seeking out the best available resources on the
international level in order to solve the problem of goals 
in North America. The Mandel Institute and the Educated Jew 
scholars are here, so...

I do think that there are real educational aspects to 
this issue which we might consider. First, we have to watch 
out for what I would call the "magic mountain" effect. That 
is, the participants come to Jerusalem, have an intense
quickee experience, and go back doing things exactly the
same, blaming the seminar for being divorced from realities 
in the field. This is one of the reasons that I think you 
are right in emphasizing the library of historical and other 
materials which demonstrate that vision drivenness can and 
has been done. In addition, this is why I suggested that the 
seminar does turn at some point to the question of realities 
in Lead or other communities in relationship to goals 
development processes. We have to consider what success 
would mean for each and every participant, what we would want 
them to do when they go home, and then plan accordingly.

Second, I think that Israeli education may indeed 
provide a vicarious example of the issues, dangers and 
possibilities involved in determining goals for Jewish 
education. I am not sure that we should risk a trip to any 
particular institution and say "here, this is a vision driven 
institution." Rather, I think it would be useful to examine 
aspects of Israeli education which relate to the problems 
which we will be discussing.

The point here, ironically, would be to show how 
difficult the problem of vision is in Jewish education in the 
Israeli as well as in the diaspora setting. Let us enable 
the participants to take out their frustrations against 
realities which constrain developing goals for Jewish 
education in relation to a context other than their own. Let 
them feel that if they deal with this issue in their own
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development processes. We have to consider what success 
would mean for each and every participant, what we would want 
them to do when they go home, and then plan accordingly. 

Second, I think that Israeli education may indeed 
provide a vicarious example of the issues, dangers and 
possibilities involved in determining goals for Jewish 
education. I am not sure that we should risk a trip to any 
particular institution and say "here, this is a vision driven 
institution." Rather, I think it would be useful to examine 
aspects of Israeli education which relate to the problems 
which we will be discussing. 

The point here, ironically, would be to show how 
difficult the problem of vision is in Jewish education in the 
Israeli as well as in the diaspora setting. Let us enable 
the participants to take out their frustrations against 
realities which constrain developing goals for Jewish 
education in relation to a context other than their own. Let 
them feel that if they deal with this issue in their own 



settings, they will be taking leadership in the Jewish world. 
Who better than committed American Jews should deal with the 
question of goals for Jewish education in a society which 
offers democratic rights and religious freedom?!

Correct me if I am wrong, but it appears to me that most 
of the participants will have been in Israel before. I say 
this in order to rule out the need to include a third element 
here, which is siteseeing and general Israel mongering. 
Mishkenot Shaananim is one of the most beautiful places in 
Jerusalem and it provides enough inspiration on this level. I 
do not think we need to worry ourselves about extracurricular 
activities. Rather, we should create a board room atmosphere 
which leaves no time for anything but business.

Nevertheless, I would still suggest two exceptions. 
First, I think it is important to have good Israeli lunches, 
which could be perhaps be followed by some musical interlude. 
Second, this might be a good opportunity to share some 
information on what is going on in Jewish education around 
the world as well as to familiarize the participants with the 
various institutions in Jerusalem which are resources for 
Lead and other community undertakings in education (Melton, 
Melitz, etc.).

Of course, all of this is my opinion and I would love to 
be shot down. So let us continue to be in touch on a regular 
basis. I hope that you will be able to tape the session on 
the goals project and on the summer seminar for us. Should 
there be any more comments to send on to you, I will do so 
through fax or Bitnet.

BeHatzlacha,

Danny Marom
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WHAT IS THE GOALS PROJECT?

The Goals Project is a multi-pronged effort to encourage 
Jewish educating institutions to become substantially more vision- 
driven than most typically are. To describe a Jewish educating 
institution as vision-driven is to say that it is animated by a 
vision or conception of the kind of Jewish human being ״ft is trying 
to cultivate. The Goals Project will encourage vision-drivenness c",'7'‘w 7 
through efforts to foster an appreciation among relevant 
constituencies of the importance of being vision-driven and through 
strategies designed to encourage educating institutions to work.

j L  towards the articulation of their underlying visions and to
identify and actualize the educational implications of these ‘י <

visions.

RATIONALE

T̂r To make good! educational sense, an institution's decisions
' ■/> concerning what <surrieu3ra^~goals to pursue, as well as how to

interpret and prioritize them, need to be anchored in, and 
< 7 ̂׳ .justified by, a coherent vision of what it is trying to achieve ׳

,̂ 6Û jg6«׳׳l,That is, its efforts need to be guided by a compelling answer to
•the— foilow4־ng— gueatior^: what kind of a Jewish person^ featuring '

^y^^what constellationo? beliefs, attitudes, skills, commitments, and 
dispositions, should we be cultivating? An adequate guiding vision 
does not offer a laundry-list of such characteristics but exhibits 
how they fit together to compose a picture of a meaningful form of 
Jewish existence. Absent such a vision, not only are basic 
decisions concerning goals hard to reasonably make, so
too are decisions concerning other important matters, including the 
organization of the physical and social environment, appropriate 
forms of pedagogy, and the skills desirable in educators 
addition, the absence of a vision of the kind of human beings'^t 
hoping to cultivate deprives an educational institution of an 
important basis for evaluating the success of its efforts.

The guiding principle of the Goals Project is that if Jewish 
educating institutions can become significantly more vision-driven 
than they typically are, the quality of Jewish education in the 
United States will be substantially enhanced. This principle can 
be defended on theoretical grounds, but not only on such grounds.
There is also ggipirically grounded״— Literatiire from general 
education that identifies the presence of a substantive guiding 
vision as indispensable to an educating institution's success.

V— >̂6V/05׳wuT
The contention\^]1at vision is indispensable is, of course, not 

intended to suggest the desirability of any particular vision. It
As intended to suggest that it is important for each educating
institution to identify or refine the vision appropriate to it and 
to look for ways to embody, or to better embody, this vision in its
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Per Abby's request for a description of the goals project:

Here is some copy for your Brochure, Abby. In addition to clearing 
this with Mandel Institute folks, I think it would be good if you
could also fax a copy of this to Alan, Barry, and Gail for their 
final approval —  or even read it to them over the phone.
Sorry about the confusion re: this little piece. I interpreted 
Alan's request for a short piece to be intended for a different 
purpose and wasn't thinking in terms of short paragraph to go into 
a brochure. If you think this piece needs stylistic or otherwise 
revisions, let me know. Feel free to call me at home up til 
midnight my time or early in the morning. I'm up at 5:30 am (my 
time) and leave the house usually by 6:10). By the way, perhaps 
it would be good to have a new paragraph beginning with the 
sentence 1'The seminar is designed...״

The summer Seminar on Goals brings to Israel lay and 
professional leaders in Jewish education, primarily but not 
exclusively from Lead Communities, for a period of intensive study 
and planning. It is one of several activities organized by C U E  to 
foster a climate and initiatives that will encourage Jewish 
educating institutions to become vision-driven. To describe a 
Jewish educating institution as vision-driven is to say that it is 
animated by a vision or conception of the kind of Jewish human 
being it is trying to cultivate, it has an answer to the question,
 What kind of Jewish person, featuring what constellation of״
beliefs, attitudes, commitments, and skills are we trying to
cultivate?'״, and it has found meaningful ways of embodying this 
answer in the institution's daily life. The seminar is designed to 
foster an appreciation for the important role that vision should, 
but too often does not, play in Jewish education and to think 
through various issu•■ that must be addressed if Jewish educating 
institutions are to become more vision-driven. Topics include: what 
visions are and how they give coherence and direction to the 
education; the challenge, at the local level, of arriving at a 
vision that is shared, compelling, and concrete enough to guide 
practice; the process of devising educational arrangements that are 
informed by a designated vision; strategies for engaging local 
educating institutions in the effort to become vision-driven. The 
seminar will include a variety of activities, including field trips 
to local vision-driven institutions. The seminar is designed with 
the expectation that on their return to their local communities, 
participants will collaborate with CIJB in its efforts to encourage 
local initiatives in this important area.
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everyday workings, it is this effort that the Goals Project hopes 
to encourage.

The development of a substantive vision that is compelling to 
the relevant stakeholders and whose educational implications have 
been woDced out in a meaningful way is a labor- intensive, 
intellectually and Jewishly demanding activity. It requires careful
thinking, educational expertise of varied kinds, ingenuity, soul- 
searching, and study. And because it is likely that participants in 
this process will bring with them diverse and sometimes conflicting 
convictions, some serious deliberation and negotiation will need to 
go on among them. Not only is the work hard, it must be 
acknowledged that there are no guarantees of success. But it must 
also be stressed that the potential rewards for the participants in 
the process, both as individuals and as representatives of their 
institutions, can be very significant.

THE GOALS PROJECT'S AGENDA

The Goals Project will be spearheading a number of efforts to 
encourage vision-drivenness in Jewish education.

n
j׳׳; A library of educational resources. The Goals Project has

begun a process of gathering materials, both theoretical and 
practical, that speak to the importance of vision and its 
relationship to educational goals and practice, as well as to the 
process of becoming vision-driven. This library of materials will 
be made available to communities and educating institutions that 
are interested in fostering vision-drivenness.

A summer Seminar in Jerusalem. The Summer Seminar will bring 
to Israel lay and professional leaders in Jewish education, 
primarily but not exclusively from Lead Communities, for an 
intensive period of study and planning. The seminar is designed to 
foster in participants an appreciation for the critical role that 
vision plays in Jewish education and to think through various 
issues that must be addressed if Jewish educating institutions, in 
general and in their local communities, are to become more vision- 
driven than they typically are. The seminar is designed with the 
expectation that on their return from the seminar, participants 
will collaborate with CIJE in its efforts to oncourage work in this 
arena in their home-communities.

The summer seminar will include the following elements:

1. Opportunities to develop an understanding of the ways in 
which having a vision can contribute to the design and 
effectiveness of an educating institution, as well as a chance to 
look at empirical studies that suggest the power of vision.

־ *
2. A chance to read articles by and to meet with s o m e r r  

exceptionally thoughtful individuals who have long pondered the 
question of what is an educated Jew, of what Jewish education — ״?״2
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should be educating towards. Encountering and wrestling with the 
visions propounded by these individuals is designed not only to 
clarify for participants what it means to have a vision of a 
meaningful Jewish existence, but also to encourage them to develop 
or refine their own visions.

3. A chance to think through the educational implications of
one or more of the visions encountered in the seminar: what
implications does a given vision have for the determination and 
interpretation of educational priorities, as well as for such 
matters as the design of the educational setting, the training of 
educators, and so forth? The road from vision to education design 
is by no means an easy one, and the seminar will try to illuminate 
the kinds of knowledge that are necessary to make this journey, as 
well as significant challenges that need to be addressed along the 
way.

4. A chance to visit,/ via literature/via film, and/or via 
direct encounter, educating institutions that are vision-driven and 
to see the way the vision functions/ to given coherence and 
direction to their efforts.

5. A chance to wrestle with the difficult question: What kinds
of techniques, processes and activities show promise of leading the 
relevant stakeholders in an educating institution to the 
development of a vision that will be compelling, shared, and
concrete enough to offer practical educational guidance?

6. A chanoe to develop concrete, practical strategies for 
stimulating local educating institutions in the coming year to 
become engaged in the process of becoming more vision-driven.

Local seminars in Lead Communities (and beyond^ . CIJE will
sponsor a series of seminars in each Lead Community next year for 
the representatives of local educating institutions. To
participate an institution will need to agree to come to all of the 
sessions and to have in attendance the key stakeholders from its 
professional and educational leadership. The seminars are designed 
to encourage local educating institutions to begin the process of 
becoming, or becoming more, vision-driven. Tt is the
responsibility of the community's lay and professional leadership 
to develop the clientele for these seminars.

CONCLUDING COMMENTS

CIJE does not believe that becoming vision-driven is easy or 
that it is sufficient to remedy the ills of Jewish educating 
institutions. But it is convinced that it is indispensable to 
success, and it welcomes your participation in the effort to 
encourage more careful attention to '1the vision thing" among 
educating institutions in Lead Communities and elsewhere.
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From: Dan Pekarsky (PEKARSKY)
To: Marom
Date: Friday, April 15, 1994 2:59 pm
Subject: Summer seminar

One of the things I did not include heavily in my 
characterization Seminar was the role of the Mandel Institute 
staff. I wanted a chance to hear from you how you felt you could 
best be used. Please keep this in mind in reacting to the 
suggestions I've made. I look forward to hearing from you.

Regards to all.

D.P.
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GOALS PROJECT SUMMER SEMINAR, JULY 10-14, 1994 

INTRODUCTION

CIJE'a ooal Project is an •ffort to encourage Jewish educating 
institution• to become much mora vision-driven than most are today. 
To daaariba a Javish aduoating institution as vision-driven is to 
say that it is animated by a vision or conception of the kind of 
Jewish human being it is trying to cultivate, it has an answer to 
the question, "what kind of a Jewish person, featuring what 
constellation of beliefs, attitudes, commitments and skills are we 
trying to cultivate?״, and it has found meaningful ways of 
embodying this answer in the institution's daily life. The Goals 
Project grows out of the conviction that the effectiveness of 
Jewish education in America will be substantially enhanced if its 
constituent institutions can become more vision-driven.

The C U E  summer seminar is one of several activities organized 
by CIJE to foster a climate and initiatives that will encourage 
vision-drivenness among Jewish educating institutions. The seminar 
brings to Israel lay and professional leaders in Jewish education, 
primarily but not exclusively from Lead communities, for a period 
of study and planning. The seminar is designed to foster an 
appreciation for the critical role that vision plays in Jewish 
education and to think through various issues that must be 
addressed if Jewish educating institutions are to become more 
vision-driven than they typically are. The seminar is designed with 
the expectation that on their return to their local communities, 
participants will collaborate with CIJE in its efforts to encourage 
local initiatives in this important area.

TENTATIVE SCHEDULE OF EVENTS

DAY 1J

9:00-11:00 introduction to the seminar

Led by Alan Hoffmann, Seymour Fox, Daniel Pekarsky

Coffee-break

11:15-12:15 Vision, Goals, and Educations The Theory behind the 
Goals Project

Presentation; Daniel Pekarsky

12-1 Lunch

1-5 Field Trip to a Vision-Driven Institution! Gush
Etzion

Conversation with Ha-Rav Lichtenstein
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prim~rily but not exclusively trom Lead oonununities, for a period 
or study and planning. The seminar is de■igned to foster an 
appreciation for the critical role that vision plays in Jewiah 
education and to think through varioua issues that must be 
ac!dres••d it Jewish educating institution■ are to become more 
vi•ion-driven than they typically are . The seminar is de•iqnec! with 
the expectation tbat on their return to their local communities, 
partioipanta will eolla~orate with CIJE in its efforts to encourage 
local initiatives in this important area . 

TENTATIVE SCHEDULE OF ~VEN~S 

DAY lJ 

9:00-llZOO 

coffee-break 

11:15-12S15 

12-1 

1-5 

Introduction to the semi nar 

Led by Alan Hoffmann, Seymour Fox, Daniel Pekarsky 

Vision, Goals, and Education: The Theory behind the 
Goal• Project 

Preaentation: Daniel Pekaraky 

Lunch 

Pield. Trip to a Vision-Driven Institu.tion1 Gush 
Et■ ion 

Conversation with Ha-Rav Lichtenstein 
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Analysis of field-trip experience.

Return to Jerusalem by 6 pm.

DAY 2!

8:30 - 9 Coffee

9 - 9:45 Text Study

[Note: Each day, beginning on Day 2, 45 minutes will be 
devoted to study of a classical Jewish text. Rabbinic or 
otherwise, that illuminates the subject of vision and 
education. These sessions will be guided by a gifted 
teacher - Who? Jonny Cohen, Mike Rosenak? Who?...]

9:45-noon Professor Greenberg's Vision of an Educated Jew

Guest: Professor Moahe Greenberg

Noon- 1 pm LUNCH

1 - 2:30 pm From vision to Educational Design: What would it mean 
to translate Greenberg's ideas into educational 
terms?

email Group Activity, with help of Marom, Wygoda, 
Holtz, and Dorph

2:45 - 4 Bharing/Diacussing Product# of small Group Activity
with Professor Greenberg

4 - 4:30 Coffee-break

4:30 - 6:00 From Vision to Education Design - Theoretical
Considerations

Daniel Pekarsky

DINNER BREAK

8 - 1 0  Panel Discussion - 3 Educators Interpret the educational 
implications of Professor Greenberg's ideas, 
and Greenberg responds.

DAY 3

8:30 - 9 Coffee

9 - 9:45 Text Study

9:45 -11:30 From Vision to Practice! the Ramah Experience

APR-17-sq 08,22 FROM, KINKO"S MADISON-WI. ID , 808 255 2786 

Analysis of field-trip experience, 

Return to Jerusalem by 6 pm, 

DAY 2: 

8:30 - 9 Coffee 

9 - 9:45 Text study 

[Note: Each day, beginning on Day 2, ~5 minutes wil1 be 
devote~ to study of a classical Jawiah text, Rabbinig or 
otherwise, that illuminates the subject of vision and 
education. These sessions will be guided by a gifted 
teacher - Who? Jonny Cohen, Mike Rosenak? Who? ••• ] 

9:45-noon Professor Greenberg's Vision of an Educated Jew 

Guest: Professor Mosha Greenberg 

Noon- 1 pm LUNCH 

PAGE 7 

1 - 2:30 pm From vision to Educational Design: What would it mean 
to translate Greenberg's ideas into educational 
terms? 

2: 4S - 4 

4 - 4:30 

small Group Activity, with help of Marom, Wygoda, 
Holtz, and Dorph 

sharing/Discussing Produots ot small Group Agtivity 
with Professor Greenberg 

Coffee-break 

4:30 - 6:00 From vision to Education Design - Theoretioal 
Con:s id.era t ions 

Daniel Pekarsky 

DINNER BREAK 

e - 10 

DAY 3 

8:30 - 9 

9 - 9:45 

Panel Discussion - 3 Educators Interpret the educational 
implications o! Professor Greenberg's ideas, 
and Greenberg responds. 

Cot'fee 

Text stuc!y 

9:45 -11:30 From Vision to Fracticu1 the Ramah Exporienoe 
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Seymour Fox 

11:30 - 12(30 LUNCH

12x30 - 6:30 pro Field-trip to a vision-driven secular-Zionist
educating institution

DAY 4

8:30 - 9 Coffee

9 - 9:45 Text Study

9:45 - Moon on Developing A Shared Vision Under Messy
Conditions: Perspectives on a Problem

Participants: Isa Aron, Seymour Fox, Barry Holtz, 
Daniel Pekarsky

Noon - 1 pm LUNCH

1 - 3 pm Towards the Development of A Shared Vision 

Small work-groups

COFFEE BREAK

3:30 - 5 Discussion

DINNER BREAK

7:30 - 9:30 SPECIAL EVENING PROGRAM [A very special speaker, to be 
determined, addressing a theme pertinent to our seminar]

DAY 5

8:30 - 9 COFFEE 

Text Study ־ 9:45 9

9:45 - noon Where do we go from here? What to do back home? 

Hoffmann, Dorph, Holts, Pekarsky

Noon - 1 Lunch

Afternoon session Loose Ends and Evaluation of Seminar

APR-17-94 08,23 FROM , KI NKO"S MADISON-W I , 

11130 - 12s3O 

Seymour Fox 

LUNCH 

IO, 60B 255 2766 PAGE B 

12r3O - 6130 pm 

DAY 4 

Field-trip ta a vision-driven aecular-Zioniat 
•aucating institution 

8130 - 9 

9 - 9r45 

Coft•e 

Text study 

9:45 - Noon on Developing A Shared Vision Under H•••Y 
conditions: Perspectives on a Problem 

Participant•: Isa Aron, Seymour Fox, Barry Holtz, 
Daniel Pekar•JtY 

Noon - 1 pm LUNCH 

1 - 3 pm Toward■ the Development ot A Shared Vision 

Small work-group• 

COFFEE BREAK 

3z30 - 5 Diaouaaion 

DIIDlER BREAK 

7130 - 9:30 SPECIAL EVENING PROGRAM [A vary sp•eial speaker, to be 
determined, adaressing a theme perti nent to our seminar] 

DAY 5 

8:30 - 9 COFP'EE 

9 - 9:45 Text Study 

9:45 - noon Wh•r• do we go from her•? What to do baok home? 

Botfmann, Dorph, Holtz, Pekarsky 

Noon - 1 Lunch 

Afternoon session Looaa Ends and Evaluation ot Seminar 



A P R - 1 7 - 9 4  0 8 : 2 S  FROM־ KI NKO" S MADI SON- WI , I D B08 2 ־ 5 5  27GB

\ \ ILU  KoV-f L —nuOf!(Tv-n Lsj2-6׳  ( vj־

Per Abby's request for a description of the goals project:

Here is some copy for your Brochure, Abby. In addition to clearing 
this with Mandel Institute folks, I think it would be good if you 
could also fax a copy of this to Alan, Barry, and Gail for their 
final approval —  or even read it to them over the phone.

Alan's request for a short piece to be intended for a different 
purpose and wasn't thinking in terms of short paragraph to go into 
a brochure. If you think this piece needs stylistic or otherwise 
revisions, let me know. Feel free to call me at home up til 
midnight my time or early in the morning. I'm up at 5:30 am (my 
time) and leave the house usually by 6:10). By the way, perhaps 
it would be good to have a new paragraph beginning with the 
sentence ״The seminar is designed...'•

Th«* Summer Seminar on Goals brings to Israel lay and 
professional leaders in Jewish education, primarily but not 
exclusively from Lead Communities, for a period of intensive study 
and planning. It is one of several activities organized by CIJE to 
foster a climate and initiative• that will encourage Jewish 
educating institutions to become vision-driven. To describe a 
Jewish educating institution as vision-driven is to say that it is 
animated by a vision or conception of the kind of Jewish human 
being! it is trying to cultivate. It has an answer to the question, 

^ What",״ ■  of Jewish person, featuring what constellation of ג<מ
bel‘ief*tf7  attitudes, commitments, and skills are we trying to 
cultivate?", and it has found meaningful ways of embodying this 
answer in the institution's daily life. The seminar is designed to 
foster an appreciation for the important role that vision should, 
but too often does not, play in Jewish education and to think 
through various issues that must be addressed if Jewish educating 
institutions are to become more vision-driven. Topics include: what 
visions are and how they give coherence and direction to the 

- **Vi11--H raJXT. the challenge, at the local level, of arriving at a
that is shared, compelling, and concrete enough to guide 

<5V practice,/ the process of devising educational arrangements that are
v y l  A  informed by a designated vision; strategies for engaging local 

juv educating institutions in the effort to become vision-driven. The 
kl ̂  a*jnjM'ar will include a variety of activities, including-f^eAd tripe 
 rtf* to/^ocal vision-driven institutions. The seminar is designed with י

the expectation that on their return to their local communities, 
participants will collaborate with C U E  in its efforts to encourage 

^  ./local initiatives in this important area.

pyo  (uC A h  Gin
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Per Abby's request for a description of the goals project: 

Here i s s ome copy for your Brochure, Abby. In addition to clearing 
this wi th Mande l Institute folks, I think i t would be good i f you 
could also fax a copy of this to Alan, Barry, and Ga il for their 
final approval -- or even read it to them over the phone. 
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Alan's request for a short piece to be intended for a different 
purpose and wasn't thinking in terms of short paragraph to go into 
a brochure. If you think this piece needs styl istic or otherwise 
revisions, let me know. Feel tree to call me at home up til 
midn i ght my time or early in the morning. I'm up at 5 : 30 am (my 
time) and leave the house usually by 6:10). By the way, perhaps 
i t would be good to have a new paragraph beginning with the 
sente nce "The seminar is designed ..• " 

j The Summer Seminar on aoals brings to Israel lay and . 1 
)J\"\~ profeaaional leaders in Jewish education, primarily but not A1...t-r-l 
\ ~~ exclusively from Lead communiti••, for a period of int•n•iva study [Hfl1M¥-L 

and planning. It i11 one ct several activities organized by CIJE to 
foster a climate and initiative• that will encourage Jewish 

,(,.... educating institutions to beoome vision-driven. To c3escrib• a 

J
U Jevi•h educating institution as vision-driven is to say that it i• 

a~t•d by a vision or conception of the Jcind of Jewish human ~ ..... ~ 
~einq\ it is tryinq to cultivate. It has an answer to the question, ir 1•~· 

"Wh_at; . !ttnd of Jewish parson, featuring what constellation of 
/ ~ ~ al'ti'!"ii~ attitudes, commitments, and skills are we trying to 
Ur' cultivate?", and it has found meaningful ways of embocJying this 

answer in the in•titution's daily life. The seminar is designed to 
foster an appreciation tor the important role that vision should, 
but too oftan does not, play in Jewish education and to think 
through various is~u•s that must ha addressed if Jewish educating ~J.v. institutions are to bocome more vision-driven. Topics include: what 

~.Jo vi■ ionis are and how they give ooherence ancl direction to the ~->~ JMl.,._..a&.lW.8@.' the cha1lenge, at th• local level, of arriving at a 
;p-\/'J v i aion that i• aharec5, compelling, an~ oonerete enough to guide 
~ ~ practic~{ th• proce11s ot c5evisinq educational arran9ement11 that are 
v1 inform.a by a dasignat•4 vision; strategies for engaging local 

ed~c t"ing institutions in the ettort to ~•coma vision-driven. Th• 
a•m ar will include a variety of activities, ino'hudiD'iJ:=f:' eld trip-w 
to ooal vision-driven institutions. The seminar is designed with 
tbe expectation that on their return to their local communities, 
iartioipant• will eollaborate with CIJE in its efforts to encourage 
local initiatives in tbis important ar~a. 
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TO: VIRGINIA F. LEVI

FROM: DAN PEKARSKY

DATE: FEBRUARY 7, 1994

SUBJECT: TOWARDS AN AGENDA FOR THE !goals PROJECT

I. INTRODUCTION

The Goals Project is a multi-pronged 1 
"vision-drivenness" in Jewish educatij

ffort to catalyze what might be called! 
nal institutions. To refer to an׳i
B is to say that its work is guided and 
Shat it wants to achieve, of the kinds of 
e. To speak of a Jewish educational 
f of it that it is animated by a vision 
existence. The Goals Project will 
Ing relevant individuals, groups, and 
e of vision-drivenness and through 
fcate and encourage both serious 
equally serious efforts to identify and 
s of the answers arrived at through such

bo set forth, for purposes of our 
as ־־ or, rather, options * about how 
or to describing these ideas, the 
out in three brief sections, 
ts, Clarifications.

This principal aim of this report is 
deliberation, some fairly concrete id i 
the Goals Project should proceed. PiL 
framework for discussion will be laid 
respectively entitled Rationale, Cave a

sport summarize ideas developed in the 
: in North America and an intensive set 
v Jerusalem held in January, 1994.

and "Monitoring and Evaluation", the 
the CIJE conception and agenda from the 

are simple but compelling.

any sense of direction, much less a 
ts, the enterprise is not informed by 
wants to achieve. This undermines

Absent a clear sense 
Jewish education, there can be no 
iic matters as the organization of the 
, focus of instruction and the 
Is of curricular materials that are 
:ristics that are desirable in educators, 
if what one hopes to achieve, is there a 
forts at education and making׳

educating institution as vision-drive 
energized by a substantive vision of 
human beings it is trying to cultivai 
institution as vision-driven is to 
or conception of a meaningful Jewish 
encourage vision-drivenness by educal 
institutions concerning the important 
various strategies designed to facil: 
reflection on underlying visions and 
actualize the educational implicatio: 
reflection.

Many of the ideas expressed in this ; 
course of discussions among CIJE sta: 
of meetings at the Mandel Institute :

Rationale. Along with "Best Practices 
Goals Project has been associated wit fi 
very beginning. The reasons for this

The Goals Project is predicated on tie idea that much of what passes for 
Jewish education today is lacking in 
compelling sense of direction. That 
coherent sense of what it is that ond 
efforts at education in a variety of !significant ways 
of what it is one wants to achieve 1 
thoughtful basis for deciding such b 
educational environment, the princip 
appropriate kind of pedagogy, the ki 
appropriate, and the kinds of charac 
Nor, in the absence of a clear sense 
reasonable basis for evaluating our
recommendations for reform. As I have noted in another CIJE memorandum, the
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ffort to catalyze what might be called 
l institut ions. To r e fer to an 

is to s ay that its work is guide d and 
at it want s to achieve, of the kinds o f 

To speak of a Jewish educational 
of it that it is animated by a vision 

xistence. Toe Goal s Project will 
ng relevant individual~, grou.ps, and 
of vision-drivenness and through 

ate and encourage both serious 
qually serious efforts to identify and 
of the answers arrived at through such 

reflection. . 

This principal aim of this report is i o set forth, for purposes of our 
deliberation, some fairly concrete idtas -- or, rather, options - about how 
the Goals Project should proceed. Pxlor to describing t hese ideas, t he 
framework for discussion will be laid out in thre e brief sections, 
respectively entitled Rat ionale, Cave its, Clarificat ions . 

M...ny of the ideas expressed in this 
course of discussions among CIJE sta 
of meetings at me Mandel Institute 

port summarize ideas developed in the 
in North Amer i ca and an intensive se t 
Jerusa lem held in January, 1994. 

Rationale. Along with ".Best Practices• and "Monitoring and Evaluation", the 
Goals Project has been associaeed wi!n the CIJE conception and agenda from the 
very beginning . The reasons for thi~ are simple but compelling. 

The Goals Project is predicated on e id~a that much of what passes for 
Jewi sh education today is lacking in any sense of direction, much less a 
compelling sense of direction. That is, the enterprise is not informed by 
coherent sense of what it is that onE wants to achieve. This undermines 
efforts at education in a variety of ignificant ways . Absent a clear sense 
of what it is one wants to achieve i Jewish education, there can be no 
thoughtful basis for deciding such b ic matters as the organization of the 
educational environment, the princip focus of ins~ruction and the 
appropriate kind of pedagogy, the ki of curri cular materials that are 
appropriate, and the kinds of charac ris t i c s that are desirable in educators. 
Nor, in the absence of a clear sense f what one hopes to achieve, is there a 
reasonable basis for evaluating our forts at education and Illa.king 
recommendations for reform. As I ha noted in another CIJE memorandum, the 
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upshot of this is chat the de facto cr ׳teria of success in Jewish education 
become the following: Do the students Continue coming? Are they 
non-disruptive? Do they seem engaged? !Though these are, of course, vital 
matters that educators need to attend po, they do not establish a sufficient 
basis for determining educational practice.

To put the matter positively, the Coal 
necessary condition of success in Jew; 
clear and coherent vision of what it ; 
is that one hopes to accomplish" can i 
could, for example, refer to the kind 
what kinds of educators and featuring 
to bring into being. This is, of cou:

5 Proj ect takes it as a given that a 
ph education is the development of a 
5 that one hopes to accomplish. "What it 
ji interpreted in more than one way. It 
9f educational environment, peopled by 
Shat kinds of activities, one would like 
se, important and part of what the Goals 

Project is interested in. Notice, howiver, that decisions concerning the kind 
of educational environment one would 1 Lke to bring into being are themselves 
dependent on answering a more fundamen =:al question: namely, what kinds of 
human beings, featuring what constellation of attitudes, understandings, 
commitments, and dispositions, should Jewish educational institutions be 
trying to nurture? What is one's vision of a meaningful Jewish existence? If 
Jewish educators and those that employ them are to take us significantly 
beyond where we now are, they need to se guided by thoughtful answers to such 
questions. This conclusion seems to us sound not only on theoretical grounds; 
there is also ample, empirically groui■led literature from general education 
that identifies the existence of a sui stantive guiding vision as a critical 
ingredient of a thriving educational environment.

The contention that vision is indispensable is, of course, not intended to 
suggest the desirability of any partia iilar vision. It does, however, represent 
an endorsement of the view that each t. ducating institution should be hard at 
work identifying the vision appropriate for it, and then looking for ways to 
better embody this vision in the instifcution1s culture and educational 
activities. It is this effort that tie Goals Project will try to encourage 
and support.

Caveats. A few caveats are in order:

Being able to articulate guiding vision of a meaningful 
Jewish existence and really being committed to that vision are 
two very different things The power of a vision to influence 
practice for the better pi ,obably depends substantially on genuine 
commitment to the vision.

For a guiding vision to really guide, it is important that 
front-line educators as will as lay and professional leaders come 
to identify strongly with it.

The road from a compelling vision of a meaningful Jewish 
existence to the design a*d implementation of appropriate 
educational arrangements Is long, complex, and under-determined. 
In particular, no unique bet of educational arrangements can be 
deduced from any given vision of a meaningful Jewish existence. 
The movement from vision 40 a characterization of educational

1.

2
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upshot of this is that the de facto er 
become the following: Do the students 
non-disruptive? Do they seem engaged? 
matters that educators need to attend 
basis for determining educational pra 

teria of success in Jewish education 
ncinue coming? Are they 

'Though these sre, of course, vital 
, they do not establish a sufficient 

To put the matter positively, the Project takes it as a given that a 
necessary condition of success in h education is the development of a 
clear and coherent vision of what it that one hopes to accomplish. "wnat it 
is that one hopes to accomplish" can interpreted in more than one way. It 
could, for example, refer to the kind f educational environment, peopled by 
what kinds of educators and featuring hat kinds of activities, one would like 
to bring into being. This is, of co e, important and part of what the Goals 
Project is interested in. Notice, ho !Ver, that decisions concerning the kind 
of educational environment one would llke to bring into being are themselves 
dependent on answering a more fundallle~,al question: namely, what kinds of 
human beings, featuring what constella~ion of attitudes, understandings, 
commitments, and dispositions, should ·ewish educational institutions be 
trying to nurture? What is one's vis · n of a meaningful Jewish existence? If 
Jewish educators and those that employ them are to take us significantly 
beyond where we now are, they need to f.~ guided by thoughtful answers to such 
questions. This conclusion seems to U!: sound not only on theoretical grounds; 
there is also alllple, empirically grow, ed l iterature from general education 
that identifies the existence of a sul!stantive guiding vision as a critical 
ingredient of a thriving educational Elnvironment. 

The contention that vision is indispe111sable is, of course , not intended to 
suggest the desirability of any parti~ular vision. It does , however, represent 
an endorsement of the view that each e ucating institution should be hard at 
work identifying the vision appropria for it, and then looking £or ways to 
better embody this vision in the inst'tution's culture and education.al 
activities. It is this effort that tle Goals Project will try to encourage 
and support . 

Caveats. 

1. 

2. 

3. 

800'39t::,d 

A few caveats are in order: 

Being able to arti~ulate ~ guiding vision of a meaningful 
Je~ish existence and reallY being committed to that vision are 
cwo very different things; The power of a vision to influence 
practice for the be~ter pl' ~bably depends substantially on genuine 
commitment to the vision. 

For a guiding vision to ri~lly guide, it is iwportant that 
front-line educators as w,j,11 as lay and professional leaders come 
to identify strongly with it. 

The road from a compelli~ vision of a meaningful Jewlsh 
existence to the desigTI I implementation of appropriate 
educational arrangements s long, complex, and under-determined. 
In particular, no unique et of educational arrangements can be 
deduced from any given vi ion of a meaningful Jewish existence. 
The movement from vision lo a characterization of educational 
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arrangements that offer pr saise of realizing that vision pre- 
supposes a host of beliefs jnot contained in the original vision, 
as well as considerable in Agination; and the movement from a 
portrait of optimal educat kinal arrangements to actual practice in 
the real world in which we :'live is also anything but simple. [Time 
permitting, these points concerning the relationship between 
vision and practice will bte elaborated in an appendix to this 
document.] I

fe is concerning the nature and scope of 
Is that we will proceed fruitfully, 
reiterate a few basic points that may

Clarifications. The more clarity the 
the Goals Project, the more likely it 
With this in mind, I want to stress or 
hialp to ־יה!?׳■? fy t־>!« enterprise.

linked to but is not identical with 
The Educated Jew Project is a long-term 
Ives identifying a discrete number of 
or a meaningful Jewish existence, and 
way to think through what,

:y might imply. The ideas, articles, 
the Educated Jew Project are 

's Goals Project, but how they are used 
be decided on a case-by-case basis.
. instances, be a mistake is some 
>ject to be the "Educated Jew" materials 

to stimulate serious thinking about

eLy

sjLth 
J E

•1 ts

im®

The Goals Project is clos 
the Educated Jew Project, 
research endeavor that 
visions of an educated Jeti 
then trying in a systemati s 
educationally speaking, 
and personnel associated 
resources available to Cl 
and at what stage needs t« 
It may, in some but not al 
instances for the Goals Pi 
at the center of its effo 
goals.

Elsewhere I have drawn a i Lstinction between two important, 
inter-related but nonethel ess different, kinds of goals: 
substantive educational g«als (that derive from a vision of a 
meaningful Jewish existence) and instrumental goals that a 
community or an institution sets for itself. Instrumental goals 
identify desiderata that *re likely to contribute to success no 
matter what one's substantive vision might be (for example, 
increasing to a given levil the number of appropriately qualified 
educational leaders or teachers in a school or community; 
increasing the number of ytudents in Jewish educational settings 
like schools, summer camp*, Israel programs, etc.) It has 
elsewhere been noted that the two kinds of goals are not as 
independent of each other as the distinction might suggest, but 
that is not my concern hei׳e. The important question concerns 
whether the Goals Project should be looking at both kinds of goals 
or only at the substantives educational goals. While reflection on 
instrumental goals will g I on in the Goals Project, its primary 
mandate is to stimulate p! fogress in the area of substantive 
educational goals. [If tiis is true, we need to be giving more 
thought as a group to the arena in which instrumental goals - - 
which are, I believe, invjjluable - will be developed for 
communities and institutions .]
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arrangements that offer p~ ise of realizing that vision pre• 
supposes a host of beliefs !not contained in the original vision, 
as well as considerable i*~ination; and the ~ovement from a 
portrait of optimal educat. nal arrangements to actual practice in 
the reAl world in l<l'hich ~e ·11ve is also anything but simple. [Time 
permitting, these points · cerning the relationship between 
vision and practice will elaborated in an appendLx to this 
document . J 

Clarifications. The more clarity th .e is concerning the nature and scope of 
the Goals Project, the more likely it !s that we will proceed fruitfully. 
~ith this in mind, I want to stress or reiterate a few basic points that may 
h1;1lp t" !'.'.'l;;,ri fy rhiw. l".nt:~r.vrise. 

l. 

2. 
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The Goals Project is clos y linked to but is not identical with 
the Educated Jew Project. The Educated Jew Project is a long•term 
research endeavor that in lves identifying a discrete number of 
visions of an educated J e~ or a meaningful Jewish existence, snd 
then trying in a systematje way to think through what, 
educationally speaking, t y might imply. The ideas, articl~s, 
and personnel associated th the Educated Jew Project are 
resources available to CIJE's Goals Project, but bow t hey are used 
and at what stage needs te be decided on a case-by-case basis. 
It may, in some but not at instances, be a mistake is some 
instances for the Goals PlJbjecc to be the "Educated Jew" materials 
at the center of its e:ffo11ts to stimulate serious thinking about 
goals. 

Elsewhere I have drawn a lstinction between two important, 
inter-related but nonethe ss different, kinds of goals: 
substantive educational g ls (that derive from a vision of a 
meaningful Jewish existen ) and instrumental goals that a 
community or an in.stitut~ sets for itself. Instrumental goals 
identify desiderata th.at e likely to contribute to success no 
matter what one's suhstan ve vision might be (for example , 
increasing to a given le 1 the number of appropriately qualified 
educational leaders or ter:bers in a school or community; 
increasing the number of ytudents in Jewish educational settings 
like schools, SUlDiller campf, Israel programs, etc.) It has 
elsewhere been noted thatlthe t:wo kinds of goals are not as 
independent of each other as the distinction might suggest, but 
that is not my concern heife, The important question concerns 
whether the Goals ProjectJshould be looking at both kinds of goals 
or only at the substantivi: educational goals . While reflection on 
instrumental goals will gii on in the Goals Project, its primary 
mandate is to stimulate : gress in the area of substantive. 
educational goals. [ If t ' 1is is true, we peed to be giving more 
thought as a group to the arena in which instrumental goals 
which are, I believe, in ·1uable • will be developed for 
communities and institut . ] 
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lentele for the Goals Project? The Goals 
hree major levels: educating 
!!ties, and the denominations. It is 
'ing with each of these levels 
ncouraging them to support one 
late and actualize their educational 
oject has a special interest in the 
work is not necessarily limited to 
be seen below, it may be fruitful to

SIJE might try to encourage serious and 
Sion and goals, and it is an open 
should be doing. Relevant

3, What is the appropriate cli 
Project is concerned with I 
institutions, Jewish commd 
interested not only in worl 
independently but also in I 
another's efforts to art! 
visions. While the Goals : 
three Lead Communities, i 
them (and, in fact, as wi 
go beyond them).

II. SOME CONCRETE PROPOSALS

There are many possible ways in which 
productive attention to questions of ־ 
question precisely how much or what we 
considerations include the following:

What seem to be fruitful v ays of encouraging productive work in 
this area?

“sources will be required by these 
are they available to us?

What human and financial 13 
different strategies, and

What is the appropriate ti ice -frame within which we should be 
working?

In putting some of these concrete ideas

a)

b)

c)

Below I summarize a number of strategi es that have been under discussion
within C U E  and the Mandel Institute.
on the table, the expectation is not *hat one or all of them will be accepted 
but that they will provide a springboard to serious deliberation concerning 
what the Goals Project should be doingi. Ky hope is that by the end of the 
February 10 meeting we will have arrrfed at a preliminary decision concerning 
a set of strategies that seem both feasible and fruitful, as well as the 
rudiments of a plan of action. The decision made might be to endorse one or 
more of the strategies discussed beloy, in the form presented or in a revised 
form; or it might be to pursue an as-jtet unidentified route.

1
III. SOME STRATEGIES TO BE CONSIDER:

Encouraging vision-drivetwess via educational efforts.

Whatever CIJE accomplish©* with the Goals Project will depend in 
large part on whether the*relevant groups, institutions,

als come to recognize the important role 
pucation. The need to nurture such an 
pus educational challenge for CUE. How 
pdressed will vary with different 
prtain general things we can be doing 
roff across these contexts. In 
lect should work systematically to

communities, and individv, 
of vision-drivenness in e 
appreciation poses a seri 
this challenge is to be £ 

contexts; but there are c 
which may have a high paj 
particular, the Goals Prc
develop a library of mate rials that explain the importance of and
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3. What is the appropriate cl 
Project is concerned with 
institutions, Jewish comm 
interested not only in wo 
independently but also in 
another's efforts to arti 
visions. Vhile che Goals 
three Lead Colllilluni.ties, i 
them (and, in fact, as wi 
go beyond them) . 

SOME CONCRETE PROPOSALS 

ntele for the Goals Project? The Goals 
ree ~ajor levels: educating 

ities, and the denominations. I t is 
ng with each of these levels 
couraging them to support one 

late and actualize their educational 
oject has a special interest in the 

work is not necessarily limited to 
be seen below, it m.ay be fruitful to 

There are many possible ways in which1IJE might try to encourage serious 
productive attention to questions of sion and goals, and it is an open 
question precisely how much or what we should be doing. RelevAnt 
considerations include the following: 

a) tJhat seem to be fruitful ~[1ys of encouraging productive work 
this area? 

and 

in 

b) What human and financial ~sources will be required by these 
different strategies, and e they available to us? 

c) What is the appropriate t 
working? 

-frame within which we should be 

Below I summarize a nwnber of strateg es that have been under discussion 
within CIJE and the Mandel Institute. ~ In putting some of these concrete ideas 
on the table, the expectation is not at one or all of them will be accepted 
but that they will provide a springbo d to serious deliberation concerning 
what the Goals Project should be <loin My hope is that by the end of the 
February 10 meeting we will have arri'fed at a preliminary decision concerning 
a set of strategies that seem both fefible and fruitful, as well as the 
rudiments of a plan of action. The dfeision made might be to endorse one or 
more of the strategies discussed belot in the form presented or in a r evised 
form; or it might be to pursue an as-

1
_t unidentified route. 

II!. SOME STRATEGIES TO BE CONSlDER, 

A, Encouraging vision-drive ss via educatioru1l efforts. 
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Vhatever CIJE accomplish with the Coals Project will depend in 
large part on whet:her the relevant groups, institutions, 
communities, and individ ls come to recognize the important role 
of vision-drivenness in cation, The need to nurture such an 
appreciation poses a ser us educational challenge for CIJE. How 
this challenge is to be~ dressed will vary with different 
contexts; but there are rtain general things we can be doing 
which may have a high pa off across these contexts. In 
particular, the Goals Pr ect should work systematically to 
develop a library of materials that explain the importance of and 
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Such a resource bank would Includeexemplify vision-drivennes!! 
the following:

inderstandable discussions of what it 
b r a  vision, of the way vision-drivenness 
th j development:, implementation, and 
t Lonal practices, and of the accumulating 
 rid of general education that being ׳0
r Lch educational dividends.

ng goes, is worth a thousand words.
 Lng educating institutions that are י1;
Ip invaluable, particularly if

accounts of the ways in which the 
joes on in the institution. Such 
from the world of Jewish education but 

dkcation. The Waldorf school that grows 
Ikdolph Steiner has been pointed to as a 

example.

Lons that have gone through a serious 
is and have, through this process, 
nning what they are doing in fruitful 
; well be found in the work of the 
11 Schools, as documented in their

ry." Following the lead of the Carnegie 
3N PREPARED, CIJE would do well to 
ce articles that vividly present 
as of the kind we -- or some segment of 
see ten or twenty years down the road. 
3e i) to make the institution(s) come 
g way, and ii) to show how, down to its 
lects a particular animating vision, 
more than one such article be 
s our sense that we would want to see 
more than one vision of a meaningful

Thoughtful, readily 
means to be guided 
can contribute to 
evaluation of educa 
evidence from the w 
vision-driven pays

s&y IOne picture, the 
Examples of flouris' 
vision-driven will 
accompanied by vivic 
vision informs what 
examples could come 
also from general e 
out of the work of 
possibly interesting

Examples of institu* 
goals-defining proca 
succeeded in transffl 
ways. Examples migi 
Coalition of Essenti 
j ournal, HORACE.

"The future as hist« 
Commission in A NAT1 
commission one or 
educating institutie 
nweH - might hope td 
The challenge would] 
alive in an appeali^ 
very details, it rel 
The suggestion that] 
commissioned reflecj 
portraits reflecting 
Jewish existence.

5. The "Educated Jew" iiroject is a potentially richresource, 
particularly as the philosophical conceptions that are its 
starting-point are translated into portraits of educational 
Institutions that adequately reflect that vision.

Strategies for working wijfeh individual educational institutions 

1. A Coalition of Visi&n-Driven Institutions

it a coalition be established for 
»ns that are seriously interested in 
jess of clarifying their underlying

This proposal is tt 
educating institute 
going through a prc
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exemplify vision-drivenne 
the following: 

Such a resource bank would include 

1. Thoughtful, readily mderstandable discussions of what it 
means to be guided a vision, of the way vision-drivenness 
can contribute to th development, implementation, and 
evaluation of onal practices, and of the accumulating 
evidence from ld of general education that being 
vision-driven ch educational dividends. 

2, One picture, the sajlng goes, is worth a thousand words. 
E.~amples of flourisblng educating institutions that are 
vision-driven will invaluable, particularly if 
accompanied by vivi~ accounts of the ways in which the 
vision infonns what ~oes on in the institution. Such 
examples could come from the world of Jewish education but 
also from general ec~ation. The Waldorf school that grows 
out of the work of ~dolph Steiner has been pointed to as a 
possibly interestinj example. 

3 . Examples of inst~tu ons that have gone through a serious 
goals-defining proc sand have, through this process, 
succeeded in transf ing what they are doing in fruitful 
ways. Examples mi well be found in the work of the 
Coalition of Essenti 1 Schools, as documented in their 
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journal, HORACE. 

"The future as hist 
Commission in A NAT 
commission one or 
educating in.stituti 
"we" - might hope t 
The challenge would 
alive in an appeali 
very details, it re 
The suggestion that 
COllllllissioned reflec 
portraits reflecti 
Jewish existence. 

." Following the lead of the Carnegie 
N PREPARED, CIJE would do vell to 
e articles that vividly present 

of the kind ~e -- or some segment of 
see ten or t'Wenty years down the road. 

· i) to make the institution(s) come 
way, and ii) to show how, down to its 

ects a particular animating vision. 
ore than one such article be 
our sense that we would want to see 

more than one vision of a meaningful 

The "Educated Jew" 1· irojec t is a potentially richresource , 
particularly as the philosophical conceptions that are its 
starting-point are rranslated into portraits of educational 
institutions that a,.equa tely reflect that vi~ion. 

Strategies for working wJh individual educational institutions 

1. A Coalition of Vis· n-Driven Institutions 

This proposal is t 
educating institut 
going through a pr 
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ta coalition be established for 
ns that are seriously interested in 
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vision and goals, as well as in articulating and working 
towards the actualiz ition of the relevant educational 
implications. In addition to providing evidence of

iating institutions would have to meet f 
in order to qualify for admission and 
inding. Member institutions would be 
CUE-resources designed to facilitate 
:orts.

ins from Lead Communities might well be 
1i klify for membership in the coalition,
: assume that the coalition will be 
ities. On the contrary, the hope is 

other communities would want to enter

seriousness, partic 
variety of standard 
to remain in good s 
offered a variety o: 
a*1d support their e:

While some instituti ל 
interested in and q 
the proposal does nc 
limited to Lead Co; 
that institutions i* 
the process.

wrufen

It is far from cleai how many institutions would be 
interested in partii tpating in the coalition or would 
qualify. If the coal ition were to begin with only two or

this would by no means be a disaster; 
desirable. If, on the other hand, a
were both interested and able to meet

the standards for ewtry, this might create some
r CIJE. In particular, it might well 
:ify appropriate individuals in Jewish 
i the country who could serve as 
rces to the member-institutions as they 

Identifying who such people might be 
>n their availability is some thing that 
;ting started on.

three institutions, 
indeed, it might be 
host of institution!

resource-problems fi 
require CIJE to idei 
education from arova 
consultants or reso* 
set about their worl 
and getting clearer 
is probably worth g«

If CIJE is to pursue this proposal, a variety of important 
tasks lie on the immediate horizon. It might also be useful 
to invite an articulate representative of the Coalition of 
Essential Schools t» meet with us so that we can benefit 
from that coalition!s experience and insight.

institution, or perhaps one or two within 
and work intensively with each one on

Identify a single 
each lead community! 
issues of goals.

This proposal is ini a sense more modest than the Coalition 
proposal (A., above®. The intuition that informs it is 
that, particularly given possibly scarce human resources 
available to the p»ject, we would be better off pouring 
these resources intensively into one or a few settings than 
to risk squandering! them by trying to address the needs of 
too many institutions. It is conceivable that by investing 
a whole lot of thought and energy into one institution, we 
are likely to have greater success than if we try to work

2 .
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It is far from clea1 how many institutions would be 
interested in parti · pating in the coalition or would 
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three institutions, his would by no means be a disaster; 
indeed, it might be esirable. If, on the other hand, a 
host of institutionl were both interested and able to meet 
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resource-proble:ms ff CIJE. In particular, it might well 
require CIJE to idef;ify appropri ate individuals in Jewish 
education from aro the country who could serve as 
consultants or reso ces to the member-instit\l.tions as they 
set about their wo Identifying who such people might be 
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This proposal is a sense more modest than the Coalition 
proposal (A., abov The intuition that informs it is 
that, particularly ·1ven possibly scarce human resources 
available to the p ject, we would be better off pouring 
these resources in nsively into one or a few set=ings than 
to risk squanderin them by trying to address the needs of 
too many institutif,. It is conceivable that by investing 
a whole lot of tho t and energy into one instit ution, we 
are likely to have eater success than if we try to work 
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to invite an articulate representative of the Coalition of 
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from that coalition s experience and insight.
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tensively into one or a few settings than 
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oSis, It is conceivable that by investing 
u ■ht and energy into one institution, we 
greater success than if we try to work 
itions; and one significant success may 
s CIJE process than a number of less 
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Strategies for working wifh Lead Community lay and professional 
leadership. i
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to invite an articufate representative of the Coalition of 
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from that coalition' s experience and insight . 
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This proposal is in a sense more modest than the Coalition 
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that, particularly _F,iven possibly scarce human resources 
available to the pr;ject, we would be better off pouring 
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to risk squandering them by trying to address the needs of 
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Lanned for this summer).A planning seminar (j

This seminar would b«.designed to engage lay and 
professional leadership, especially within Lead Communities, 
around the theme of Vision and Educational Practice. The 
seminar, as now cond £tualized, would include the following 
kinds of elements:

k>r participants to come to appreciate 
!ole that vision and goals can play in 

d national process;

Opportunities 
the important 
guiding the e<

A chance to befcin or continue working through their 
own visions of a meaningful Jewish existence;

ounter other such views, including but 
formulations developed in the "Educated

A chance to eri; 
not limited to 
Jew" project;

in thinking about what's involved in 
such a vision to guide educational

local communities in the 
■ocess. If such a seminar is to take 
• of decision need to be made fast. For 
Lnd for how long will it take place?
:ake place - - in Israel or in the “United 
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Encourage the denominations to clarify and more adequately 
articulate their ownjguiding visions of a meaningful Jewish 
existence. This cousd be done in more than one way. One 
route would be to use existing vision-statements as guides, 
or in any case, as sfiringboards for further clarification. 
Another route might we to ask them to identify an educating 
institution that adequately exhibits what the denomination 
represents and strivss for, and then to do a content 
analysis of the basis assumptions concerning the aims of 
education that seem :o be implicit in that institution’s 
practice,
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denomination or showLd be cross-denominational would have to 
be decided; conceivably, the initial seminar that launches 
the project at the t snominational level would be 
inter-denominational ! while those that follow would be 
intra-denominational .

Pilot-Projects.

One way to approach the G«als Project, a way ,which overlaps but is 
not identical with the approaches discussed above, is to undertake 
one or more pilot-project*. For example, a pilot-project might 
take a particular dimension of Jewish education, e.g. the teaching 
of Bible or the Israel experience, and systematically explore it 
in relation to issues of fcderlying vision and goals. This could 
be done in a variety of w«ys and at a variety of levels. For 
example, a community migh« take it on itself to focus on a
particular dimension of J 
experience - and to catal:
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such aims operate co guid< , practice. Conceivably, different 
communities would take different dimensions of Jewish education as 
their central focus, I.

One could, also imagine nafeonal denominational organizations 
making an agreement to exffl.ore one or more dimensions of Jewish 
education in this way. S«ph an agreement could give rise to some 
fascinating results: for she would expect that if the 
denominations approached *ny given dimension of Jewish education - 
from the teaching of Hebrfiw to the teaching of Israel to the 
teaching of Bible - serioiisly and with careful attention to their 
different visions of a meaningful Jewish existence and the aims of 
Jewish education, importai St differences in educational emphasis 
and direction would emerg*

CONCLUDING COMMENTS

My hope is that the foregoing discuss ton will suffice to stimulate and guide 
our discussion at our February meetings. Such discussion might profitably

unclarities, incompletend Jses or mis-statements found in this 
document;

the adequacy of the varied is proposals and ways of improving them;

pertinent proposals not a rticulated in this document. Ideally, we 
will emerge with the rudii sents of a strategy at each of the major 
levels discussed above.

nd the following agenda for our

Underlying assumpti >ns and key distinctions that inform and 
define the goals ps sject;

the goals project is to work;

considerations perti Lnent to a decision concerning which 
strategy or strategies to adopt.

Summary, discussion and assessment of the major proposals
, as well as additional proposals that

IV.

focus on

a)

b) 

c)

Based on the foregoing, I would recoi 
February 10 meeting:

Summarizing/refining/reth Inking the basics: 

a)

the levels at whichb)

c>

represented in this repo: 
seem promising.

Action: 1i

a) Decide on one or m«:e proposals to pursue, and
b) Develop a plan of action, including a division of labor.

10
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Dear. Danny:
I I . י

Bravo on your 'document. It is written 
beautifully and I think it will open up 
the discussion well, both for the the 
CIJE lay and staff. I gave copies to 
Shmuel and to SF and Annette, just 
before they went out of town. If it 
hasn't been already, Shmuel׳s summary of 
the proposal will be faxed over to you 
as soon as he comes back from miluim 
(what is your fax number?)

A few minor points for your 
consideration:

1. In relation to the general statement 
on the project:

a) It may be important to openly state 
that what we are calling vision is not 
the same as formulating a mission 
statement or the popular activity called 
"visioning." I do not mean that you 
have to spell out the whole story for 
the readers, but only to warn them that 
what we are talking about goes beyond 
these well known but inappropriate forms 
of planning. This could latch on to your 
suggestion that vision involves 
answering questions such as "What is a 
meaningful Jewish existence?" or can be 
a separate point in the caveats.

b) It could be important to stress that 
developing vision is not only an 
exercise in clarification and planning 
but also in culture-building in 
educational institutions. The promise 
of effectiveness as derived from vision 
relates equally to this aspect as it 
does to the others.

2. In the caveats, don't points #1 and 
#2 go together?

3. Regarding point #3 in the caveats:

a) The formulation "beliefs not 
contained in the original vision" may be 
misleading. The point here is that 
moving from vision to practice involves 
lots of extrapolative inquiry, 
delineation, clarification, and perhaps
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consultation with experts. This is a 
lengthy painstaking process which 
demands time and commitment.

fc>) Though it is indeed unnecessary to 
spell out the whole theory of moving 
from theory to practice, don't the 
people who read this have to know enough 
about the nature of this process in 
order to be able to appreciate the 
proportion of the efforts involved in 
the proposals later suggested? Also, 
this discussion appropriately raises the 
question of the recruitment and training 
of the "exxon" group of educators for 
the implementation of a number of these 
proposals (a point which you pick up 
later).

3. The last part of point #3 of the 
clarifications is unclear grammatically.

4. In point #2 of the clarifications, 
it may be useful to add a third 
possibility for the question of 
substantive vs. instrumental goals: 
the creating of a tension - or as I 
called it a "resonance"- between the 
two. The formulation is unimportant 
here. What seems to me to be important 
is the idea that one of the goals of the 
goals project is to create this tension. 
Furthermore, and this is a corollary of 
the tension point, it should perhaps be 
stressed that the move from philosophy 
to practice is an ongoing and endless 
one.

5. In point #2b of the strategies for 
working with individual institutions, 
it should perhaps be stressed that the 
rationale is not only that working with 
one school is do-able, but that if one 
truly succeeds the impact can be much 
greater than mediocre success in a 
number of institutions. Also, it 
provides an opportunity for learning by 
doing, before moving on to bigger and 
better efforts. The same applies to 
point #5 about pilot projects.

6. Point #3b on to LC leadership could 
mention the possibility of helping a LC 
derive substantive goals by undertaking
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mention the possibility of helping a LC 
derive substantive goals by undertaking 



a study of what is of common interest 
all across the board in lead community 
schools.

7. At some place in point #4 relating to 
the denominations, it might be useful to 
add that the assignment of getting the 
denominations to be proactive about 
seeing their visions through in 
constituent schools would involve a 
consideration of questions of how, not 
only questions of what. I.e., how would 
they motivate schools to work with 
centrally formulated goals? How and who 
would they undertake in-service training 
around centrally formulated goals? etc.

8. Regarding the agenda:

a) Perhaps joined to the word 
"discussion" should be some sense of 
weighing the pros and cons of each 
proposal. In order to facilitate this, 
it could be important to present an 
analysis of each of the proposals in 
terms of the very criteria which you 
suggest at the beginning of your 
discussion on the proposals in the 
document (what will bear fruit? what 
resources will be required and are 
available to us? what is the appropriate 
time frame?).

b) You may want to consider adding to 
point #3: "decide on who and how the 
decision on the goals project will be 
communicated to LC's." My sense is that 
there is impatience and expectation to 
hear something on this on the part of 
some of the leadership which has already 
heard about the project.

Take Care,

Daniel Marom

P.S. I have started to do some library 
searching for descriptions of vision 
driven practice. I have specifically 
looked for the crazies like Plato, 
Aristotle, Pestalozzi, Tolstoy, Neill, 
Dewey, Ahad Ha׳am, Rosensweig, Buber, 
who actually developed and wrote about 
institutions which were expressions of
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their philosophies. Who would you add 
to this list?
their philosophies. Who would you add 
to this list? 
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Date: 05 Apr 94 03:09:13 EDT 
From: "Alan D. Hoffmann"
To: Abby Pitkowsky 
Subject: Israel Seminar 
 Forwarded M essage 
Subject: +Postage Due+Israel Seminar
Date: 28-Mar94־ at 14:54
From: INTERNET: ALANHOF
To: Alan D. Hoffmann
Date: Mon, 28 Mar 94 8:50 +0200
Subject: Israel Seminar
From: "Dan Pekarsky"
Date: Thu, 24 Mar 1994 11:53:00 -600 
Subject: Israel Seminar

Dear Danny, Shmuel, Barry, Gail, and Alan:

As all of you know, we're about to get involved in systematically developing the 
Summer Seminar in Israel concerning Goals. As an aid to my own thinking, I would 
find it enormously helpful if, prior to any conversations among us, each of us would 
independently develop a short document that sketches what the seminar might 
usefully look like or include. How, that is, might you imagine it looking? What 
would participants do?
Under whose guidance? I am not hoping to get back from you anything terribly 
formal — just some first thoughts.

It might be useful to keep in mind that we have said of the summer seminar that its 
primary purposes are: 1) to bring participants to an appreciation of the critical role 
that having a driving vision can play in rendering Jewish education more effective; 
2) to have a chance to encounter some visions of a meaningful Jewish existence (or 
an educated Jew), and perhapsto think about one's own views on this matter; 3) to 
have a chance to better understand and to wrestle with the challenges that will face
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an institution that wants to become vision-driven (e.g., the difficulties that surround 
developing a compelling and shared vision, the challenges that surround translating 
a vision into educational terms; implementation under real world conditions, etc.); 4) 
to prepare participants to go back home and encourage efforts in this area in their 
local communities (including but not limited to developing a clientele for the local 
seminars).

I look forward to hearing from all of you concerning this matter. Whatever 
preliminary thoughts you have about the direction/substance of the seminar will 
prove invaluable.

Chag Same'ach.

Daniel Pekarsky
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ate: Tue, ,5 Apr 94 17:50 +0300
Message-id: <05040094175004@HUJIVMS>
From: <ALANHOF@HUJIVMS>
To: Daniel Pekarsky <danpek@macc.wisc.edu>
Cc: Danny Merom <mandel@hujivms>
Subject: Goals Seminar

Danny,

We need a more concrete description o f  the summer Goals Seminar 
for those who are considering attending. Basically, it should be a 
one page, rough draft o f a day to day program which, o f  course, is 
still a basis for change. It can even be based on your "Summer, 
part 2" e-mail, dated Friday, April 1, from the section which begins 
"Although details . . . "  through " . . .  encourage."

I will be in America from Sunday, staying at the Mayflower 
Regards,
Talk to you next week 
Alan
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I will be in America from Sunday, staying at the Mayflower 
Regards, 
Talk to you next week 
Alan 



Wed, 06 Apr 94 20:08:56 +0300

From: "Dan Pekarsky" <PEKARSKY@mail.soemadison.wisc.edu> 

Subject: Misc.

Hi, Danny. I hope you had a good Chag and that things are going 
well with you. A few misc. matters:

1. I'm sending you (in two parts) a draft o f a short piece, some 
form o f which may go to  people interested in the Summer Seminar. 
It includes a sketch o f  some general ideas for the seminar. I am,
by the way, still interested in getting something from you that 
articulates your own preliminary thoughts concerning how the time 
in Jerusalem should be spent. The sooner you could get something 
to me the better. Thanks.

2. The document speaks o f  developing a resource library o f 
materials that deal with issues o f  vision and the development o f 
vision. In my recollection, you were going to coordinate the 
development o f  this library o f materials and were going to  begin 
gathering some. Do I recall this correctly? If  so, have you been 
able to make progress in this arena?

3. I am concerned that I still haven't seen a revised version o f 
the Twersky piece (in English) and/or a precis o f what his 
principal ideas are. Can you help me with this?

4. Whatever we do with the seminar, I'm pretty confident we'll 
want to use Greenberg. Seymour assured me he'd be available to 
us. This is worth confirming — can you do so?

5. Are Twersky, Brinker, Rosenak, Jonny Cohen available to us? 
This would be very relevant to know.

I look forward to  hearing from you.

Daniel
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Wed, 06 Apr 94 20:12:10 +0300 

From: "Dan Pekarsky" <PEKARSKY@mail.soemadison.wisc.edu> 

Subject: summer-partl

Date: 4/01/1994 12:45 pm (Friday)

CUE S GOALS PROJECT

WHAT IS THE GOALS PROJECT?

The Goals Project is a multi-pronged effort to catalyze 
vision-drivenness in Jewish educating institutions. A 
vision-driven educating institution is one that is guided by a 
substantive vision o f  what it wants to achieve, o f the kinds o f 
human beings it is trying to cultivate. To speak o f a Jewish 
educating institution as vision-driven is to say that it is 
animated by a vision or conception o f the kind o f Jewish human 
being it is trying to cultivate, that is, by a vision o f a 
meaningful Jewish existence. The Goals Project will encourage 
vision-drivenness through efforts to foster an appreciation among 
relevant constituencies o f  the importance o f being vision-driven 
and through strategies designed to encourage educating 
institutions to work towards the articulation o f  their underlying 
visions and to identify and actualize the educational 
implications o f these visions.

RATIONALE

To make good educational sense, an institution's decisions 
concerning what curricular goals to pursue, as well as how to 
interpret and prioritize them, need to be anchored in, and 
justified by, a coherent vision o f  what it is trying to bring 
into being. To know what it is about, what it is really after, 
an institution must have a compelling answer to the following 
question: what kind o f a Jewish person, featuring what
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constellation o f beliefs, attitudes, skills, commitments, and 
dispositions, should we be cultivating?
An adequate guiding vision does not only offer a laundry-list o f 
such characteristics but also exhibits how they fit together to 
compose a picture o f a meaningful form o f Jewish existence.
Absent such a vision, not only are basic decisions concerning 
curricular goals hard to reasonably make, so too are decisions 
concerning the organization o f  the physical and social 
environment, appropriate forms o f pedagogy, the background and 
skills desirable in educators, etc. In addition, the absence o f 
a vision o f the kind o f human beings one is hoping to cultivate 
deprives an educational institution o f the most important basis 
for evaluating the success o f  its efforts

Given the important role that a vision plays in guiding the 
work o f an educating institution, it is very unfortunate - but 
also unfortunately true - that many Jewish educating institutions 
lack the sense o f direction that grows out o f having a clear and 
compelling vision o f what they want to accomplish. True, 
educating institutions do often seem to have visions o f sorts in 
the form o f mission-statements; but typically, these 
mission-statements are too vague to offer any guidance, not very 
compelling to the institution's lay and professional leaders, and 
rarely even known in any serious way by the front-line educators.
In the absence o f compelling visions, many Jewish educating 
institutions evaluate their success by answers to questions like 
the following: Do students continue coming? Do they seem engaged? 
Are they non-disruptive? These are, o f course, vital matters, 
but they do not offer a sufficient basis for determining or 
evaluating educational practice.

The guiding principle o f the Goals Project is that enhancing 
the effectiveness o f  Jewish education in America will depend 
substantially on whether educating institutions can become 
significantly more vision-driven than most now are. This 
principle can be defended on theoretical grounds, but not only on 
such grounds. There is ample empirically grounded literature 
from general education that identifies the presence o f a 
substantive guiding vision as indispensable to an educating 
institution's success

The contention that vision is indispensable is, o f course, 
not intended to suggest the desirability o f  any particular 
vision. It is intended to suggest that it is important for each 
educating institution to identify or refine the vision
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appropriate to it and to look for ways to embody, or to better 
embody, this vision in its everyday workings. It is this effort 
that the Goals Project hopes to encourage.

THE ROAD LESS TRAVELLED

The Goals Project does not assume that it is easy for an 
educating institution to become vision-driven. In fact, the 
opposite is the case. For an institution to develop a vision 
that is not only shared but also genuinely compelling to the key 
stakeholders is itself a very significant and difficult. But as 
important as it is to achieve a vision that captures the 
imagination o f critical stakeholders, it is but one step in the 
process o f  becoming vision-driven, and there is hard work ahead 
One reason for this is that there is no formula that takes one 
from a vision o f  the kind o f human beings or community one is 
hoping to bring into being to a picture o f the educational 
environment that will correspond to and support this vision. 
Various understandings (concerning, for example, teaching, 
learning, human nature, human growth, the power o f  the social 
environment, and the characteristics o f the parent and student 
community) enter into the effort to trace out the vision's 
educational implications and to understand how they might be 
embodied in practice.

In other words, the development o f a vision that is 
compelling to the relevant stakeholders and whose educational 
implications have been worked out is a labor-intensive, 
intellectually and Jewishly demanding activity. It requires 
careful thinking, ingenuity, soul-searching, study, and a measure 
o f negotiation among the participants. It is also true that 
there are no guarantees o f success; but the potential rewards for 
the participants in the process, both as individuals and as 
representatives o f their institutions, can be very significant.
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THE GOALS PROJECT’S AGENDA

The Goals Project will be spearheading a number o f efforts 
to encourage vision-drivenness in Jewish education.

A library o f educational resources. The Goals Project has 
begun a process o f gathering materials, both theoretical and 
practical, that speak to the importance o f  vision and its 
relationship to educational goals and practice, as well as to the 
process o f becoming vision-driven. This library o f materials 
will be made available to communities and educating institutions 
that are interested in fostering vision-drivenness.

A Summer Seminar in Jerusalem. The Summer Seminar will 
bring to Israel lay and professional leaders in Jewish education, 
primarily but not exclusively from Lead Communities, for an 
intensive period o f study and planning. The seminar is designed 
to foster in participants an appreciation for the critical role 
that vision plays in Jewish education and to think through 
various issues that must be addressed if Jewish educating 
institutions, in general and in their local communities, are to 
become more vision-driven than they typically are. The seminar 
is designed with the expectation that on their return from the 
seminar, participants will collaborate with CIJE in its efforts 
to encourage work in this arena in their home-communities.

Although details o f the Summer Seminar are still being 
worked out, the following elements will be included:

1. Opportunities to develop an understanding o f the ways in 
which having a vision can contribute to the design and 
effectiveness o f an educating institution, as well as a chance to 
look at empirical studies that suggest the power o f  vision.

2. A chance to read articles by and to meet with some 
exceptionally thoughtful individuals who have long pondered the 
question o f what is an educated Jew, o f what Jewish education 
should be educating towards. Encountering and wrestling with the

visions propounded by these individuals is designed not only to 
clarify for participants what it means to have a vision o f a 
meaningful Jewish existence, but also to encourage them to 
develop or refine their own visions.
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3. A chance to think through the educational implications o f 
one or more o f the visions encountered in the seminar: what 
implications does a given vision have for the determination and 
interpretation o f educational priorities, as well as for such 
matters as the design o f the educational setting, the training o f 
educators, and so forth? The road from vision to education 
design is by no means an easy one, and the seminar will try to 
illuminate the kinds o f knowledge that are necessary to make this 
journey, as well as significant challenges that need to be 
addressed along the way.

4. A chance to wrestle with the
difficult question: how stimulate the relevant stake-holders o f 
an educating institution to work towards being vision-driven? How 
approach the task o f developing a compelling and widely shared 
vision?

5. A chance to visit, via literature, via film, and/or via 
direct encounter, educating institutions that are vision-driven 
and to see the way the vision functions to given coherence and 
direction to their efforts.

6. A chance to develop concrete, practical strategies for 
engaging local educating institutions in the process o f becoming 
more vision-driven.

Local seminars in Lead Communities (and beyond). CIJE will 
sponsor a series o f  seminars in each Lead Community next year for 
the representatives o f local educating institutions. To 
participate an institution will need to agree to come to all o f 
the sessions and to have in attendance the key stakeholders from 
its professional and educational leadership (typically, the 
Rabbi, the educational director, the Chairperson o f the Board o f 
Education, and a teacher). The seminars are designed to encourage 
local educating institutions to begin the process o f becoming, or 
becoming more, vision-driven. It is the responsibility o f  the 
community's lay and professional leadership to develop the 
clientele for these seminars
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CONCLUDING COMMENTS

CIJE does not believe that becoming vision-driven is easy or 
that it is sufficient to remedy the ills o f  Jewish educating 
institutions. But it is convinced that it is indispensable to 
success, and it welcomes your participation in the effort to 
encourage more careful attention to "the vision thing" among 
educating institutions in Lead Communities and elsewhere.
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I

ו
fax
to: Professor Daniel Pekarsky, Department of Educational
Policy
Studies, and specify URGENT. Sometimes these things don't get 
to
me quickly.

Thanks for the information about Scheffler. Please send him 
my
regards. I look forward to hearing, via your comments, about 
his
thoughts on our project.

As I re-read my message to you, here יs the point the I find 
myself repeating in several contexts. I hear the concerns 
you
express about certain possibilities we're considering, and I 
think those concerns need to be taken seriously. But I would 
be
more comfortable if, even as we explore these concerns and 
the
desirability of the possibilities they respond to, we could 
be
investigating who might be available to work with us if we 
were
to take one or more of these routes. If it were February, I 
don't think I'd be feeling this way; but given that we're 
about
to enter May, I'm concerned that we not delay thinking about 
possible personnel for the seminar until we've done with our 
deliberating.
I look forward to hearing from you.

D.P.
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Subject: seminar
X-Gateway: iGate, (WP Office) vers 4.03 - 1032 
Mime-Version: 1.0
Message-Id: <2DBFF989.8A97.000 2@mail.soemadison.wise.edu> 
Content-Type: TEXT/PLAIN; Charset=US-ASCII; name="ENCLOSURE" 
Content-Transfer-Encoding: 7BIT 
Subject: seminar

Gail, Barry, Alan:

I have forwarded to you Daniel Marom's reactions to the 
letter I
sent him and the rest of you, as well as my own initial 
reactions. As you will note, he has expressed some concerns 
about biting off more than we can chew; and he has suggested 
that
getting our participants to better understand what visions 
are
and how critical they are in education —  and to do so in 
such a
way that they will want and feel the need to keep the 
discussion
going - is the heart of what we should do about. The
implication
is that it may be premature to be wrestling with, or 
encouraging
them to wrestle with, "how" questions. I myself have a lot 
of
sympathy for his view that we should not at this stage make 
strong promises re: the "how" issue, though I think that 
addressing the "how" question is an important way of their 
coming
to understand the complexity of becoming vision-driven. The 
challenge, of course, is that they come away feeling that 
they
have a better understanding of something important, that 
their
community's investment in their trip has been worth it in 
terms
thejy can explain when they go home, and that they - and we - 
have
a sense of where we go after the seminar.

In any event, please read his thoughtful memo carefully in 
preparation for our conversations next week. They need to be
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carefully pondered as we continue the planning process. 
Please
feel free to respond with any reactions you might have prior 
to
Tuesday.

I look forward to our being in touch.
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Sorry I missed your call, Daniel, and I'm afraid that this is not 

the best moment for an extensive message. Here are some basics,

1. Thanks for your very thoughtful piece about the summer. 1 

found it stimulating and helpful —  both where I agreed and 

where I disagreed. More on these two areas when we talk.

You clearly put a lot of hard and productive work into this 

piece, and I was grateful to have the benefit of it prior to our 

Friday meeting. By the way, Alan, Gail, and Barry also had a 

chance to read it in preparation for our meeting on Friday.

2. We had a productive meeting on Friday, but I wasn't able to 

tape it. I am drafting notes from it and will send them on to 

you. We spent the time wrestling with kinds of outcomes we're 

hoping for, given the diversity and needs of our clientele. By 

the end of the meeting, we felt the need for another extensive 

meeting —  so I'll be returning to NY a week from this Tuesday

though:

for an all-day session.
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3. Even as we feel strongly - as you do about the need to devote 

adeguate time to conceptual issues, we are impressed by how 

little time there is between now and July. With that in mind, we 

feel the need to nail down not schedule but people we want to use 

as soon as possible. I would be grateful if you would explore the 

following a.s.a.p.: a) the availability of a cracker-jack Jewish 

texts teacher (Rosenak? Jonny Cohen? Someone else you have strong 

confidence in?) to work with our students possibly each day of 

the seminar; b) Since a critical piece of the seminar concerns 

issues we discussed in January about moving from vision to goals 

to educational design, it would be of the utmost importance if we 

had available two people representing thoughtful but very 

different approaches to this problem. Perhaps Seymour is one of 

them; if so, we only need one other such person. Some folks with 

expertise in this area would be invaluable.

My instinct is not to commit to anybody yet, but to find out 

availability —  if possible before the end of this week, so that 

we know where we are.

Clearly, it's also relevant whether Brinker and/or Twersky are 

available to us —  but even here, I don't want to commit til 

we've thought through what we're doing. The only thing in this 

area I am very confident about is that we'll want to use 

Greenberg.

There's a third kind of person whose availability I'd like it if 

you could check out: someone - a very powrful speaker - who could 

address the group (possibly at the beginning of the seminar) 

concerning the relationship between the problem of Jewish 

continuity and the need for the Jewish community to identify 

visions of Jewish existence that contemporary Jews and their 

children will find existentially and otherwise meaningful. That 

is, we need to remember that "visions of a meaningful jewish 

existence" are not just important for educational purposes; 

rather, they are important because they focus on one of the most 

critical of contemporary Jewish problems, and one that
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contributes weightily to the problem of continuity. This kind of 

a lecture would provide a linkage between Jewish continuity and 

vision —  as prelude to narrowing our attention to the place of 

vision in education. Any names come to mind??

Finally, based on the copy I got from Abby re: publicity and 

conversations with Alan, Gail and Barry, we've been working over 

a revised draft. It should be getting back to Abby soon.

I will be in touch soon. Feel free to call me Monday night (say, 

at 11:30 pm my time) if you want to talk further.

I look forward to our being in touch.

Danny
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Dear Danny:

The following is a summary of what I would see as some 
of the educational challenges of the summer goals project 
seminar in Israel. Shmuel has gone over it and made some 
changes and additions as well. Though it is an informal and 
free flowing document, I hope it will be of use to you at 
your planning meeting on Friday. I have no objection to your 
sharing any or all of it with others at the meeting, but I 
think you will see that it should be confidential otherwise.

1. THE MOVE TO THE CONTENT OR SUBSTANCE OF EDUCATION: The
goals project in general, and the Israel summer seminar in 
particular mark a significant move towards the content or 
substance of education (to be distinguished from ״subject 
matter," content or substance applies to ideas which govern 
the whole of the educational undertaking, including 
assumptions about the learner, teacher, setting, etc.). 
After all the emphasis on "enabling options," it is an 
admission that Jewish education is a human endeavour which 
depends on powerful ideas just as much as on personnel and 
community support. The best practices project was a first 
move in this direction, but it is different in that it 
brought the best of what exists on the continent as a 
resource to the lead Communities. The goals project probes 
into what goes on in educational institutions in lead or 
other communities and deals with it, hopefully, for the sake 
of the continent as a whole.

In this sense, the goal project's move to content is a 
very intimate and delicate one. It calls into guestion not 
only the haphazard manner in which Jewish education runs on 
the local level, but also the very difficult substantive 
guestions which confront American Jewry and the whole Jewish 
world today. From our discussions over the years, I think 
that you would agree that the problems of Jewish education in 
North America are also symptoms of deeper issues and 
ambivalences which have often been conveniently tucked under 
the rug. Ron Reynolds concludes in his doctoral research on 
this topic with the claim that that Jewish education 
purposely uses ambiguous goals. "Ambiguous .goals,11 he 
explains, 11function as an effective conf lict-management 
device by encompassing and subsuming the private goals of 
individual participants within the vague pronouncements, 
which are objectionable to few."

At its deepest level, the goals project exposes these 
issues and ambivalences and puts them right on the planning 
table. A close reading of your document on the goals project 
reveals that the attempt to discover a criterion by which one 
can allocate resources, train staff, design programs, etc., 
will necessarily lead to an inguiry into the guestion of 
"what is a meaningful Jewish existence?'1
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I think that one of the educational challenges of the 
summer seminar is to facilitate a smooth move into the unique 
issues of educational content. That is not to say that every 
participant needs to come out with his/her own conception of 
the educated Jew. Far from it. It seems to me that one of the 
goals of the goals project seminar should be only to initiate 
the participants into the discussion of content, to get them 
understand what is at stake in terms of their own personal, 
institutional and communal commitments to the aims of Jewish 
education and to correspondingly begin clarifying their own 
aims to themselves.

I am reminded here of a wonderful moment in a master 
class given by Isaac Stern to a young violinist in China. It 
was filmed in a documentary called "From Mao to Mozart.יי 
After witnessing a virtuoso, but cold technical playing of a 
Mozart sonata, Stern sensitively approached the child 
violinist and invited him to play the music with instrument 
rather than the instrument with the music. As they worked 
together, what emerged was a tender, if flawed, rendition of 
the music through this child's own voice. The child did alot 
to fight it, but in the end, he had to become, as you say, 
 by the his own understanding of the music. The ״animated״
transformation occured just when his unemotional face 
cracked into a bittersweet anguish at a specific point in the 
playing.

What will be the equivalent here? The seminar will have 
succeeded, in my opinion, if each participant comes out 
understanding what s/he does not necessarily have answers to, 
but cannot avoid addressing. The participants should 
understand that they need help in order to address content 
issues, that they need the input of the Jewish community's 
finest minds, its central institutions, and its more 
sensitive and professional educators.

If all they come out with is the addition of phrases such 
as "vision-drivenness" and "institutional mobilization around 
goals" to their already technocratic social-planning and 
business lingo, we will have failed. No matter how much they 
may have been convinced by the argument for goals as a basis 
of effectiveness - and you know that this is a central strain 
in my own understanding of the goals project - we- have to get 
these influential people to go back to America with a sense 
of personal stake in the aims and content of Jewish
education.

Isn't it funny Danny that this is the kind of
opportunity which drove us all into Jewish education and now 
that it is at our doorstep, we find ourselves so involved in 
another mode of discourse? I feel that it was a necessary 

diversion, because it is important to formulate the 
invitation to deal with content in professional terms which 
can capture the attention and trust of the community.
However, the point remains. This seminar provides an
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ultimate Jewish educational opportunity and challenge in that 
it finally enables us to get the community involved in the 
questions which have been bugging us for a long time.

I am assuming that we have three kind of resources for 
this task. First, we have the educated Jew project - its 
story, rationale, library of materials, staff and of course, 
its scholars. Second, we have Seymour Fox - who perhaps more 
than any one else will be capable of helping the participants 
move from the language of community leadership and planning 
to the language of education. And third, of course, we have 
the educators and planners on the CIJE and MI staff (Alan, 
Gail, Barry, yourself, Shmuel, Annette, and myself) who 
provide a wealth of personal experience on many different 
levels as a testimony to the intimate link between content 
and practice.

These resources are up against a serious set of 
constraints. As I mentioned above, issues of educational 
content raise the temperature of any discussion on Jewish 
existence, so we have to be careful about how we get the 
participants into the discussion in a fresh way, without 
letting it become politicized or banalized. How do we 
ignite this inquiry in an honest and inspiring way? Its a 
difficult pedagogical question.

Furthermore, we are asking the participants to, in a 
short time, open their minds to a new language, which they 
will not learn to speak well quickly. As I told you on the 
phone, my own experience in teaching the educated Jew 
materials to educators at the Jerusalem Fellows and the 
School for Educational Leadership has shown me that it takes 
lots of time and many raptures for even your basic 
distinction between instrumental goals and substantive aims 
to be internalized and clear. How do we get our audience to 
lower their defences and to bear the weight of the goals 
issue on their shoulders in four days? After many years of 
being comfortable in their own languages, both professional 
and Jewish, this is not going to be easy.

2. THE COLLABORATIVE EFFORT: The summer seminar provides a
difficult challenge to those of us pityful academics who want 
to prove to ourselves that when it comes to our ideas about 
the world, we really do mean what we say. Here we have lay 
leaders, federation planners, scholars and educators entering 
into the arena of education in order to hammer out some 
common understandings about what and how things should be 
done. If ever there was a context which demonstrates 
Schwab's claims about the multifaceted and complex nature of 
the educational undertaking, about its working on so many 
levels at the same time, here it is. And yet, research has 
shown that education is plagued by an incapacity to develop 
successful collaborative relationships.
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I am sure that we do not assume that we have the magic 
wand which will automatically grant us success in an area 
where many others have failed. What kind of unique modes of 
exchange will facilitate true discourse in this seminar? How 
will we train ourselves to implement these modes of exchange? 
How will we know we have succeeded? These and similar 
questions should keep us sweating from now until July. Just 
to get the ball rolling, I want to suggest that we do not 
necessarily assume that the best way is to break up into 
groups. It is true that this is a comfortable mode of 
discourse and it lends itself to the establishment of trust, 
especially when we consider that we want people not to be shy 
about talking about something which is foreign to them. 
However, do such group discussions provide the kind of 
experience which remains in one's mind and even transform 
something in one's perspective? As Seymour has pointed out to 
me a number of times, a discussion between two or three 
people in front of a whole plenum can be equally if not more 
effective.

Another problem which emerges from the collaborative 
nature of this undertaking is that of wounded egos. It is, I 
think, a problem in all forms of adult education, but how 
much more when you have such a diverse group of stakeholders 
in the Jewish community. Now you and I already know that 
(sic) the community really ought to respect its Jewish 
educators most of all, so we don't have to worry about our 
own dignity and self respect (!?). However, how do we get 
everybody else to understand that they are all equally 
important and interdependant in this process of determining 
and implementing educational content (especially with the 
baggage of "why hasn't it been done this way in the past?")?

Here we are, the CIJE has turned to community lay 
leaders to mandate educational change, to the federation 
people to plan and oversee it, and to educators to implement 
it, and yet this can turn into quite a Polish Jewish family 
drama with everybody busying themselves with what's behind 
everbody else's underwear. Without getting into too much 
detail, the CIJE's experience seems to expose just how 
complex the relations between all these sectors can be (we 
know from our world, for example, about how educators can 
openly patronize lay leaders).

My sense is that we have to overcome this problem on a 
number of levels. First, I think that every participant 
needs to be treated with equal respect and much care, as if 
to say, this is how Jewish education treats those who 
earnestly get involved. This may mean that every staff 
member should be responsible for the care and understanding 
of a given number of participants. Second, I think that 
there should be an atmosphere of the Philadelphian 
"constitutional congress" at this seminar (the fact that the 
seminar room has no windows might be a useful detail here). 
It is as if to say that we are all involved in some kind of

I am sure that we do not assume that we have the magic 
wand which will automatically grant us success in an area 
where many others have failed. What kind of unique modes of 
exchange will facilitate true discourse in this seminar? How 
will we train ourselves to implement these modes of exchange? 
How will we know we have succeeded? These and similar 
questions should keep us sweating from now until July. Just 
to get the ball rolling , I want to suggest that we do not 
necessarily assume that the best way is to break up into 
groups. It is true that this is a comfortable mode of 
discourse and it lends itself to the establishment of trust, 
especially when we consider that we want people not to be shy 
about talking about something which is foreign to them. 
However, do such group discussions provide the kind of 
experience which remains in one 's mind and even transform 
something in one's perspective? As Seymour has pointed out to 
me a number of times, a discussion between two or three 
people in front of a whole plenum can be equally if not more 
effective. 

Another problem which emerges from the collaborative 
nature of this undertaking is that of wounded egos. It is, I 
think, a problem in all forms of adult education, but how 
much more when you have such a diverse group of stakeholders 
in the Jewish community. Now you and I already know that 
(sic)i the community really ought to respect its Jewish 
educators most of all, so we don ' t have to worry about our 
own dignity and self respect(!?). However, how do we get 
everybody else to understand that they are all equally 
important and interdependant in this process of determining 
and implementing educational content (especially with the 
baggage of "why hasn't it been done this way in the past?")? 

Here we are, the CIJE has turned to community lay 
leaders to mandate educational change, to the federation 
people to plan and oversee it, and to educators to implement 
it, and yet this can turn into quite a Polish Jewish family 
drama with everybody busying themselves with what's behind 
everbody else's underwear. Without getting into too much 
detail, the CIJE's experience seems to expose just how 
complex the relations between all these sectors can be (we 
know from our world, for example, about how educators can 
openly patronize lay leaders). 

My sense is that we hav-e to overcome this problem on a 
number of levels. First, I think that every participant 
needs to be treated with equal respect and much care, as if 
to say, this is how Jewish education treats those who 
earnestly get involved. This may mean that every staff 
member should be responsible for the care and understanding 
of a given number of participants. Second, I think that 
there should be an atmosphere of the Philadelphian 
"constitutional congress" at this seminar (the fact that the 
seminar room has no windows might be a useful detail here). 
It is as if to say that we are all involved in some kind of 



happening here - not a regular conference with all its coffee 
and cake and cocktail party ambiance, but a unigue event, an 
interesting opportunity. We have to consider what are the 
minimal conditions for this kind of atmosphere (eg. no 
"skipping class" allowed - full participation at all 
meetings, everybody eats together, etc.).

Of course, none of this should be misconstrued as saying 
that the CIJE will provide whatever anybody needs for Jewish 
education. We have discussed the problem of promising too 
much a number of times. However, the idea is to associate a 
gualitative businesslike atmosphere in order to dispell the 
problem of wounded egos in a collaborative effort. In any, 
case, I think that this shows how closely linked the 
administrative and content issue of the seminar can be. This 
is a topic which I have discussed with Alan and the
administrative staff. I hope that in your discussions on 
the summer seminar, the duality between content and 
administration gets broken down.

3. THE ISRAEL ELEMENT: Israel is both a resource and a
detriment to this seminar. I understood from Alan that there 
were already some negative comments about the fact that the 
seminar is not in America. I do not know how such opposition 
might be handled. I imagine that one point is that the
seminar is seeking out the best available resources on the 
international level in order to solve the problem of goals 
in North America. The Mandel Institute and the Educated Jew 
scholars are here, so...

I do think that there are real educational aspects to 
this issue which we might consider. First, we have to watch 
out for what I would call the "magic mountain" effect. That 
is, the participants come to Jerusalem, have an intense 
guickee experience, and go back doing things exactly the
same, blaming the seminar for being divorced from realities 
in the field. This is one of the reasons that I think you 
are right in emphasizing the library of historical and other 
materials which demonstrate that vision drivenness can and
has been done. In addition, this is why I suggested that the 
seminar does turn at some point to the guestion of realities 
in Lead or other communities in relationship to goals 
development processes. We have to consider what success 
would mean for each and every participant, what we would want 
them to do when they go home, and then plan accordingly.

Second, I think that Israeli education may indeed 
provide a vicarious example of the issues, dangers and 
possibilities involved in determining goals for Jewish 
education. I am not sure that we should risk a trip to any 
particular institution and say "here, this is a vision driven 
institution." Rather, I think it would be useful to examine 
aspects of Israeli education which relate to the problems 
which we will be discussing.
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There is the danger, of course, of "Oh here are the 
Israelis trying to teach us about them again!" However, the 
point here, ironically, would be to show how difficult the 
problem of vision is in Jewish education in the Israeli as 
well as in the diaspora setting. Let us enable the 
participants to take out their frustrations against realities 
which constrain developing goals for Jewish education in 
relation to a context other than their own. Let them feel 
that if they deal with this issue in their own settings, they 
will be taking leadership in the Jewish world. Who better 
than committed American Jews should deal with the question of 
goals for Jewish education in a society which offers 
democratic rights and religious freedom?!

Correct me if I am wrong, but it appears to me that most 
of the participants will have been in Israel before. I say 
this in order to rule out the need to include a third element 
here, which is siteseeing and general Israel mongering. 
Mishkenot Shaananim is one of the most beautiful places in 
Jerusalem and it provides enough inspiration on this level. I 
do not think we need to worry ourselves about extracurricular 
activities. Rather, we should create a board room atmosphere 
which leaves no time for anything but business.

Nevertheless, I would still suggest two exceptions. 
First, I think it is important to have good Israeli lunches, 
which could be perhaps be followed by some musical interlude. 
Second, this might be a good opportunity to share some 
information on what is going on in Jewish education around 
the world as well as to4familiarize the participants with the 
various institutions in Jerusalem which are resources for 
Lead and other community undertakings in education (Melton, 
Melitz, etc.).

Of course, all of this is my opinion and I would love to 
be shot down. So let us continue to be in touch on a regular 
basis. I hope that you will be able to tape the session on 
the goals project and on the summer seminar for us. Should 
there be any more comments to send on to you, I will do so 
through fax or Bitnet.
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Themes/Concerns, etc. emerging out of the 4/22 meeting between 
Gail,Barry, Alan, and Danny re: the Goals Seminar

1. We need to grow clear concerning the outcomes of the seminar
— what we want them to come away with, to take home. (One way to 
approach this would be to take each of themes identified under 
"topics" and to ask what outcomes we hope for in that domain.)

Different kinds of outcomes were entertained: a) knowledge and 
appreciation o f certain matters( for example, of the importance 
of vision in the educational process; "meaningful Jewish 
existence" not just a tool to guide education but the problem of 
our time and one intimately connected to the problem of 
continuity; an understanding of what vision is and how it differs 
from, say, a mission statement, etc.) b) the acquisition of 
certain skills; c) an agenda of activity after they return from 
the seminar.

2. We took note o f a number o f vision-driven institutions that 
may be worth looking at in our efforts to understand a) what a 
vision is;b)what it might mean for a vision to be embodied in 
practice - how the vision shapes practice. Examples included: a)
Steiner schools/Waldorph; b) the Dewey School; c) Lightfoot's 
discussion of St. Paul's in THE GOOD HIGH SCHOOL; d) Camp Ramah; 
e) a secular Kibbutz, f) Heilman on a Haredi Yeshiva. (Note: Will
one of you track down the relevant materials a.s.a.p.:
Heilman,Lightfoot and the Waldorph piece in TC Record—and 
distribute among us xeroxed copies.)

3. Issue o f "vision" needs to be presented not only as an 
invaluable guide to education but as connected to the problem of 
Jewish continuity in contemporary life. The point is this: until 
being Jewish is something that people find powerfully meaningful 
(in part because it speaks to the need for existential
meaning,but also for other reasons), the problem of Jewish 
continuity will remain with us. Having a vision is important 
because it offers guidance to education — but also because
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educating towards some vision of a meaningful Jewish existence is 
the point o f the enterprise. (Who could lead such a session? What 
would it look like?)

4. In addition to images o f vision-driven institutions, we 
thought it important that people see images o f the opposite —
for example, Heilman and Schoem on supplemental Schools (Barry 
and Gail: can you find these essays and distribute among us?)
In this connection we considered a distinction between "visions" 
and "visions in use" — that is, the visions actually implicit in 
practice that might be unconvered by an anthropologist).
5. We drew a distinction between a vision-statement (or mission 
statement) and a portrait/image o f the desired product o f a 
Jewish education -  an image that would integrate the elements 
and would in doing so make clear how the life that is pictured is 
filled with personal meaning. It was noted that this bears a
real resemblance to the "educated Jew" project agenda; the major 
difference is that this is more narrative perhaps. It was 
thought that it might be a good exercise for our seminar 
participants to try their hand at such portraits; perhaps, beyond 
this, such integrated portraits would prove better guides to 
educating institutions than traditional mission statements.

6. We thought some about compelling raw materials that might be 
o f value to us - films, short stories. (e.g.Marva Collins in 
Chicago, STAND AND DELIVER)

7. A possible day was painted organized around the theme of 
moving from vision to practice: a) Acquaintance with a vision 
(perhaps the day before); b) homework assignment: as individuals, 
try to image an educational institution committed to that visions
— its goals, its content, etc.; c) Morning session: in small 
groups, starting with what people developed as individuals, try 
to come up with a portrait o f an educational institution modelled 
on the vision in question; d) in the afternoon, a session that 
brings in two "pros" in this area who bring different approaches 
to the problem of moving from vision to practice -- their job is
to explain how they would make the move from vision to practice
— what kind of knowledge they would need, what guiding 
principles, etc. OUTCOME: Understanding o f the complexity of 
this journey and some possible handles on how to approach it.

Note: such a day might be the occasion for Seymour to do 
something fairly systematic concerning the process and product of 
the Ramah effort to generate curriculum.

8. The conversation with Bob H. suggested an important question to 
be considered at the seminarwhat do people need (at local 
institutional levels) in order to meaningfully work towards a
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guiding vision? The possibility of encouraging study aimed at

acquainting local people with a number o f such visions as part of
the enterprise ( as distinct from a values-clarification approach) was discussed.

9. Another point to emerge out o f the discussion with Bob 
concerned our clientele.

First, they will include some sophisticated people and we need to 
be careful to organize the seminar in ways that give them ways 
that don't patronize them and give them ways to actively 
contribute to the seminar's outcomes and insights.

Second, the variety o f levels of sophistication that they will 
represent, Judaically and otherwise, makes it difficult to find 
an appropriate seminar-level. What may be novel for some may 
prove old-hat/simplistic to others...and there is a danger that 
some of the less sophisticated folks will be driven into 
passivity, overwhelmed by some o f the others. Some concern was
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expressed that in opening up the seminar beyond the initial 
lead-community lay/prof. leadership we may have complicated the 
group dynamic and our own planning significantly, Given the 
clientele we are now assembling there will not be any initial 
knowledge of one another, trust amongst them, etc., and the 
levels of sophistication are much more variegated.

10. Yet a third theme to emerge out of the Conversation with Bob 
Hirt concerns how to involve the denominations both in and after 
the seminar so that they play a fruitful role..

11. We took note o f the fact that we are late in the year, and 
that even as we need to do some serious conceptual work, we 
cannot afford not to begin making some fairly practical decisions
— for example, concerning personnel we will need to lead 
sessions. The reason is simple: people are already way into the 
process of making summer plans. We have to identify people we 
need within the next couple weeks and pin them down. It is not 
too early now to check out availability of potential teachers
like Johnny Cohen, Marc Silverman, Debbie Wiseman, etc.
What others should we be asking the Mandel Institute to inquire 
about??

12. We took note o f the fact that of the things we think 
important to the project there are some we feel much more 
competent with than others — and that we should organize the 
seminar with an eye towards building on these strengths, rather 
than feeling that at this state everything needs to get equal 
billing.

TOWARDS OUR NEW YORK MEETING

As a way o f forwarding our work prior to our next meeting, I'd 
like to suggest the following assignment for each o f us.

Below I list some themes, each of which might represent a 
day or half a day. For each, please list: a) desirable outcomes; 
b)relevant raw materials (stories, articles, movies, etc.); c) 
possible activities both within and beyond the seminar room
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setting; d) particular individuals that could lead/catalyze the 
topic. NOTE: If it's easier, feel free to do the exercise 
relying not on my summary o f themes below but on the list of 
topics in the publicity that will be going out. By the way, the 
only reason I elaborated about the first point below is that it 
is not one that we discussed at length, and I wanted you to have 
a sense of what I had in mind.

If each of us could do this as background to our NY 
meeting, and if each of us had a chance to see each other's 
documents before then, this could enormously facilitate our work.

Here are the topics:

1 JEWISH CONTINUITY AND THE QUESTION OF A MEANINGFUL JEWISH 
EXISTENCE

"Meaningful Jewish existence" -- the concept is important 
not only because of its role in guiding education but, more 
fundamentally, because the problem of Jewish continuity itself 
reflects the fact that too many Jews do not find their identify 
and commitments as Jews to be sufficiently meaningful to warrant 
taking their place in an engaged way in the life of the Jewish 
People. What I have in mind here is some fairly powerful, 
inspirational thinker who can create the larger human context for 
our work by stressing the crisis of meaning within Judaism, the 
search - not necessarily successful - by many outside of the 
Jewish orbit, and the need for the Jewish community to identify 
and initiate its members into forms of Jewish existence that will 
meet their basic human needs. WHO MIGHT GIVE SUCH A TALK? WHAT 
READINGS MIGHT BE APPROPRIATE? WHAT DISCUSSIONS/ACTIVITIES MIGHT 
GO ALONG WITH IT?

2. WHAT DO VISIONS OF A MEANINGFUL JEWISH EXISTENCE LOOK LIKE?
HOW DO THEY DIFFER FROM A MISSION-STATEMENT?

(How many do we look at in addition to, say, Greenberg's? Do we 
encourage them to try to clarify their own?

3. THE WAYS IN WHICH HAVING A VISION CAN/DOES GUIDE THE 
EDUCATIONAL PROCESS -  IN THEORY AND VIA EXAMPLES OF VISION 
DRIVEN INSTITUTIONS.

4. THE PROCESS OF MOVING FROM VISION TO GOALS/CURRICULUM/DESIGN 
OF THE ENVIRONMENT, ETC.

5. ENGAGING THE STAKEHOLDERS OF AN EDUCATING INStlTUTION IN THE 
PROCESS OF ARTICULATING A SHARED AND COMPELLING VISION: WHO NEEDS 
TO PARTICIPATE? THROUGH WHAT KIND OF A PROCESS?
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6. ANALYSIS AND REFLECTION CONCERNING THE CURRENT REALITY; THE 
ABSENCE OF ANY - MUCH LESS - A COMPELLING VISION; OR, GIGANTIC 
GAP BETWEEN VISION, WHAT ACTUALLY GOES ON, AND OUTCOMES.

7. THE WORK BACK HOME: WHAT CONCRETE EFFORTS CAN/SHOULD SPRING 
FROM THE PARTICIPANTS' STUDY IN THE SEMINAR. IF THEY ARE TO LEAD 
PARTICULAR KINDS OF ACTIVITIES, DO WE PREPARE THEM FOR THESE 
ACTIVITIES IN ISRAEL?

I WOULD, OF COURSE, WELCOME, OTHER TOPICS YOU THINK CRITICAL 
AND/OR RECONCEPTUALIZATIONS. Please try to get to this as soon 
as possible. Let's fax/email or results to one another.
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Sorry I missed your call, Daniel, and I'm afraid that this is not 

the best moment for an extensive message. Here are some basics,

1. Thanks for your very thoughtful piece about the summer. 1 

found it stimulating and helpful —  both where I agreed and 

where I disagreed. More on these two areas when we talk.

You clearly put a lot of hard and productive work into this 

piece, and I was grateful to have the benefit of it prior to our 

Friday meeting. By the way, Alan, Gail, and Barry also had a 

chance to read it in preparation for our meeting on Friday.

2. We had a productive meeting on Friday, but I wasn't able to 

tape it. I am drafting notes from it and will send them on to 

you. We spent the time wrestling with kinds of outcomes we're 

hoping for, given the diversity and needs of our clientele. By 

the end of the meeting, we felt the need for another extensive 

meeting —  so I'll be returning to NY a week from this Tuesday
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for an all-day session.
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3. Even as we feel strongly - as you do about the need to devote 

adeguate time to conceptual issues, we are impressed by how 

little time there is between now and July. With that in mind, we 

feel the need to nail down not schedule but people we want to use 

as soon as possible. I would be grateful if you would explore the 

following a.s.a.p.: a) the availability of a cracker-jack Jewish 

texts teacher (Rosenak? Jonny Cohen? Someone else you have strong 

confidence in?) to work with our students possibly each day of 

the seminar; b) Since a critical piece of the seminar concerns 

issues we discussed in January about moving from vision to goals 

to educational design, it would be of the utmost importance if we 

had available two people representing thoughtful but very 

different approaches to this problem. Perhaps Seymour is one of 

them; if so, we only need one other such person. Some folks with 

expertise in this area would be invaluable.

My instinct is not to commit to anybody yet, but to find out 

availability —  if possible before the end of this week, so that 

we know where we are.

Clearly, it’s also relevant whether Brinker and/or Twersky are 

available to us —  but even here, I don't want to commit til 

we've thought through what we're doing. The only thing in this 

area I am very confident about is that we'll want to use 

Greenberg.

There's a third kind of person whose availability I'd like it if 

you could check out: someone - a very powrful speaker - who could 

address the group (possibly at the beginning of the seminar) 

concerning the relationship between the problem of Jewish 

continuity and the need for the Jewish community to identify 

visions of Jewish existence that contemporary Jews and their 

children will find existentially and otherwise meaningful. That 

is, we need to remember that "visions of a meaningful jewish 

existence" are not just important for educational purposes; 

rather, they are important because they focus on one of the most 

critical of contemporary Jewish problems, and one that
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contributes weightily to the problem of continuity. This kind of 

a lecture would provide a linkage between Jewish continuity and 

vision —  as prelude to narrowing our attention to the place of 

vision in education. Any names come to mind??

Finally, based on the copy I got from Abby res publicity and 

conversations with Alan, Gail and Barry, we've been working over 

a revised draft. It should be getting back to Abby soon.

I will be in touch soon. Feel free to call me Monday night (say, 

at 11:30 pm my time) if you want to talk further.

I look forward to our being in touch.

Danny

contributes weightily to the problem of continuity . This kind of 

a lecture would provide a linkage between Jewish continuity and 

vision as prelude to narrowing our attention to the place of 

vision in education. Any names come to mind?? 

Finally, based on the copy I got from Abby re: publicity and 

conversations with Alan, Gail and Barry, we've been working over 

a revised draft . It should be getting back to Abby soon. 

I will be in touch soon. Feel free to call me Monday night (say, 

at 11:30 pm my time} if you want to talk further . 

I look forward to our being in touch . 

Danny 



Dear Danny:

The following is a summary of what I would see as some 
of the educational challenges of the summer goals project 
seminar in Israel. Shmuel has gone over it and made some 
changes and additions as well. Though it is an informal and 
free flowing document, I hope it will be of use to you at 
your planning meeting on Friday. I have no objection to your 
sharing any or all of it with others at the meeting, but I 
think you will see that it should be confidential otherwise.

1. THE MOVE TO THE CONTENT OR SUBSTANCE OF EDUCATION: The
goals project in general, and the Israel summer seminar in 
particular mark a significant move towards the content or 
substance of education (to be distinguished from "subject 
matter,11 content or substance applies to ideas which govern 
the whole of the educational undertaking, including 
assumptions about the learner, teacher, setting, etc.). 
After all the emphasis on "enabling options," it is an 
admission that Jewish education is a human endeavour which 
depends on powerful ideas just as much as on personnel and 
community support. The best practices project was a first 
move in this direction, but it is different in that it 
brought the best of what exists on the continent as a 
resource to the lead Communities. The goals project probes 
into what goes on in educational institutions in lead or 
other communities and deals with it, hopefully, for the sake 
of the continent as a whole.

In this sense, the goal project's move to content is a 
very intimate and delicate one. It calls into guestion not 
only the haphazard manner in which Jewish education runs on 
the local level, but also the very difficult substantive 
questions which confront American Jewry and the whole Jewish 
world today. From our discussions over the years, I think 
that you would agree that the problems of Jewish education in 
North America are also symptoms of deeper issues and 
ambivalences which have often been conveniently tucked under 
the rug. Ron Reynolds concludes in his doctoral research on 
this topic with the claim that that Jewish education 
purposely uses ambiguous goals. "Ambiguous - goals,11 he 
explains, "function as an effective conflict-management 
device by encompassing and subsuming the private goals of 
individual participants within the vague pronouncements, 
which are objectionable to few."

At its deepest level, the goals project exposes these 
issues and ambivalences and puts them right on the planning 
table. A close reading of your document on the goals project 
reveals that the attempt to discover a criterion by which one 
can allocate resources, train staff, design programs, etc., 
will necessarily lead to an inquiry into the question of 
"what is a meaningful Jewish existence?"
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I think that one of the educational challenges of the 
summer seminar is to facilitate a smooth move into the unique 
issues of educational content. That is not to say that every 
participant needs to come out with his/her own conception of 
the educated Jew. Far from it. It seems to me that one of the 
goals of the goals project seminar should be only to initiate 
the participants into the discussion of content, to get them 
understand what is at stake in terms of their own personal, 
institutional and communal commitments to the aims of Jewish 
education and to correspondingly begin clarifying their own 
aims to themselves.

I am reminded here of a wonderful moment in a master 
class given by Isaac Stern to a young violinist in China. It 
was filmed in a documentary called "From Mao to Mozart." 
After witnessing a virtuoso, but cold technical playing of a 
Mozart sonata, Stern sensitively approached the child 
violinist and invited him to play the music with instrument 
rather than the instrument with the music. As they worked 
together, what emerged was a tender, if flawed, rendition of 
the music through this child1s own voice. The child did alot 
to fight it, but in the end, he had to become, as you say, 
 by the his own understanding of the music. The יי animated יי
transformation occured just when his unemotional face 
cracked into a bittersweet anguish at a specific point in the 
playing.

What will be the equivalent here? The seminar will have 
succeeded, in my opinion, if each participant comes out 
understanding what s/he does not necessarily have answers to, 
but cannot avoid addressing. The participants should 
understand that they need help in order to address content 
issues, that they need the input of the Jewish community's 
finest minds, its central institutions, and its more 
sensitive and professional educators.

If all they come out with is the addition of phrases such 
as "vision-drivenness" and "institutional mobilization around 
goals" to their already technocratic social-planning and 
business lingo, we will have failed. No matter how much they 
may have been convinced by the argument for goals as a basis 
of effectiveness - and you know that this is a central strain 
in my own understanding of the goals project - we- have to get 
these influential people to go back to America with a sense 
of personal stake in the aims and content of Jewish
education.

Isn't it funny Danny that this is the kind of
opportunity which drove us all into Jewish education and now 
that it is at our doorstep, we find ourselves so involved in 
another mode of discourse? I feel that it was a necessary 
diversion, because it is important to formulate the 
invitation to deal with content in professional terms which 
can capture the attention and trust of the community.
However, the point remains. This seminar provides an
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ultimate Jewish educational opportunity and challenge in that 
it finally enables us to get the community involved in the 
questions which have been bugging us for a long time.

I am assuming that we have three kind of resources for 
this task. First, we have the educated Jew project - its 
story, rationale, library of materials, staff and of course, 
its scholars. Second, we have Seymour Fox - who perhaps more 
than any one else will be capable of helping the participants 
move from the language of community leadership and planning 
to the language of education. And third, of course, we have 
the educators and planners on the CIJE and MI staff (Alan, 
Gail, Barry, yourself, Shmuel, Annette, and myself) who 
provide a wealth of personal experience on many different 
levels as a testimony to the intimate link between content 
and practice.

These resources are up against a serious set of 
constraints. As I mentioned above, issues of educational 
content raise the temperature of any discussion on Jewish 
existence, so we have to be careful about how we get the 
participants into the discussion in a fresh way, without 
letting it become politicized or banalized. How do we 
ignite this inquiry in an honest and inspiring way? Its a 
difficult pedagogical question.

Furthermore, we are asking the participants to, in a 
short time, open their minds to a new language, which they 
will not learn to speak well quickly. As I told you on the 
phone, my own experience in teaching the educated Jew 
materials to educators at the Jerusalem Fellows and the 
School for Educational Leadership has shown me that it takes 
lots of time and many raptures for even your basic 
distinction between instrumental goals and substantive aims 
to be internalized and clear. How do we get our audience to 
lower their defences and to bear the weight of the goals 
issue on their shoulders in four days? After many years of 
being comfortable in their own languages, both professional 
and Jewish, this is not going to be easy.

2. THE COLLABORATIVE EFFORT: The summer seminar provides a
difficult challenge to those of us pityful academics who want 
to prove to ourselves that when it comes to our ideas about 
the world, we really do mean what we say. Here we have lay 
leaders, federation planners, scholars and educators entering 
into the arena of education in order to hammer out some 
common understandings about what and how things should be 
done. If ever there was a context which demonstrates 
Schwab1s claims about the multifaceted and complex nature of 
the educational undertaking, about its working on so many 
levels at the same time, here it is. And yet, research has 
shown that education is plagued by an incapacity to develop 
successful collaborative relationships.
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I am sure that we do not assume that we have the magic 
wand which will automatically grant us success in an area 
where many others have failed. What kind of unigue modes of 
exchange will facilitate true discourse in this seminar? How 
will we train ourselves to implement these modes of exchange? 
How will we know we have succeeded? These and similar
questions should keep us sweating from now until July. Just 
to get the ball rolling, I want to suggest that we do not 
necessarily assume that the best way is to break up into 
groups. It is true that this is a comfortable mode of 
discourse and it lends itself to the establishment of trust, 
especially when we consider that we want people not to be shy 
about talking about something which is foreign to them. 
However, do such group discussions provide the kind of 
experience which remains in one's mind and even transform 
something in one's perspective? As Seymour has pointed out to 
me a number of times, a discussion between two or three 
people in front of a whole plenum can be equally if not more 
effective.

Another problem which emerges from the collaborative 
nature of this undertaking is that of wounded egos. It is, I 
think, a problem in all forms of adult education, but how 
much more when you have such a diverse group of stakeholders 
in the Jewish community. Now you and I already know that 
(sic) the community really ought to respect its Jewish 
educators most of all, so we don't have to worry about our 
own dignity and self respect (!?). However, how do we get
everybody else to understand that they are all equally
important and interdependant in this process of determining 
and implementing educational content (especially with the 
baggage of "why hasn't it been done this way in the past?")?

Here we are, the CIJE has turned to community lay
leaders to mandate educational change, to the federation 
people to plan and oversee it, and to educators to implement 
it, and yet this can turn into quite a Polish Jewish family 
drama with everybody busying themselves with what's behind 
everbody else's underwear. Without getting into too much 
detail, the CIJE's experience seems to expose just how 
complex the relations between all these sectors can be (we 
know from our world, for example, about how educators can 
openly patronize lay leaders).

My sense is that we have to overcome this problem on a 
number of levels. First, I think that every participant 
needs to be treated with equal respect and much care, as if 
to say, this is how Jewish education treats those who 
earnestly get involved. This may mean that every staff
member should be responsible for the care and understanding 
of a given number of participants. Second, I think that 
there should be an atmosphere of the Philadelphian 
"constitutional congress" at this seminar (the fact that the 
seminar room has no windows might be a useful detail here). 
It is as if to say that we are all involved in some kind of
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happening here - not a regular conference with all its coffee 
and cake and cocktail party ambiance, but a unique event, an 
interesting opportunity. We have to consider what are the 
minimal conditions for this kind of atmosphere (eg. no 
"skipping class" allowed - full participation at all 
meetings, everybody eats together, etc.).

Of course, none of this should be misconstrued as saying 
that the CIJE will provide whatever anybody needs for Jewish 
education. We have discussed the problem of promising too 
much a number of times. However, the idea is to associate a 
qualitative businesslike atmosphere in order to dispell the 
problem of wounded eqos in a collaborative effort. In any, 
case, I think that this shows how closely linked the
administrative and content issue of the seminar can be. This 
is a topic which I have discussed with Alan and the
administrative staff. I hope that in your discussions on 
the summer seminar, the duality between content and 
administration gets broken down.

3. THE ISRAEL ELEMENT: Israel is both a resource and a
detriment to this seminar. I understood from Alan that there 
were already some negative comments about the fact that the 
seminar is not in America. I do not know how such opposition 
might be handled. I imagine that one point is that the
seminar is seeking out the best available resources on the 
international level in order to solve the problem of goals 
in North America. The Mandel Institute and the Educated Jew 
scholars are here, so...

I do think that there are real educational aspects to 
this issue which we might consider. First, we have to watch 
out for what I would call the "magic mountain" effect. That 
is, the participants come to Jerusalem, have an intense 
quickee experience, and go back doing things exactly the
same, blaming the seminar for being divorced from realities
in the field. This is one of the reasons that I think you
are right in emphasizing the library of historical and other 
materials which demonstrate that vision drivenness can and
has been done. In addition, this is why I suggested that the
seminar does turn at some point to the question of realities 
in Lead or other communities in relationship to goals 
development processes. We have to consider what success 
would mean for each and every participant, what we would want 
them to do when they go home, and then plan accordingly.

Second, I think that Israeli education may indeed 
provide a vicarious example of the issues, dangers and 
possibilities involved in determining goals for Jewish 
education. I am not sure that we should risk a trip to any 
particular institution and say "here, this is a vision driven 
institution.11 Rather, I think it would be useful to examine 
aspects of Israeli education which relate to the problems 
which we will be discussing.
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There is the danger, of course, of "Oh here are the 
Israelis trying to teach us about them again!" However, the 
point here, ironically, would be to show how difficult the 
problem of vision is in Jewish education in the Israeli as 
well as in the diaspora setting. Let us enable the 
participants to take out their frustrations against realities 
which constrain developing goals for Jewish education in 
relation to a context other than their own. Let them feel 
that if they deal with this issue in their own settings, they 
will be taking leadership in the Jewish world. Who better 
than committed American Jews should deal with the question of 
goals for Jewish education in a society which offers 
democratic rights and religious freedom?!

Correct me if I am wrong, but it appears to me that most 
of the participants will have been in Israel before. I say 
this in order to rule out the need to include a third element 
here, which is siteseeing and general Israel mongering. 
Mishkenot Shaananim is one of the most beautiful places in 
Jerusalem and it provides enough inspiration on this level. I 
do not think we need to worry ourselves about extracurricular 
activities. Rather, we should create a board room atmosphere 
which leaves no time for anything but business.

Nevertheless, I would still suggest two exceptions. 
First, I think it is important to have good Israeli lunches, 
which could be perhaps be followed by some musical interlude. 
Second, this might be a good opportunity to share some 
information on what is going on in Jewish education around 
the world as well as to4familiarize the participants with the 
various institutions in Jerusalem which are resources for 
Lead and other community undertakings in education (Melton, 
Melitz, etc.).

Of course, all of this is my opinion and I would love to 
be shot down. So let us continue to be in touch on a regular 
basis. I hope that you will be able to tape the session on 
the goals project and on the summer seminar for us. Should 
there be any more comments to send on to you, I will do so 
through fax or Bitnet.

Marom
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Date: Thu, 28 Apr 94 8:34+0300
From: <MANDEL@HUJIVMS>
To: abby
Subject: Summer seminar
From: "Dan Pekarsky" <PEKARSKY@mail.soemadison.wisc.edu> 
To: MANDEL@VMS.HUJI.AC.IL 
Date: Wed, 27 Apr 1994 08:41:00 -600 
Subject: Summer seminar

Hi, Daniel. I am going to be emailing you two additional pieces 
— they are really one piece that will come in two parts. These 
two pieces will summarize some o f the meeting we had in New York 
last week and suggests the work-plan we've undertaken towards 
another meeting in New York next week. If you are able to react 
to these documents, and to do the exercise that Gail, Barry, and 
I will be doing towards next week's meeting, that would be 
fantastic. After that meeting, it will, I think, be fruitful for 
you and me to have a conversation about where it went and we're 
going.

Were you able to follow-up on any o f the things mentioned in my 
last (post-New York) communication?

I look forward to being in touch. Regards to everyone there.

With us everything is well, though a bit hectic.
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Dear Danny:

Sorry I was not able to get back to you faster. I have been subsumed completely by your 
old teacher Scheffler's visit. Your name came up in the conversation and he speaks o f you 
fondly. Among other things we talked about the goals project and I will send a summary 
o f his comments on to you together with other materials in response to your queries on 
Monday morning your time. Since the bitnet might miss you, please tell me where to fax 
you my material.

In the meantime, let me fill you in on a number of comments and factual items:

1. A general comment: Let me underline the claim made in point #12 that we should not 
feel that "everything needs to get equal billing." Our goal, I think, is to get just enough 
across so that people want to get into the discussion. I believe that this will happen if we 
qualitatively deal with two or three points rather than try to get the whole vision story 
across. For example, I think that we need to distinguish between the goal o f getting the 
participants themselves deeply into the discussion about meaningful Jewish existence and 
giving them enough understanding o f this discussion to realize that its seriousness and 
utility. I assume that your query about the text teachers assumes the former (I could not 
tell for sure from your summary about this and other assumptions which were being made 
about the seminar). This would be in my opinion biting off more than we can chew in a 
few days. They might need to understand texts only for Greenberg, etc., and for them, 
Shmuel, Barry, myself, etc. could certainly suffice.

Perhaps the same applies to your comment about two opinions in relation to how to move 
from vision to practice. Are you assuming that there will be enough time at the seminar to 
discuss more than the need for vision itself It seems to me that questions of why and 
what preceed questions o f how, so why even raise one opinion about how to do this?
I want the weekend to think about what two or three points which I suggest that the 
seminar focus upon. I will send the results in the fax

2. Regarding the linkage between continuity and vision: though I am not sure that this is 
the route we should go either, I do know that we have a resource here. Seymour and 
Scheffler's have been discussing this since the commission and have already committed an 
answer to writing (draft form). They worked on this during Scheffler's visit. You might 
want to consider speaking to Seymour about whether he would be prepared to share the 
paper or to orally present the results of his and Scheffler's inquiry.

3. Regarding the various examples o f vision driven and non vision driven schools. I 
myself went to visit a Steiner school and teacher training center and have much to report 
on this, with materials which they gave me. As for Lightfoot, the whole discussion 
between pages 316 to 323 on "Permeable boundaries and institutional control" as an 
element in goodness in high schools is useful. The discussion o f Highland Park on pages 
321-22 is a powerful example o f what can happen without vision. As for Jewish education, 
I think that Seymour's article on and stories about Ramah are very useful, as is his story
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about the Melton Faculty seminar. Tzvi Lamm's book on the Zionist youth groups is 
useful too. Heilman's "Inside the Jewish School," the longer unpublished version, is an 
excellent example o f a "content analysis" - i.e. a description which shows that practice 
assumes a vision even if it is not aware o f that vision. It describes the underlying culture 
of a supplementary school. This kind o f description forces one to ask oneself - is this 
what I want my school to be doing. Conversely, Barry Holtz's best practices on 
supplementary schools claims that the best schools constantly consider and reconsider 
their goals. He must have a story there too. I also have a beautiful example o f the 
opposite o f vision drivenness in Acky's description o f how Jewish history is taught in the 
diaspora. On top o f all these, I have examples from early Zionism, the volozhin yeshiva, 
progressive education, and much more. I have also tried a one page description o f a 
school which is vision driven. It seems to me that the problem here is how to make use of 
these or any other examples. I think we should beware o f examples which claim to tell the 
whole story. I do not think we need more than a short and light session for such examples 
Just to tickle the spine and prove that it can be done. These people need to begin thinking 
about how they would want to create visions in their own contexts. Too many examples 
can bog this down. I'll try to send you some of these materials by fax.

Danny, since I am concerned for your health, time and pocket, please know that if you 
need something quickly from me, you can phone me from your home and I will call you 
back immediately so that you do not have to pay. If this also saves you time in writing 
summaries, please lets do it that way. I ask only that you don't phone me about work on 
Shabbat.

As I said, I'll try to send all the rest on Monday morning your time.

Daniel
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Dear Annette and Seymour:

Enclosed please find a draft o f  the opening chapter for the series on the educated Jew.

You will recall that I had been working with Deborah Reich when she decided to quit on 

us. What emerged was that she was able to do editing, but not comfortable trying to write 

with/for us. At that point, I felt I had learned enough about an appropriate tone and 

content for the paper and decided to continue writing by myself. I am sure that you will 

note that the language is still very much in need o f  editing, however, the question here is if 

the document gives us a sufficient basis in order for all o f us to now proceed with an 

editor. I believe that I could have continued to work on this paper for even more time, but 

it seems to me that it would be wise and appropriate to stop here and let us consider what 

to do with it now. O f course, you may find it totally unacceptable, in which case we 

would need to think about how we can proceed.

Please note that I decided to reintroduce comments on methodology after we thought it 

would be wise to leave them out. I did this because I thought that these comments were 

necessary for the full understanding o f what is included in the series. This is an issue which 

you may want to address.

Please note as well that the preface, subtitles and footnotes have been written after having 

benefitted from comments made by Simon Caplan. Simon felt that in order to make the 

paper a bit more accessible to lay leaders and other members in our diverse audience, it 

would be useful for me to introduce the paper with a general preface, to include subtitles 

which simplify the structure o f the paper, and to remain as detailed and broad as I can in 

the footnotes for those who want to  find their particular niche in the paper. Simon even 

did me the favour o f writing an example o f  a preface to the paper and I used it as a basis 

for my own. I still need to consult with Seymour as to many o f the footnotes (especially 

those in which writings o f  his which I do not know about may be relevant and useful) and 

to check out references in the library.

Finally, I have left the issue o f the social scientists in the paper, despite the fact that we 

have not, as o f yet, considered its possible solution.

I hope that we get a chance to discuss this paper soon.

Shabbat Shalom,

Danny
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Via Fax: 410-659-0552

Mr. David Hirschhom 
The Blaustein Building 
P.O. Box 238 
Baltimore, MD 21203

Dear David:

I look forward to seeing you at our Board meeting on Thursday. 
Mort and I think it is particularly appropriate that you will be 
introducing Prof. Daniel Pekarsky's presentation on the Goals 
Project since you have had such a central hand in shaping the 
emergence of our thinking about Goals over the past few years.

During the work of the Commission, you raised the issue of the 
outcomes of Jewish education even though you understood that the 
Commission could at that stage not deal with this central topic. 
You understood the need for the Commission, constituted as it 
was, to be a body which had to work through the building of 
consensus and that a discussion about the goals of Jewish 
education would necessarily involve different approaches to 
Jewish educational outcomes.

It was you, too, together with David Arnow who pressed us so 
strongly to make evaluation of Jewish educational programs a 
central part of the agenda of the Commission. Seymour has told 
me how much you and your foundation is committed to uncovering 
new knowledge and the building and funding of a research agenda 
became one of the central recommendations of the North American 
Commission. This thrust has led to our project on Monitoring 
Evaluation and Feedback in the lead communities where, to the 
best of my knowledge, we presently have the largest single 
research and evaluation project in North American Jewish 
education.

Today we see that even the evaluation enterprise is limited when 
we do not have clarity and focus on the goals of Jewish 
education. The work of the Mandel Institute in Jerusalem on the 
Educated Jew Project and then the 011£3י Goals Project is a first 
major step in remedying that which the North American Commission 
left undone.
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emergence of our thinking about Goals over the past few years. 

During the work of the Commission, you raised the issue of the 
outcomes of Jewish education even though you understood t hat the 
Commission could at that stage not deal with this central topic. 
You understood the need for the Com.mission, constituted as it 
was, to be a body which had co work through the building of 
consensus and that a discussion about the goals of Jewi sh 
education would necessarily involve different approaches to 
Jewish educational outcomes. 

It was you, too, together with David Arnow who pressed us so 
strongly to make evaluation of Jewish educational programs a 
central part of the agenda of the Commission . Seymour has told 
me how much you and your foundation is committed to uncovering 
new knowledge and the building and funding of a research agenda 
became one of the central recommendations of the Norch American 
Commiss i on. This thrust has led to our project on Monitoring 
Evaluation and Feedback in the lead communities where, to the 
best of my knowledge, we presently have the largest single 
research and evaluation project in North American Jewish 
education. 

Today we see that even the evaluation enterprise is limited when 
we do not have clarity and focus on the goats of Jewish 
education. 'I'ha work of the Mandel Institute in Jerusalem on the 
Educated Jew Project and then the GIJE's Goals Project is a first 
major step in remedying that which the North American Commission 
left undone. 
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We will be very happy if, on Thursday, you can share your 
pleasure at these developments with the entire Commission and 
maybe even indicate your own commitment to supporting this part 
of the work of CIJE.

I am enclosing a short bio of Prof. Daniel Pekarsky together with 
a very brief description of the work of the Goals Project. I 
look forward to seeing you on Thursday morning.

Yours most warmly,

Alan D. Hoffmann

Enel.
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We will be very happy if, on Thursday, you can share your 
pleasure at these developments with the entire Commission and 
maybe even indicate your own commitment to supporting this part 
of the work of CIJE. 

I am enclosing a short bio of Prof. Daniel Pekarsky together with 
a very brief description of the work of the Goals Project. I 
look forward to seeing you on Thursday morning . 

Yours most wamly, 

J.L>v-··· 
Alan D. Hoffmann 

Encl. 
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Daniel Pek&rsky is Professor and former Chairperson in the Department of 
Educational Policy Studies at the University of Wisconsin-Madison. He did his 
doctoral work at Harvard University, where he specialized in philosophy of 
education. In addition to work he has done as a Jewish educator in 
congregational and other settings, he has also been involved over the years in 
the education of Jewish educators.

In 1987-88, he served on the faculties of the Jerusalem Fellows and of the 
Melton Center for the Study of Jewish Education in the Diaspora at the Hebrew 
University. More recently, he took an extended leave from the University of 
Wisconsin in order to direct the Cleveland Fellows Program at the Cleveland 
College of Jewish Studies.
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BIOGRAPHICAL SKETCH FOR DANIEL PEKARSKY

Daniel Pekarsky is a Professor, and former Chairperson, in the 
Department of Educational Policy Studies at the University of 
Wisconsin-Madison• His scholarly work and teaching focus on the 
ethics of educational policies and practical, on the education of 
character, and an Jewish education. He is a recipient of the 
university's Distinguished Teaching Award and the author of many 
articles dealing with educational issues.

After a childhood that included 5 years in Jerusalem shortly 
after the founding of the State of Israel, Professor Pekarsky went 
on to Brandeis University, where he majored in Sociology and earned 
a Bachelor of Arts degree in 1968* Professor Pekarsky pursued 
doctoral work at Harvard University under the direction of 
Professor Israel Scheffler; he completed a Ph.D. in Education, with 
a specialization in philosophy, in 1976.

Professor Pekarsky'5 involvement in Jewish education has been 
extensive and varied. In addition to holding administrative 
positions directing two congregational educational programs, 
Professor Pekarsky has had sustained experiences teaching young 
children, adolescents, and adults in Jewish educational settings. 
In 1987-1988 he served as a Visiting Professor on the faculties of 
the Jerusalem Fellows and of the Melton Center for Jewish Education 
in the Diaspora at the Hebrew University. Since 1988 he has served
0 .3 the North American faculty representative of the Jerusalem 
Fellow* Program. In 1990 Professor Pekarsky took a leave-o£-abeence 
from the University of Wisconsin-Madison in order to direct the 
Cleveland Fellows Program. This Master's level graduate program in 
Jewish education was an outgrowth of the work of Cleveland's 
commission on Jewish Continuity and has been an integral part of 
Cleveland's efforts to address personnel needs in Jewish education. 
Since his return to the University of Wisconsin in the fall of 
1993, Professor Pekarsky has served as a consultant to the 
Cleveland Fellows Program and to the Council on Initiatives in 
Jewish Education.
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Daniel Peka.rsky is a Pro~essor, and toner Chairperson, in the 
Deparbnent of Educational Policy Studies at the University of 
Wisconsin-Madison, Hia scholarly work and teaching focU.6 on the 
ethics of educational policies and practico•, on the educatioh of 
character, and on Jewish education. He is a recipient ot. the 
univeraity's Oiatinguiaha~ Teachinq Awa.rd ~d the author of many 
articles dealing with educational issues. 

After a chil dhood th~t included 5 years in Jerusalem shortly 
at:ter th• founding of the sta'te ot Israel, Prof'aa&or Peka.raky went 
on to Brandeis University, wb.ere he m.a.j ored in sociology and earned 
a Bachelor ot Arts degree in 1968. Professor Pekarsky pursued 
doctoral work at Harvard univers ity under the direction of 
Protessor Israel Scheffl er; be completed a. Pn.o. in Education, with 
a ■pec1ali2ation in philosophy, ih 1976. 

Profes11or l?akcu:aky'ii involvement i n Jewish education has been 
e.xteiu1iv~ and varied. In addition to hol ding administrative 
positions directing t\lo congregational educational pro~ua, 
Professor Pekarsky has had Gu.s~ained eXl)eri ences teaching young 
ch.il.dr8l'I, adolescents, and adults in J ewish educational aottings. 
In 1987-1988 he served as a Visi ting Profe■aor on the faculties or 
the J eruaa.J.em Fellows and of t he Mel.ton Center !or J'ewish Education 
in the Diaspora at the Hebrew Uni versit y. Sinca 1988 he has served 
a si the North .American f a cu1.ty represantati ve o f the. Jerusalem 
Fellows Proqralll, In 1990 Prof e !is or Pekarsky t o ok a l eave-of-abscinee 
from the University ot Wi■cons!n-Madi~on in o~der to direct the 
Cl.evel.and ]Fe l lows Program. This Master 's l evel graduate. program in 
Jawish education w-a.■ an outgrowth of t he work of Cleveland's 
c ommi5sion on Jewish Continuity and has been an integral part of 
Cl eveland's etrorts to address pers onne l neede in Jewi1h education. 
Si nce his return to the Uni versity of Wisconsin in the fall of 
1993, Professor Pekarsky has sarved as a consultant to tha 
Cleveland Fellows Program and to the Council on Initiatives in 
~ewish Education. 
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CIJB'S GOALS PROJECT

WHAT IB THE OOALS PftOJBCT?

She Seal• Project of the Oeunail on Initiatives in Jewish 
Education grow■ out of the oonviatioa that- effectiveness in Jewish, 
as in general, •ducation depends substantially on whether 
educating institutions ara vision-driven. To describe a Jewish 
educating institution as vision-driven is to say that it is 
animated by a vision or conception of the kind of Jewish human 
being and the kind of Jewish cammnity it is trying to bring into 
being. Guided by the belief that Jewish educating institutions 
need to become significantly more vision-driven than they typically 
ax•, the Goals Project is an effort to encourage vision-drivenness 
in Jewish education. It will do so in two ways: first, through 
efforts to festsr an appreciation among relevant constituencies of 
the importance of being vision-driven; and eeoond, through 
strategies designed to enoourage educating institutions to develop 
their underlying visions and to identify and actualize the 
educational implications of these vision•.

RATIONALE

To make good educational sense/ an institution's decisions 
concerning what educational goals to pursus, ae well as how to 
interpret and prioritise then# need to be anchored in, and 
justified by« a coherent vision of what it is trying to achieve. 
That is, its efforts need to be guided by compel ling answers to the 
following questions: what kind of a Jewish person* featuring what 
constellation of beliefs# knowledge, attitudes, skills, 
aonmitments, and dispositions, should we be cultivating? And what 
fora of Jewish community, defined by what purposes, ethos, patterns 
of activity, customs, norms, and forms of human relationship, are 
wo trying to encourage? An adequate guiding vision does not offer 
a laundry-1 ist of miscellaneous characteristics to be cultivated in 
students but exhibits how they fit together to compose a picture 
of a meaningful form of Jewish existence- Absent auch a vision, 
not only are basic decisions concerning educational goals hard to 
reasonably make, so too are decisions concerning other important 
matters, including the organisation of tha physical and social 
environment, appropriate forms of pedagogy, and the skills 
desirable in educators. In addition, the abeence of a vision of 
the kind of human beings and community it is hoping to cultivate
deprives an eduoational institution of an important basis for 
evaluating the success of its efforts.

The importance of vision-drivanness can be defended on 
theoretical grounds, but not only on such grounds. There is also 
a body of research from general education that identifies the 
presence of a substantive guiding vision as indispensable to an 
eduoating institution's success.

The contention that vision is indispensable is, of course, not
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CIJ"B's GQAliS PROJSCT 

'rho Cir.,■l• l'rojeot of th• OG\Ulail on :t·nitiativas in .1evi11h 
Eclua■tion qrow■ out of the 0011.viatio.n th.ac· e:trec:tiven••• in Jewish, 
a• in ganara1, educ:ation 4ep.u■ au:bst..&Jatiall:, on Wh•~•r 
e4uc:satiag i:n■tit1ition11 ar• viaioA-4rivan. '1'0 4eaarille a Jewish 
educating in.atitution a■ Ti■ion•4:-iveu i■ to aay that it is 
iutillate4 by a vi■ion or conception c( the killll ot Jewish h'Wll&ll. 
laeiliq and the kin4 of Jewish cOllllunity it is t.rfi1141 to !)rinf iat.o 
la•inq. wi4■4 by the belief that Jnish a1ducatinq in.atitution.a 
a••d to l:)ecoa. 1ignificantl7 lllOre vision-driven than they typically 
u:•, the ioal■ Jrojaat ia an effort to enaour4ge vision-4rivennaaa 
ia J•vish education. It will do so in tvo vay■: fir•t, through 
efforta to ~••t•r an appreciation uang r•l•vant conatituenciea of 
the illportanea of hainq Ylaion•4ri~en1 and aeuon4, through 
strateg1e■ 4eaipH t.o •noguraqe a4ugati.nq institutions to 4avelop 
their -.mderl:,iD.g Yieiona and to identify an4 anualise tbe 
educational blpliaatiol\1!11 ot the■e V13ione. 

'.ro aa.ke good education.al ••nae, an institution's decisions 
conca.rning vhat odueatioll41 goals te, pur■u■, ae well a■ bov to 
interpret an4 priariti■o tbem, uaecS to b• anc:hore4 in, and 
ju1titied by, a cohernt Yi■ion of what it i• trying to acbiave. 
Th.at ia, ita efforts need to be guided~, compelling answers to the 
follovinq questions: ~t tind of• J.,,i•b pu■on, featw:in~ what 
c~nstellation of belief a, knowledge, at~itu4ea, ■kill■, 
001U1it..Q~•, and 4lapoaltion.■, abo"Q].d we be aultivati:ng? b4 What 
:fora of .Tetdall c:u:inmttllity, 4efine4 by what purposes, e~oa, pa.tterns 
of activity, custam$, noraa,. and to~» 4f bwaan relat::i..on■bip, are 
wo t.ryin9 t,o enao"1:ate? An •d~t• guiding vi■ion do•• not offer 
■ l&undzT-lillt of aiacolla.neous c::haracteri■tic,■ to be gult.ivate4 in 
students but eJthihita bo~ they fi~ toqetbar to eomposa • pio~ure 
or• ...aai.a.gful form of Jewish 11xiste.11ce • .Absent weh a vi~io~, 
not only are basic deai■ions conce.rni.ni eduoational goal■ hard to 
rea1onuly make, so too a.re daai1ion.s conc:1ernin9 other important 
mattor1, inc:slu41nc; th• uz:9■ni1atiun of tha phy:dcal a.nd SQOial 
environnent, appropriate forma of iiedagogy, and t.lle still a 
4e■irUl• in a4uoatora. ?n addition, the al:i•ance of• viaion of 
tho tine! of h\UUll :bein.q• U4 commwtlty it i .a ho~i~9 to cultivate 
4apriYea an eduoa'tional institution of an illtportu,t ba11i■ tor 
evaluatiq t.he a11~ce1!111!l ot: its 11ft!arta. 

The iloport.a.naa of vi■ion-4rivau.aas can ha 4efan.4ed on 
~h•oratic:a1 grounds, but not only on •u~h qroUllds , The.re i■ also 
a :body of resaaroh tro• general ■4ucation tb4t i4ent:ifiea tha 
pr••enaa of• •ubatutiva CJUi4inq vision a■ iMiapensable to a.n 
eduoat:1D9 ibatitution's ■ueceaa. 

'l'h• c:scntention that: vision i■ i.D.di■p11nsial:lle is, o~ c::01ttae, no-t 
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intended to suggest the desirability of any particular viaion. It 
ia intended to suggeat that it is important for •ash educating 
institution to identify or refine the vision appropriate to it
to look for vaya to embody, or to Better embody, thia vision in ita 
everyday workings. It ia thia effort that the Coal* Project hopes 
to encourage.

The development of a substantive viaion that is compelling to 
the relevant stakeholders end Whose educational implications Have 
bean worked out in a Meaningful way is a labor-intensive, 
intellectually and Jewiehly demanding activity, it requirea careful 
thinking^ eduoational expertise of varied kinds, ingenuity/ soul- 
searching, and study. And because it 18 likely that participants in 
this process will bring with than diver a a and aometimes conflicting 
convictiona, some serious deliberation and negotiation will need to 
go on among them. Hot only ia the work hard, it must be 
acknowledged that there are no guaranteea of success. But it must 
also be stressed that the potential rewards for the participants in 
the process, both as individuals and aa representatives of their 
institutions, can be very significant.

THE GOALS PROJECT'S RESOURCES AND AOBtffiA

In its efforts to encourage Jewish educating institutions to 
become vision-driven, CITE benefits from the resources and the 
ongoing support of the Mandel Inatitate for the Advanced study and
Development of Jewish Education. Of special value to the Goals 
project is the Mandel Institute's Educated Jew Project, which 
explores a number of significant conceptions of an educated Jew and 
then examines the implications of these conceptions for the goals 
and organisation of Jewish education. The Educated Jew Project has 
developed through significant contributions by some extraordinary 
Jewish thinkers and educational theorists, including Professors 
Israel schefflar and Isadora Tweraky Of Harvard University, 
Professors Menachem Brinker, Koshe Greenberg and Michael Rosenak of 
the Hebrew University, and Professor Seymour Fox! HObbi fihmuel 
wygoda, and Daniel Moroni of the Handel Institute. The 
contributions of such individuals to GIJB'S Goals Project has been 
and will continue to be invaluable.

In collaboration with the etaff of the Mandel Institute and 
the Educated Jaw Project, the Goals Project is launching a number 
Of initiatives designed to encourage vision-drivenness in Jewish 
educating institutions. The principal initiatives are summarised 
below.

A library of educational resources. The Goals Project has
begun a process of gathering materials, both theoretical and 
practical, that apeak to the importance of vision and its 
relationship to educational goals and practice, as well as to the 
process of becoming viaion-driven. This library of materials will 
be made available to communities and educating institutions that 
are interested in fostering visien-drivenness.
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in~end•4 ~o auggast the do■irability ct uy pa.rtiaular viaion. it 
ia. intan4ad to 11uqge11t th•t it io iapQ.:rtant for ••oh e4ucati~ 
iutitution to identifr or refi.D.• the vision appropriate to it &D4 
to look for vaya to .-Ody, or to better embody, thi• vision in it■ 
evo.ry~ay workinga. It i• thi• eftort that tb• coal~ Projeat hGpes 
to encourage. 

n. 4evelopaeRt of• aubatuti~e viaion tllat is compelling ~o 
the relevant ■t&lteho14ara IUld vbo■e ad~ca~iona1 imp1iaa~lona have 
bean vorke4 out in a ••uin;"tul. vay i• a la»0r-int&l1sive, 
intelleotue&llY an4 Jewi•hlJ' 4am&D4i~g activity. :rt require• earatul 
thinJcinq, eduoational expai:tise of varied kin41, in9enuity, soul
saa.rchinq, a.net •tudy • .1.114 »eoau•• it i• likely t.hat participants a 
this prooe:s. will bring vith tha diver■• ud aom•ti1U11a CJunfliatinq 
con.victiona, ■oma 8N"ious 4el~eration mid negotiation will n.ee4 to 
90 on among t.haa. Bot only i• the vc,rk hard, it zust be 
aQJCnovieaqe4 that there are no gu&rllllt:ae■ of success. aut it mus~ 
alao be ■t.raeaad tbat the potential rewards for the participu1~a in 
th• process, ~oth aa indiTidual• and•• representatives cf their 
institution.a, ean be very aigllitioaat. 

THE GOALS PI.OJJ:C'l' 'S JUOURCIS 1JliD AGD!>A 

In its effort■ to enooura;• Jewish e4ucating in.atitutiona tQ 
become vision-driven, Cl.n!: bnefita froa the re■ourc;as and t.lle 
ongoing support of t:be xandel ln■titut• ~or tba A4vanee4 ltu4y a.n4 
oevalopnuaAt of Jewish Uucation. Of special value to tbe GO&la 
Project is the Kandel IAatitute's Eduaate4 Jew Project, Vhiob 
~lores a n.lmbar of aignitiaant ooneaption• of an sd.ucated Jav amt 
tllu em:Lll•• th• illplioat::iona of these concaption3 for the qoale 
apd o~i1atioa af Jewi•h edaaa.tioa. Tb• Educated Je,r Project baa 
4evelopa4 t:Jiroufb. ■igJlifiaant contrilNtiona by soma azuaordina.ry 
Jari~b thilllcars and e4uo•tioul theorists, inclu4inq Profeaaora 
:rsrael SQhetriar an4 I11ada1:e 'l'Wuaty Of Rarvard university, 
Profe■aor■ KeDachea Brinker, HOalle t1reeuerg an4 xi.cha.al RosulUIJt of 
tbe ••brew ouver~ity, an4 Profe1sor Se,maUJ!' ?oz, BUJbi Shmuel 
wygada, a11d Da.zliel xarom o:r the Kandel In..stitu.tt, The 
gOnb:ilN~igna of such individuals to ~IJB'S Ggals p~oject ha■ been 
and v!11 cont:i~u• t..o be in.valuable. 

Zn collaboration with the etaff gf the l!(a.B4el %D.J1titute and 
tb• Xduoat.ed Jav ~rojec:t., the Gioala Project: i• la~c:n:i.iilq a number 
or 1n1Ciatives designed to ancou~age v1■igA-4rive:rme■a in Jevi~h 
educati.n.q i~etitutiona. 'fh• prinoipal initiatives ue eummari■ed 
:below. 

A 1ibrgry of e4uca~ienal rea0ur0a1, 'l'ha Goals Project baa 
begun a prooea• of gathering m.ateriiila, l:>otll t:haor•ticlll al14 
practical, ~hat: ■peak to the ilnportanca of vi.aion and its 
relationship to e4ucation•l goal• and praatiaa, as well as to the 
process or beao■inq viaion-driven. Thia libra.:ry or m.atorial• vill 
be made available to eommu.n.tti•~ au educating inatitut1on• that. 
are iatere■ted in fcat.uin.g viaign-drivenness. 
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x Beminar_ in JergfitlM. Tho flumaar seminar will bring
to Israel lay and professional leaders in Jewish education, 
primarily but not exclusively from Load Communities, for an 
intensive period of study and planning. The seminar is designed to 
foster In participants an appreciation for the oritieal role that 
vision plays in Jewish education and to offer them an opportunity 
to grapple irith critical issues that must be addressed if Jewish 
educating institutions, in general and in their local communities, 
are to become more vision-driven than they typioally are. The
seminar is designed with the expectation that on their return from 
tne seminar, participants will collaborate with CXJE in its efforts 
to encourage work in this arena in thsir home-oommunitiea.

Local a— Inara in Lead Communities (and beyond). CIJ־B will 
sponsor a series of seminars in each lead Community next year for 
the representatives Of local educating institutions. To 
participate an institution will need to agree to ooae to all of the 
sessions and to have in attendance the hey stakeholders from its 
professional and educational leadership. The seminars are designed 
to encourage loeal educating institutions to begin the process Of 
becoming/ or becoming more, vision-driven. It is the 
responsibility of the community's lay and professional leadership 
to develop the clientele for those seminars•

CONCLUDING CQMtEHTB

CIJE does not believe that becoming vision-driven is easy or 
that it is sufficient to remedy the ills of Jewish educating
institutions. But it is convinced that it is indispensable to 
success, and it welcomes your participation in the effort to 
encourage more careful attention to vision and goals among 
educating institutions in Lead Communities and elsewhere.
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• !'91'!'% Beminar ip Jerutat... The summer B'9minar will bring
to Iarael 1ay llll4 proteaaiona1 laadars in Jewi■b •d~o•~ion, 
pi:iaarily bUt llOt ezalu:aively fram teact Comaunit.iea, for &D. 

int:ensive period of ■tu4J aJl4 planning. 'l'be aeminaz- is d•SiCJJl•d to 
fo■ter in ~artioiputa an appr•ciation for the oritieel role that 
vision pl•ya in Jewisb •4uoation Uld to etf•r th8Jll an opportuni~Y 
to grapple vitb eritic:al issues tbat auat ~• ad4r••••4 if Javi■h 
a4ueating iutitutions, in w•n•~•l a1'4 in their loe&l comnmitie■, 
are to l>eoom• ac,:re Yi■ion-dziven tht.n tlley typiaallJ' a.%'8. Tb• 
s .. in•r ia 4Niqlle4 with th• ezpeatation that on thaiz retur: ~rom 
tll• ■eminar, participant■ rill csallal:>orate Yith CIJ'B u it:■ erroru 
to enoo\U'age work in thia area in th■ir hoa•-aOWJJ1unitiea. 

Local •e;lvt• in Lta4 COD111Unitie1 (and. beyepc!). ClJB vill 
■pouor a aeries of ■emin•r• in ••ob tu.4 Comity nazt. year for 
tbe representative• of local eduoatillg institutions. 'fa 
partigipato an institution will need to ngr•• to oome to all of tho 
■e■aiona and to h••• iA &tten4anoe ~• koJ etuehe14era tro■ its 
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CIJE'a GOALS PROJECT 

WHIT IB THE QOILS PSOJECT?

Th• aoaia projact of tha Council on initiatives in Jewish 
Education gran a out of the conviction that effectiveness in Jewiah, 
as in general, education dapand• substantially on whether 
educating institutions are vision-driven. to describe a Jewish 
educating institution aa ▼is ion-driven la to say that it is 
animated by a vision or conception of the kind of Jewish human 
being and the kind of Jawiah community it is trying to bring into 
being. (raided by tha Belief that Jewish educating institutions 
need to bo coma significantly wore vision-driven than they typically 
are, the Goals Project is an effort to encourage vision-drivennass
in Jewish education. It will do so in two ways: first, through 
efforts to foster an appreciation among relevant constituencies of
the importance of being vision-driven; and second, through 
strategiee designed to encourage educating institutions to develop 
their underlying visions and to identify and actualize the 
educational implications of these viaions.

RATIONALE

To make good educational sense, an institution'a decisions 
concerning what educational goals to pursus, as well as how to
interpret and prioritise them! need to be anchored in, and
justified by, a coherent vision of what it is trying to achieve• 
That is, its efforts need to be guided by compelling answers to ths 
following questions! what kind of a Jewish parson, featuring what 
constellation of beliefs, knowledge, attitudes! skills, 
commitments, and dispositions, should we be cultivating? And what
form of Jewish comunity, defined by what purposes, ethos, patterns 
of activity! customs, norms, and forms of human relationship, are 
we trying to encourage? An adequate guiding vision does not offer 
a laundry-list of miscellaneous characteristics to be cultivated in 
students but exhibits how they fit tcgather to eompose a picture 
of a meaningful form of Jewish existence. Absent such a vision, 
not only are basic decisions concerning־ educational goals hard to
reasonably make, so too are decisions concerning other important 
matters, including tha organisation of the physical and social 
environment! appropriate forms of pedagogy, and the skills 
desirable in educators. In addition, the absence of a vision of 
the kind of human beings and community it i■ hoping to cultivate 
deprives an educational institution of an important basis for 
evaluating tha success of its efforts.

The effort to develop a substantive vision that is couponing 
to the relevant sta£eholdars and whose educational implications 
have been worked out in a meaningful way is a labor-intensive, 
intellectually and Jewishly demanding activity; nor are there any
guaranteaa of auocess. But it must also be stressed that the 
potential rewards for the participants in tha process, both as 
individuals and as representatives of thsir institutions, can be 
very significant.
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In itB efforts to encourage Jewish educating institutions to 
become vision-driven# CIJE benefits from the resources end the 
ongoing support of the Kendal Institute for the Advanced Study and 
Development of Jewish Education. of special value to the Ooala 
project ia the Vandal Institute's Educated Jev Project, which 
explores a number of significant conceptions of an educated Jew and 
than examines tha implications of these conceptions for the goals 
and organisation of Jewish education• Tha Educated Jew Project has 
developed through significant contributions by some extraordinary 
Jewish thinkers and educational theorists, including Professors 
Israel Schefflar and Isadora TversK? of Harvard University, 
Professors Mena chaw Brinker, Moshe Greenberg and Michael BosenaX of 
the Hebrew university/ and Professor Seymour Tox, Rabbi Shnxuel 
wygoda, and Daniel Marcm of the Mandel institute• The 
contributions of such individuals to CUE'S Goals Project has been 
and will continue to be invaluable.

IB collaboration with the staff of the Mandel institute and 
the Educated Jew project/ the Goals Project ia launching a number 
of initiatives designed to encourage vision-drivenness in Jewish 
eduoeting institutions. The principal initiatives include the 
following:

1. Development of a library of materials concerning the 
importance and the process of becoming vision driven. This library 
will be made available to interested communities an educating 
institutions-

2. A summer Seminar on Goals in Jerusalem for lay and 
professional leaders from Lead Communities and elsewhere . The 
seminar is designed to foster an appreciation for the critical role
that vision plays in education and to think through critical issues 
that must be addressed ir Jewish educating institutions are to 
become more vision-driven. Participants are expected to launch 
local efforts in this arena on their return home.

3. Local seminars in Lead Communities (and beyond). CIJB will
sponsor a aeries of seminars in each Lead Community next year for 
representatives of local educating institutions. These seminars are 
designed to encourage these institutions to understand and wrestle 
with the issues that need to be addressed in ordor to begin the 
process of becoming, or becoming more, vision-driven.

COBCLUDIHd COMHEWTO

c u e  does not believe that becoming vision-driven is easy or 
that it is sufficient to remedy the ills of Jewish educating 
institutions. But it is convinced that it is indispensable to 
success, and it welcomes your participation in the effort to 
encourage more careful attention to vision and goals among 
educating institutions in Lead Communities and elsewhere.
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Dear Daniel,

Thanks very much for your response to my letter. A few
specific
comments in response to yours:

1. One of the things we've been thinking about is engaging
the
participants in a process of studying a few classical Jewish 
texts, possibly texts that deal with educational issues and 
perhaps with characterizations of "a meaningful Jewish
existence11
that emerge within the tradition. The reasons include the 
following: a. the experience of text study is one that the 
participants may not all have had, and it is important for 
them
as they think about what a meaningful Jewish existence is to 
have
had the experience of Torah lee,shmah; b. the experience of 
studying a text together may create a nice atmosphere and
build
the bonds of community; c) they may encounter some fruitful 
ideas
that will enrich the seminar. Although the experience might 
also
illuminate their understandings of and reactions to 
Greenberg, it
was with a) - c) ub mind that I asked if you would try to 
identify an available and gifted teacher who would be 
appropriate
for these purposes.. Whether in the end we want to go this
route
is still an open question, but I don't think we can afford to
postpone trying to identify who might do this well until a 
decision is made about this.

2. Your caution about biting off more than we can chew is 
well-taken and it needs to be heeded. It is true that 
understanding what visions are and their critical role in 
education is the critical part of this seminar, and that what
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we
want is for the participants to go home a) understanding 
these
matters, and b) committed to the notion that this is the 
route
that needs to be pursued locally. At the same time,while we 
have
no expectation or hope that participants will emerge from the 
seminar with "the how" in hand, understanding that the road 
from
vision to practice is a difficult one will probably best be 
achieved by having an opportunity to wrestle concretely with 
the
problem of moving from the vision to educational goals and to 
practice. The point of bringing in people who have 
perspectives
on this problem is not to turn our participants into adept 
practitioners but to give them an understanding of the 
problem
and of how such a problem might be approached. It was with 
this
in mind that I reguested (and would still like) the names of 
people who might be helpful in this domain. Should we decide 
that this is not a route to go, that's fine; but in the 
meantime,
it would be helpful to know who might be available and 
potentially helpful.

3 . 1  am interested in the skepticism you express concerning 
the
desirability of linking continuity and vision. Can you 
explain
your concern more fully? I would be very interested in 
seeing
the Scheffler/Seymour piece - both for myself and for 
possible
use - if it's allowable - at the seminar; I will explore this 
with Seymour and would be grateful if you would let him know 
of
my interest. Independent of this, I would still be interested 
in
knowing if there is a powerful speaker we might draw on to 
discuss the general point. Though this might not be the route 
we
ultimately go, I'd like to know if any speakers who might be 
available this summer come to mind.

4. Please send me the Acky description you referred to 
concerning "the opposite of vision-drivenness," as well well 
as
other pertinent materials.

My fax # at the UW is 608-262-9074. This is not my own or 
the
department's fax, but the School of Education's. Address the
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fax
to: Professor Daniel Pekarsky, Department of Educational
Policy
Studies, and specify URGENT. Sometimes these things don't get
to
me quickly.

Thanks for the information about Scheffler. Please send him 
my
regards. I look forward to hearing, via your comments, about 
his
thoughts on our project.

As I re-read my message to you, here's the point the I find 
myself repeating in several contexts. I hear the concerns 
you
express about certain possibilities we're considering, and I 
think those concerns need to be taken seriously. But I would
be
more comfortable if, even as we explore these concerns and
the
desirability of the possibilities they respond to, we could
be
investigating who might be available to work with us if we
were
to take one or more of these routes. If it were February, I 
don't think I'd be feeling this way; but given that we're 
about
to enter May, I'm concerned that we not delay thinking about 
possible personnel for the seminar until we've done with our 
deliberating.
I look forward to hearing from you.

D.P.

fax 
to: Professor Daniel Pekarsky, Department of Educational 
Policy 
Studies, and specify URGENT . Sometimes these things don't get 
to 
me quickly . 

Thanks for the information about Scheffler. Please send him 
my 
regards. I look forward to hearing, via your comments , about 
his 
thoughts on our project. 

As I re- read my message to you, here ' s the point the I find 
mysel f repeating in several contexts. I hear the concerns 
you 
express about certain possibilities we ' re considering, and I 
think those concerns need to be taken seriously. But I would 
be 
more comfortable if, even as we explore these concerns and 
the 
desirability of the possibiliti es they respond to, we could 
be 
investigating who might be available to work with us if we 
were 
to take one or more of these routes . If it were February, I 
don't think I'd be feeling this way; but given that we're 
about 
to enter May, I'm concerned that we not delay thinking about 
possible personnel for the seminar until we've done with our 
deliberating. 
I look forward to hearing from you. 

D.P. 



Date: 4/28/1994 12:55 pm (Thursday)
Received: by HUJIVMS via SMTP(128.104.30.17) (HUyMail-V61);

Thu, 28 Apr 94 21:00:19 +0300 
Received: by dogie.macc.wisc.edu;

id AA11587; 5.57/42; Thu, 28 Apr 94 12:59:52 -0500 
From: "Dan Pekarsky" <PEKARSKY@mail.soemadison.wise.edu> 
Reply-To: PEKARSKY0soemadison.wise.edu 
To: MANDEL@VMS.HUJI.AC.IL 
Date: Thu, 28 Apr 1994 12:58:00 -600 
Subject: seminar
X-Gateway: iGate, (WP Office) vers 4.03 - 1032 
Mime-Version: 1.0
Message-Id: <2DBFF989.8A97.000 2@mail.soemadison.wise.edu>
Content-Type: TEXT/PLAIN; Charset=US-ASCII; name="ENCLOSURE" 
Content-Transfer-Encoding: 7BIT
Subject: seminar

Gail, Barry, Alan:

I have forwarded to you Daniel Marom's reactions to the
letter I
sent him and the rest of you, as well as my own initial 
reactions. As you will note, he has expressed some concerns
about biting off more than we can chew; and he has suggested 
that
getting our participants to better understand what visions 
are
and how critical they are in education —  and to do so in 
such a
way that they will want and feel the need to keep the 
discussion
going - is the heart of what we should do about. The 
implication
is that it may be premature to be wrestling with, or 
encouraging
them to wrestle with, "how" questions. I myself have a lot 
of
sympathy for his view that we should not at this stage make 
strong promises re: the "how" issue, though I think that 
addressing the "how" question is an important way of their 
coming
to understand the complexity of becoming vision-driven. The
challenge, of course, is that they come away feeling that 
they
have a better understanding of something important, that 
their
community's investment in their trip has been worth it in 
terms
they can explain when they go home, and that they - and we - 
have
a sense of where we go after the seminar.

In any event, please read his thoughtful memo carefully in 
preparation for our conversations next week. They need to be
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Gail, Barry, Alan: 

I have forwarded to you Daniel Marom ' s reactions to the 
letter I 
sent him and the rest of you, as well as my own initial 
reactions . As you will note, he has expressed some concerns 
about biting off more than we can chew; and he has suggested 
that 
getting our participants to better understand what visions 
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implication 
is that it may be premature to be wrestling with, or 
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challenge, of course , is that they come away feeling that 
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have 
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carefully pondered as we continue the planning process.
Please
feel free to respond with any reactions you might have prior 
to
Tuesday.

I look forward to our being in touch.
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Sorry I missed your call, Daniel, and I'm afraid that this is not 

the best moment for an extensive message. Here are some basics, 

though:

1. Thanks for your very thoughtful piece about the summer. I 

found it stimulating and helpful —  both where I agreed and 

where I disagreed. More on these two areas when we talk.

You clearly put a lot of hard and productive work into this 

piece, and I was grateful to have the benefit of it prior to our 

Friday meeting. By the way, Alan, Gail, and Barry also had a 

chance to read it in preparation for our meeting on Friday.

2. We had a productive meeting on Friday, but I wasn't able to 

tape it. I am drafting notes from it and will send them on to 

you. We spent the time wrestling with kinds of outcomes we're 

hoping for, given the diversity and needs of our clientele. By 

the end of the meeting, we felt the need for another extensive 

meeting —  so I'll be returning to NY a week from this Tuesday 

for an all-day session.

Received: by HUJIVMS via SMTP(l28.104.30 . 17) (HUyMail-V61); 

Mon, 25 Apr 94 03:51:11 +0300 

Received : by dogi e . macc .wisc.edu; 

id AA07167; 5.57/42; Sun, 24 Apr 94 19:50 : 38 -0500 

From: "Dan Pekarsky" <PEKARSKY@mail.soe:nadison.wisc.edu> 

Reply-To: PEKARSKY@soemadison . wisc . edu 

To : MANDEL@VMS.HUJI . AC.IL 

Date : Sun, 24 Apr 1994 19 : 48 : 00 - 600 

Subject : Seminar 

X-Gateway: iGate, (WP Office) vers 4 . 03 - 1032 

Mime-Version: 1 . 0 

Message-Id : <2DBB13A7 . 8A97 . 0000@mail . soemadison . wisc . edu> 

Content- Type: TEXT/PLAIN ; Charset=US-ASCII 

Content-Transfer- Encoding: 7BIT 

Sorry I missed your call , Daniel, and I'm afraid that this is not 

the best moment for an extensive message . Here are some basics, 

though: 

1 . Thanks for your very thoughtful piece about the summer. I 

found it stimulating and helpful -- both where I agreed and 

where I disagreed. More on these two areas when we talk. 

You clearly put a lot of hard and productive work into this 

piece, and I was grateful to have the benefit of it prior to our 

Friday meeting. By the way, Alan, Gail, and Barry also had a 

chance to read it in preparation for our meeting on Friday. 

2. we had a productive meeting on Friday , but I wasn't able to 

tape it . I am drafting notes from it and will send them on to 
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3. Even as we feel strongly - as you do about the need to devote 

adequate time to conceptual issues, we are impressed by how 

little time there is between now and July. With that in mind, we 

feel the need to nail down not schedule but people we want to use 

as soon as possible. I would be grateful if you would explore the 

following a.s.a.p.: a) the availability of a cracker-jack Jewish 

texts teacher (Rosenak? Jonny Cohen? Someone else you have strong 

confidence in?) to work with our students possibly each day of 

the seminar; b) Since a critical piece of the seminar concerns 

issues we discussed in January about moving from vision to goals 

to educational design, it would be of the utmost importance if we

different approaches to this problem. Perhaps Seymour is one of 

them; if so, we only need one other such person. Some folks with

My instinct is not to commit to anybody yet, but to find out 

availability —  if possible before the end of this week, so that 

we know where we are.

Clearly, it's also relevant whether Brinker and/or Twersky are 

available to us —  but even here, I don't want to commit til 

we've thought through what we're doing. The only thing in this 

area I am very confident about is that we'll want to use 

Greenberg.

There's a third kind of person whose availability I'd like it if 

you could check out: someone - a very powrful speaker - who could 

address the group (possibly at the beginning of the seminar) 

concerning the relationship between the problem of Jewish 

continuity and the need for the Jewish community to identify 

visions of Jewish existence that contemporary Jews and their 

children will find existentially and otherwise meaningful. That 

is, we need to remember that "visions of a meaningful jewish 

existence" are not just important for educational purposes; 

rather, they are important because they focus on one of the most

had available two people representing thoughtful but very

expertise in this area would be invaluable.

critical of contemporary Jewish problems, and one that
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contributes weightily to the problem of continuity. This kind of 

a lecture would provide a linkage between Jewish continuity and 

vision —  as prelude to narrowing our attention to the place of 

vision in education. Any names come to mind??

Finally, based on the copy I got from Abby re: publicity and 

conversations with Alan, Gail and Barry, we,ve been working over 

a revised draft. It should be getting back to Abby soon.

I will be in touch soon. Feel free to call me Monday night (say, 

at 11:30 pm my time) if you want to talk further.

I look forward to our being in touch.

Danny
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issues that must be addressed if Jewish educating institutions are 
to become more vision-driven. The seminar is offered with the 
expectation that on their return to their local communities, 
participants will collaborate with CIJE in its efforts to encourage 
local initiatives in this important area.

Topics include;

a. What visions are, why they are important, and how they
give coherence and direction to the educational process;

b. The challenge, at the local, institutional level, of
identifying a vision that is shared, compelling, and
concrete enough to guide practice;

c. The process of developing goals and educational practices 
that are informed by a designated vision;

d. Plans and strategies for engaging communal and
institutional stakeholders back home in efforts to 
develop vision-driven educating institutions.

WHERE and WHEN?

The Goals Seminar will take place in Jerusalem. It will start 
Sunday, July 10, 1994 at 9:00 am and will end Thursday, July 14, 
1994 at 8:00 pm. The seminar will include daily morning and 
afternoon sessions as well as at least two evening sessions. 
Participants are expected to attend all sessions of the seminar.

ACCOMMODATIONS/RATES

Accommodations will be at Mishkenot Sha'ananim in the picturesque 
neighborhood of Yemin Moshe. Mishkenot Sha'ananim is Jerusalem's 
offical guest house. At its completion in 1860, it was the most 
important building outside the Old City walls and marked the 
beginnings of modern Jerusalem. Although it has gone through 
restorations and renovations, the original structure still remains, 
which creates an atmosphere of simplicity, elegance and charm. We 
are very fortunate to be able to host our seminar in this unique 
establishment and to give you the opportunity to learn in a house 
whose guests include world-famous writers, philosophers, artists, 
and musicians from around the world.

Available are:
Single Double

One bedroom; full bath $ 87 $101

One bedroom suite: bedroom,
living room, full bath $ 95 $108

Two bedroom suite: two 
separate bedrooms, each of which 
may accommodate two people,
two full bathrooms, living room $126 $13 7
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CUE - GOALS SEMINAR REGISTRATION FORM
(Please Prim)

________ ___I plan to attend the Goals Seminar

Name:

Title: ______________________________________________ _

Home Address: ___________________________________________

Work Address: _____________________ _________ __ ______ _

Home Ph: ( ) Fax: ( >_______ _ _ _ _ _

Work Ph: ( ) _________  Fax: ( ) ____________

Room Type Desired: ____One Bedroom ____ Single _ _ _  Double

One Bedroom 
 ___  Suite ___ Single  ____Double

Two Bedroom
____. Suite ___ Single    Double

(For those sharing) I would like to share a room with:

(For those sharing a two bedroom suite): I would like to share a suite with:

1. __________ ______ _______ __________ __

2. ______ ____ ________ _______________

3 . ____________ ___________ _

There axe several availabilities at Mishkenot Sha’ananim during the Shabbat preceding and the Shabbatot 
following the seminar. Please indicate whether you will be in need of these Shabbat accommodations and when 
you are intending on arriving and departing.

Date of Arrival: ____________________ _ _______

Date of D e p a r t u r e : _________ ____________________

If you will be arriving before the seminar and have plans for other accommodations, please let us know how we 
can contact you in Israel.

Address: __________________ _____________________ _

Tel: ( ) _. .

Signature:

_.,_ ·---
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Page 3

All accommodations include breakfast. Please let us know your 
preference as soon as possible so that we may try to honor your 
wishes.

GENERAL

For reservations and information regarding the seminar, please 
contact Caroline Biran or Abby Pitkowsky at our CIJE Jerusalem 
office:

CIJE 
POB 4556

91044 Jerusalem 
Israel

Tel: 972-2-617-418
Fax: 972-2-619-951

E-Mail: internet:Abby@vms.huj i .ac.il

In the United States you may write or call Virginia Levi at:

CIJE
■ P.O. Box 94553 
Cleveland, OH 44101

Tel: 216-391-1852
Fax: 216-391-5430

E-Mail: 733 21.1223@compuserve.com
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Dear Daniel,

Thanks very much for your response to my letter. A few
specific
comments in response to yours:

1. One of the things we've been thinking about is engaging
the
participants in a process of studying a few classical Jewish 
texts, possibly texts that deal with educational issues and 
perhaps with characterizations of "a meaningful Jewish
existence11
that emerge within the tradition. The reasons include the 
following: a. the experience of text study is one that the 
participants may not all have had, and it is important for 
them
as they think about what a meaningful Jewish existence is to 
have
had the experience of Torah lee,shmah; b. the experience of 
studying a text together may create a nice atmosphere and 
build
the bonds of community; c) they may encounter some fruitful 
ideas
that will enrich the seminar. Although the experience might 
also
illuminate their understandings of and reactions to 
Greenberg, it
was with a) - c) ub mind that I asked if you would try to 
identify an available and gifted teacher who would be 
appropriate
for these purposes.. Whether in the end we want to go this 
route
is still an open question, but I don't think we can afford to 
postpone trying to identify who might do this well until a 
decision is made about this.

2. Your caution about biting off more than we can chew is 
well-taken and it needs to be heeded. It is true that 
understanding what visions are and their critical role in 
education is the critical part of this seminar, and that what
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education is the critical part of this seminar, and that what 



we
want is for the participants to go home a) understanding 
these
matters, and b) committed to the notion that this is the 
route
that needs to be pursued locally. At the same time,while we 
have
no expectation or hope that participants will emerge from the 
seminar with 1'the how" in hand, understanding that the road 
from
vision to practice is a difficult one will probably best be
achieved by having an opportunity to wrestle concretely with 
the
problem of moving from the vision to educational goals and to 
practice. The point of bringing in people who have 
perspectives
on this problem is not to turn our participants into adept 
practitioners but to give them an understanding of the 
problem
and of how such a problem might be approached. It was with 
this
in mind that I requested (and would still like) the names of 
people who might be helpful in this domain. Should we decide 
that this is not a route to go, that's fine; but in the 
meantime,
it would be helpful to know who might be available and 
potentially helpful.

3 . 1  am interested in the skepticism you express concerning 
the
desirability of linking continuity and vision. Can you 
explain
your concern more fully? I would be very interested in 
seeing
the Scheffler/Seymour piece - both for myself and for 
possible
use - if it's allowable - at the seminar; I will explore this 
with Seymour and would be grateful if you would let him know 
of
my interest. Independent of this, I would still be interested 
in
knowing if there is a powerful speaker we might draw on to 
discuss the general point. Though this might not be the route 
we
ultimately go, I'd like to know if any speakers who might be 
available this summer come to mind.

4. Please send me the Acky description you referred to 
concerning "the opposite of vision-drivenness," as well well 
as
other pertinent materials.

My fax # at the UW is 608-262-9074. This is not my own or 
the
department's fax, but the School of Education's. Address the
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SUMMER SEMINAR CURRICULUM DRAFT (1)

DAY 1

9:30 to Noon: Introduction to the Seminar

Greetings —  Seymour Fox, Alan Hoffmann, Daniel 
Pekarsky

Introductions - Participants introduce themselves (name, 
professional role, institutional affiliation, as well as 
response to a carefully selected question - to be 
determined - that helps to launch our seminar).

Agenda for the seminar: what we will be doing
(activities, kinds of questions we'll be exploring); some 
desired outcomes and what are reasonable and unreasonable 
expectations in the way of outcomes; what's expected of 
participants; rules of the game.

Comment on the opportunities and the challenges posed by 
the diversity in outlook, experience, position,
sophistication - Jewishly and educationally - of the 
participants, and the consequent imperative importance of 
careful listening and responsible responding.

The origins and presuppositions of the Goals Project,\
including a) an explanation of what we mean by "vision" I
(including the distinction between the vision of an ideal I
educating institution and the vision of "the product" wa—  k
want to cultivate in its social and individual Y
dimensions) and b) some discussion of the Educated Jew 
Project inTts־־rSlationship to the Goals Project, c) the 
importance of "vision" both in relation to the problem of 
Jewish continuity and the development of effective 
educational practices; d) the need for a vision to be 
shared, compelling, and relatively concrete; e) the 
importance of work in this area as part of a v ̂
comprehensive effort, not as a substitute for such .an 
effort? f) the difference between having a mission-
statement and being vision-driven.

LUNCH BREAK

1 - 5 PM WHAT DO VISION-DRIVEN INSTITUTIONS LOOK LIKE? HOW DOES 
THE VISION INFORM PRACTICE

In this session we examine two or three vision-driven 
institutions - the Heilman "Defenders of the Faith"
piece and a second one (my inclination at this moment in 
time is to use Dewey, drawing on his own and other 
accounts of the Dewey school; but other possibilities
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include Lightfoot's account of St. Paul's School, or the 
TC Record discussion of Waldorf). Ideally, we could see
a powerful movie that exhibits a vision-driven school —  
any ideas? If Heilman is in Israel, perhaps he could be
invited to discuss the way in which the institution he 
describes is vision-driven.

THE QUESTION: in what sense are these institutions
vision-driven and what impact does the vision have on 
their effectiveness?

The institutions, their underlying visions are described, with 
special attention to the ways in which the vision guides 
the selection and interpretation of goals and practices, 
as well as assessment. Something more subtle about the 
way the vision helps create the ethos or sense of purpose 
of the institution would also be appropriate.

The ״kitchen", as it emerges at Eton, the Dewey School, the
Social Efficiency classroom, and/or at Summerhill might
be relevant here (though this will depend 
on the number of people who've been with us 
for earlier sessions). If not the kitchen, some other 
example of the way a particular element of an educational 
institution is interpreted in radically different terms 
(Re: goals, clientele, etc.) depending on the underlying 
vision.

NOTE: 1. to do the proposed afternoon activity well will require 
our participants to do some advance reading. 2. Though I'm not sure 
we need them to read this material, the Fred Newmann piece on
"content-driven•1 education is pertinent to this discussion.

HOMEWORK IN PREPARATION FOR DAY 2: Participants will be asked to 
read the Greenberg essay and to write down a paragraph identifying 
what they take to be the most important features of his vision of 
a meaningful Jewish existence, followed by a second paragraph in
which they briefly set out their principal personal reaction to 
what he is proposing.

ר ר׳

DAY 2: WHAT DOES A VISION OF A MEANINGFUL JEWISH EXISTENCE LOOK 
LIKE?

9 - 9:15 Orientation to the day

9:15 ־ 11:15

Break into work-groups of approximately 5 individuals 
each for discussion of Greenberg's ideas. The discussion 
has the following foci:
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a) Sharing their understanding of and initial reaction to 
Greenberg7s view, as articulated in their homework
assignment;

b) Analyzing Greenberg's position systematically using a 
grid which we provide which invites them to look at his 
vision in two distinct but inter-related ways: first, in 
relation to its constituent skills, attitudes, beliefs,
understandings, dispositions, cherished activities; and 
second, in relation to the way concepts like "God", ,,the 
Jewish People", "Torah", "Mitzvot", and "the Land of 
Israel" enter into G.׳s vision of a meaningful Jewish 
life; c) identifying questions and concerns to raise 
with Greenberg.

11:15 - Noon

Using a couple of organizing questions, compare and 
contrast what they've found; prepare for session with 
Professor Greenberg, This session should draw their 
attention to the strengths and limitations of the grid as 
a vehicle of articulating what a vision of an educated 
Jew or a meaningful Jewish existence is.

LUNCH Noon - 1 pm

1 - 3 PH: A Conversation with Moshe Greenberg

3 - 3:30 - Break

3:30 - 5

SYMPOSIUM: ALTERNATIVES TO GREENBERG

Representatives of two different views (who passionately 
dissent from Greenberg's view) are invited to react to 
Greenberg's position as compared with their own. One of 
these should represent a different substantive answer to 
the question of "a meaningful Jewish existence," and the 
other should probably be Brinker's delineation of "the 
liberal response", according to which education offers 
students opportunities to make their own decisions. The 
intent of this session is to help participants better see 
what choices are explicitly or implicitly made in the 
development of a vision.

5:15 - 6

Small group discussions, or perhaps one-on-one 
discussions: personal reactions to Greenberg's vision of 
a meaningful Jewish existence, in light of the day's 
discussions.
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focusing on Ramah because it (as Greenberg may 
well be interpreted to be) is identified with 
the Conservative Movement, these hesitations 
are overcome by two other considerations: a) 
the importance of giving a prominent position 
in the seminar to a non-school-based 
educational environment, and b) our 
recommendation that after discussion of Ramah, 
participants have the chance to encounter the 
founders of other vision-driven institutions 
(animated by different orientations).

4 - 5:00: CONCLUDING COMMENTS ON THE MOVEMENT FROM VISION TO
EDUCATIONAL DESIGN: A SKETCH OF DIFFERENT PARADIGMS,
THE COMPLEXITY OF THE EFFORT, AND THE KINDS OF 
EXPERTISE THAT ARE NECESSARY ־ AND AVAILABLE 
TO JEWISH EDUCATING INSTITUTIONS EMBARKING ON 
THIS PATH.

Seymour Fox, Daniel Pekarsky

DAY 4 FROM VISION TO REALITY (CONT.)

NOTE: Day 4 is designed to do three different kinds of things: a) 
to give participants an opportunity to continue developing insights 
concerning the ways in which visions get actualized and the 
constraints and other considerations that need to be taken into 
account; b) a chance for them to more fully appreciate the value of 
doing the seminar in Israel, where they can visit with a number of 
significant Jewish thinkers and visit some very interesting 
educating institutions; c) a chance to look at vision-driven 
institutions representing a variety of ideological stripes.

A conversation with Walter Ackerman [if he׳s available 
and interested] concerning his project/book 
about people who have started institutions.
Then, one or more of the following:

A visit to the Hartmann Institute, and a 
conversation with
David Hartmann and Noam Zion concerning the vision 
animating the Hartmann Institute and the way 
Hartmann set about turning it into a reality.

and/or:

A visit to Pardes and a Conversation with its 
founder (or current 
director) concerning the 
ideal animating it and 
its development.
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and/or a chance for Isa Aron to discuss the development
of the Havurah School, which she helped found.

DISCUSSION

FROM AIMLESSNESS TO VISION - ON GETTING FROM HERE TO 
THERE: PERSPECTIVES ON A PROBLEM

A discussion that focuses attention on 
significant debates concerning the way an 
institution that seems listless and visionless 
can move towards the development of a 
compelling vision. To whom does the vision 
need to be compelling in order for progress to 
be made? How does it come to be compelling 
and shared by the relevant stakeholders? What 
is the role of leadership in this process?
Relevant texts might include Edgar Schein's 
book on organizational culture, which
highlights the role of a leader in selling and 
embedding change in an institution; and the 
very different view of thinkers like Henry 
Levin who believe that visions must arise out 
of dialogue and negotiation amongst all the
stakeholders. Ideally, we will find among 
participants in the seminar thoughtful and 
articulate spokespersons for these and other 
perspectives.

[As I have mentioned in conversations with a 
number of you, while I am personally somewhat 
sympathetic to Levin's notion that 
stakeholders need to participate in the 
shaping of the vision they will be supporting,
I am troubled by the ways in which his 
approach turns into a crude mix of values- 
clarification and negotiation. There is a 
need, which his model does not address, for 
the participants to do some serious learning 
(concerning, for example, the kinds of visions 
that a Greenberg, or a Twersky, or their own 
denomination, propound) prior to deciding on 
their own vision. I believe that in 
developing a model for local communities, we 
need to make provision for this —  via content 
seminars that are formal parts of the 
process.]

Another possibility: to look carefully at the 
ideas of Peter Senge, author of THE FIFTH 
DISCIPLINE.
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WHERE DO WE GO FROM HERE? THE WORK AHEAD

This all-important session still needs to be 
filled in. It needs to provide closure to the 
seminar, to graphically articulate what's been
accomplished, and to give them a chance to 
react to the experience. But it also needs to 
lead in very concrete ways to our work and 
theirs next year. Though we have sketched out 
an agenda for next year (see, for example, the 
La Guardia document), it will be important to 
revisit it drawing on their input in light of 
the seminar experience,

CONCLUDING DINNER

NOTE: In an earlier draft of the seminar, the following section was 
built into Day 4. Though this is open for re-consideration, it 
seemed wise to drop it in favor of looking, on day 4, at the 
development of vision-driven institutions in Israel.

THE REALITY ON THE GROUND IN EDUCATING INSTITUTIONS

Using Schoem's and/or Heilman's essay on typical 
supplementary schools, describe and analyze the chasm 
between avowed vision/mission, on the one hand, and 
educational realities/outcomes, on the other. The session 
would emphasize that '1the problem" can be very 
differently diagnosed and that different diagnoses would 
suggested very different remediation-strategies. 
Depending on our analysis, we could decide that our 
problem is one of a) doing a better job of "marketing our 
vision״ to relevant stakeholders, or b) finding ways of 
embodying the vision in practice, or c) developing an 
altogether new vision.
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NAM E STATUS POSITION CATEGORIES FROM

Robert Aronson ?

Chaim Botwinick YES Executive Director o f  BJE Pro./Federation Baltimore

Botwinick's assistant ? Baltimore

Steve Chervin ?

Ruth Cohen YES (conf.) Project Director (M JF) Pro./Fed. + Ed. Milwaukee

John Coleman YES Pres. Chicago Fed. o f Jewish Phil. Chicago

Aryeh Davidson YES Head o f Ed. at JTS Pro./Educator (conservative) New York

Jane Gellman YES Co-chair o f Com. on Vis. &  Intiat. Lay Leader Milwaukee

M arc Gurvis YES (conf.) Cleveland

Robert Hirt YES (conf.) Y.U. Pro /Educator (O rthodox) N ew  York

Richard Meyer YES Milwaukee

Ina Regozin ? Milwaukee

Judith Ginsberg ? Covenant Foundation New York

Alvin Katz ? Chairman J. Continuity Lay Leader

Lawrence Katz ?

Sara Lee ? D irector o f School o f Ed. (H U C ) Lay Leader/Ed. (Reform ) L. A.

John Ruskay ? (Conserv) New York

kVillian Schatten ?

3arry Schrage ? Boston
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May 11, 1994

Mr. Alan D. Hoffmann, Executive Director 
Council for Initiatives in Jewish Education 
P.O. Box 94553 
Cleveland, Ohio 44101

Dear Alan:

1 refer to your letter of April 27 inviting Mrs. Hirschhom and myself to 
attend the summer Goals Seminar in Jerusalem in July,

The description of the seminar is most interesting and I would have very 
much enjoyed participating; however, my current schedule and travel plans do not 
accommodate a trip to Israel in July. Please put me on the list to receive minutes of 
this seminar.

Many thanks for the invitation and my best regards.

Sincerely,

DH:mah
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Dr. David A. Teursch, President

May 9, 1994

Dr. Alan Hoffmann 
CIJE
P.O. Box 94553 
Cleveland, Ohio 44101

Dear Alan:

Thanks for your letter of April 27 regarding my coming to "The 
Goals Project" seminar. Unfortunately, notice of the conference 
arrived much too late for me to be able to reshuffle my plans; 
ironically, I will arrive in Israel only five days after the 
conference is over. If you will be in Israel then, I would be 
delighted to follow up with some sort of meeting to get ourselves 
up to speed.

I am inviting Barbara Penzner to attend the seminar on our 
behalf. She is a Reconstructionist rabbi who, as you probably
know, has spent the year studying in Jerusalem. Before that she 
was the head of the Jewish Continuity effort for the Boston 
Federation.

The prospect of having the College work closely with the CIJE 
along the lines of piloting a reinvigorated approach to education
through the entire leadership of a movement is a most exciting 
one. I do hope that we can continue our conversations about 
that.

\/\Best wishes,

Dr. David A. Teutsch 
President

DAT/ds
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Dear Seymour:

Enclosed please find the following items:

a) Danny Pekarsky's bitnet in response to my request for his proposed schedule for the 
goals project seminar. Alan has seen it and Shmuel has heard it and both already shot 
Danny and Barry's idea down. In order to make the discussion useful, I suggest we focus 
on the earlier document which I sent Danny and which I have enclosed here as well. You 
will recall that it sets out a basic agenda for the seminar. A serious problem, however, is 
that two divergent conceptions and agendas for this seminar are emerging in America and 
Israel. Even if we could control what happens at the seminar, those who run the goals 
project in America afterwards have to believe in it.

Alan is especially concerned about what I have called the need for "closing with a 
discussion o f next steps in the goals project." He wants people to go home with speech in 
hand and actually suggests the writing o f the speech to occupy the closing day for the 
seminar. I think that this might be a useful point for our discussion because it brings us 
out o f the question o f how to present the argument for goals and into that o f  how the 
seminar will further the goals project. Also, Alan wants us to consider if we want people 
like Ray Levi, visiting educators from Toronto's Bialik School, etc. to participate. I am 
afraid that the meeting will go in 70 different directions without solving anything. In my 
opinion, the goal o f  the meeting should be to close down the conception o f the seminar 
and to activate each o f the staff with specific assignments.

b) A draft o f the letter I want to send on Tuesday to Michael Meyer (+ his paper). I 
don't think that we can wait for an answer on the Harvard dates before we honour him 
with a response to his efforts. The letter has a number o f  purposes in mind. First, I tried 
to give Meyer the sense that we read and discussed his paper seriously and respectfully. 
Second, I wanted to get across the sense that what we want is not a commentary on 
Jewish education in contemporary conditions, but rather a larger discussion o f Jewish 
education from the perspective o f a view o f Jewish existence. I tried to accomplish this by 
relating to his other scholarly works (excluding the one on Reform so as not to limit him), 
by asking for clarifications on methodology and on his conception o f  liberalism in Jewish 
education. Third, I wanted him to focus on the American example, since I believe that it is 
the heart o f his discusssion and o f what the reform have to offer. Please let me know if 
the letter is acceptable and if you want to make changes as soon as possible.

3. I could not help but include this article on "Ben Gurion and Public Education" for your 
holiday reading (excuse all the scribblings). It is by Shimon Resheff, and was published in 
an english language anthology on B.G.'s leadership. I simply have not been able to forget 
some o f  the fascinating revelations which emerged from this historical piece - including 
that B.G. saw education as more important than military, that he had and pursued a vision 
o f education as a basis for the existence o f the whole state, and that his successes and 
failures in implementing his vision have been largely ignored by historians and scholars. 
What this article taught me was also that just as much as it may be true that revolutionary
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societies provide an opportunity to engage in developing visions and aims for education, it 
may also be true that they are bad frameworks to do so because so much else is 
happening. We may be living in a time when the need for vision in Israeli society is only 
emerging. This gave me much inspiration to continue with my doctorate in full gear.
If you have time, you may find it interesting as well.

I hope to have the "speech" for the board meeting ready for you just after the holiday.

I hope that you do enjoy this holiday, since, as you know, it is the holiday o f  Jewish 
education.

שמח ,חג

Danny Marom
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[2J [HI PEKARSKY@mail.soemadison.wisc.edu => 
MANDEL@vms.huji.ac.il; 13/05/94, 18:18:27 
SMTP.MAIL * ־,

ASCII (PEKARSKY@soemadison.wise.edu)
[ImMIME type: TEXT/PLAIN 

Charset = US-ASCII

[m
Received: by HUJIVMS via SMTP(128.104.30.17) (HUyMail-V61);

Fri, 13 May 94 18:18:26 +0300 
Received: by dogie.macc.wisc.edu;

id AA08513; 5.57/42; Fri, 13 May 94 10:16:36 -0500 
From: "Dan Pekarsky" <PEKARSKY@mail.soemadison.wise.edu> 
Reply-To: PEKARSKY@soemadison.wise.edu 
To: MANDEL@vms.huji.ac.il 
Date: Fri, 13 May 1994 10:15:00 -600 
Subject: Re: Revised precis -Reply 
X-Gateway: iGate, (WP Office) vers 4.03 - 1032 
Mime-Version: 1.0
Message-Id: <2DD399D2.8A97.0001@mail.soemadison.wise.edu> 
Content-Type: TEXT/PLAIN; Charset=US-ASCII 
Content-Transfer-Encoding: 7BIT

I never put a curriculum document in the mail, Daniel, the 
reason
being that Barry and I had to postpone our phone conversation 
until Thursday and are speaking again today (Friday morning).

My conversation with Barry yesterday was extremely helpful 
and
resulted in putting a new and potentially powerful idea on 
the
agenda for the seminar: an opportunity for serious discussion
with 2 or 3 individuals who, guided by a vision, have been
involved in the launching of new Jewish educational 
institutions.
There may be a lot to be learned here, and this could give us 
the
opportunity to make good use of Israel-based resources. It 
could
also allow us to do more outside of the Conservative Judaism 
orbit. Among the possibilities: along with asking Seymour to 
analyze the development of Ramah (we have a number of 
pertinent
materials on this!), we might pay a visit to the Hartman
Institute and meet with Hartman, or to Pardes; a conversation
with Ackie - who, if I remember correctly, is writing a book 
dealing with visionaries who've started institutions - might 
be
interesting. Right now, w e 1 re trying to figure out if this 
route
really makes sense, given our principal purposes for the 
seminar;
and if so, whether something else, and if so what, has to 
give

I 
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ASCII (PEKARSKY@soernadison.wisc.edu) 
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[m 
Received: by HUJIVMS via SMTP(l28.l04.30.17) (HUyMail-V6l); 
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id AA08513; 5.57/42; Fri, 13 May 94 10:16:36 -0500 
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X-Gateway: iGate, (WP Office) vers 4.03 - 1032 
Mime-Version: 1.0 
Message- Id : <2DD399D2.8A97 .000l@mail.soemadison.wisc.edu> 
Content-Type: TEXT/PLAIN; Charset=US-ASCII 
Content- Transfer-Encoding: 7BIT 

I never put a curriculum document in the mail, Daniel, the 
reason 
being that Barry and I had to postpone our phone conversation 
until Thursday and are speaking again today (Friday morning). 

My conversation with Barry yesterday was extremely helpful 
and 
resulted in putting a new and potentially powerful idea on 
the 
agenda for the seminar: an opportunity for serious discussion 
with 2 or 3 individuals who, guided by a vision, have been 
involved in the launching of new Jewish educational 
institutions. 
There may be a lot to be learned here, and this could give us 
the 
opportunity to make good use of Israel-based resources. It 
could 
also allow us to do more outside of the Conservative J udaism 
orbit. Among the possibilities: along with asking Seymour to 
analyze the development of Ramah (we have a n~mber of 
pertinent 
materials on this!), we might pay a visit to the Hartman 
Institute and meet with Hartman, or to Pardes; a conversation 
with Ackie - who, if I remember correctly, is writing a book 
dealing with visionaries who've started i nstitutions - might 
be 
interesting. Right now, we 're trying to figure out if this 
route 
really makes sense , given our principal purposes for the 
seminar; 
and if so, whether something else, and if so what, has to 
give 



in order to pursue it.
I'll be in touch soon, and will fax you whatever we have 
before
your meeting with Seymour on Tuesday. Give me a call between 
now
and then if you have any thoughts in wake of the La Guardia 
memo
and this note.

Shabbat Shalom and Chag Same'ach.

By the way, though I'm somewhat nervous about the number of 
very
different kinds of people who will be sitting around the 
table in
Jerusalem, I think the seminar has the potential to be guite 
exciting.

On a different, and somewhat sobering, note, I'm forwarding 
to
you a recent correspondence I had with Fred Newmann 
concerning
our project. The correspondence underscores the extent to 
which
our venture is both pioneering and of uncertain outcome.

All the best.

One last comment: as of next Friday, I'll be in Cleveland for 
two
weeks and can be reached c/o Cleveland College of Jewish 
Studies
—  216-464-4050.
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[ 2 J [H2 PEKARSKY@mail.soemadison.wisc.edu =>
MANDEL@VMS.HUJI.AC.IL; 13/05/94, 18:18:50 
; * SMTP.MAIL

ASCII (PEKARSKY@soemadison.wise.edu)
BMAIL-S-MP, This is a multi-part message. Hit <CR> to 
continue 
[2J [H [ImMIME type: TEXT/PLAIN 

Charset = US-ASCII 
name = ENCLOSURE

Content-Type: TEXT/PLAIN; Charset=US-ASCII; name="ENCLOSURE" 
Content-Transfer-Encoding: 7BIT

Date: 5/13/1994 10:00 am (Friday)
Subject: "Transformed" schools

Files: mO:MESSAGE

BMAIL-S-EOP End of this message part. <CR> to continue:
[2J [H [ImMIME type: TEXT/PLAIN 

Charset = US-ASCII 
name = ENCLOSURE

Content-Type: TEXT/PLAIN; Charset=US-ASCII; name="ENCLOSURE" 
Content-Transfer-Encoding: 7BIT

Date: 5/12/1994 12:03 pm (Thursday)
Subject: "Transformed" schools

Dear Fred:

I know it's a very busy time in the year, and I know you 
might
not have time to respond to my guestions/request. That said, 
I'd
like to ask for your help on a couple of matters.

I am in the middle of a project in the area of Jewish 
education
that is concerned with understanding the failure of Jewish 
educating institutions and with the development of 
reform-stratgies. In exploring this area, I came across and 
greatly profited from your "Beyond Common Sense"" piece. I 
would
be grateful if you could send me an extra copy of that one (I 
seem to have misplaced my own) and any other recent articles 
of
yours that address the problem of conditions for meaningful 
reform. Essays that further develop your claims concerning 
the
need for Content-driven reforms would be especially valuable.

[2J [H2 PEKARSKY@mail.soemadison . wisc . edu => 
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Content-Transfer-Encoding: 7BIT 
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[2J [H [lmMIME type: TEXT/PLAIN 

Charset = US-ASCII 
name= ENCLOSURE 

Content-Type: TEXT/PLAIN; Charset=US-ASCII; name=" ENCLOSURE" 
Content-Transfer-Encoding: 7BIT 

Date: 
Subject: 

5/12/1994 12:03 pm (Thursday) 
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Dear Fred: 

I know it's a very busy time in the year, and I know you 
might 
not have time to respond to my questions/request. That said, 
I ' d 
like to ask for your help on a couple of matters. 

I am in the middle of a project in the area of Jewish 
education 
that is concerned with u nder standing the failur e of Jewish 
educating i nstitutions and with the development of 
reform-stratgies. I n exploring this area, I came across and 
greatly profited from your "Beyond Common Sense" - piece . I 
would 
be grateful if you could send me an extra copy of that one (I 
seem to have misplaced my own) and any other recent articles 
of 
yours t hat address the problem of conditions for meaningful 
reform. Essays that further develop your claims concerning 
the 
need for Content- driven reforms would be especially valuable. 



Beyond this, I have a more general, crudely framed, question 
that
I was hoping you could help me with. There is literature 
concerning "good schools", there is literature concerning 
"bad
schools", and there is literature that talks about conditions 
that need to be satisfied if a school is to travel the 
journey
towards effectiveness (however the latter is understood). 
Are
there also articles and/or books that graphically describe a 
particular educational institution1s journey from, say, 
mediocrity/aimlessness to effectiveness? One or more pieces 
of
this kind would be invaluable for my work right now. I'd be 
grateful for any suggestions you might have.

If you're around in June and have time, I'd also like a 
chance to
chat with you about the project I'm engaged in.

Thanks in advance for any suggestions.

Daniel Pekarsky
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[ 2 J [H3 PEKARSKY@mail. soemadison. wise. edu =>
MANDEL0VMS.HUJI.AC.IL; 13/05/94, 18:20:54 
; * SMTP.MAIL

ASCII (PEKARSKY@soemadison.wise.edu)
BMAIL-S—M P , This is a multi-part message. Hit <CR> to
continue 
[2J [H [ImMIME type: TEXT/PLAIN 

Charset = US-ASCII 
name = ENCLOSURE

[m
Content-Type: TEXT/PLAIN; Charset=US-ASCII; name=יי ENCLOSURE11 
Content-Transfer-Encoding: 7BIT

Date: 5/13/1994 10:00 am (Friday)
Subject: Re: 'Transformed1 schools -Forwarded
Forwarded mail received from:
SOEDEAN:soel:soel.internet:"FNEWMANN@macc.wise.edu 
"Files: mO:MESSAGE, ml:iHEADER

BMAIL-S-EOP End of this message part. <CR> to continue:
[2J [H [ImMIME type: TEXT/PLAIN 

Charset = US-ASCII 
name = ENCLOSURE

Content-Type: TEXT/PLAIN; Charset=US-ASCII; name="ENCLOSURE" 
Content-Transfer-Encoding: 7BIT

Date: 5/13/1994 8:34 am (Friday)
Subject: Re: 'Transformed' schools

I'll send the "common sense" article under separate cover, 
along with some other

things. Unfortunately, I don't think there is any solid 
empirical research that

shows that content driven reforms produce better results for 
students. Neither
do I know of any case studies that show how schools have 
really improved through
policy driven initiatives. There may be various stories 
written of how great
certain schools are, but these are usually self-serving 
accounts with virtually 
no independent objective verification.

Give me a call in June and we'll try to get together. Have 
you talked with Adam

Gamoran who is also working on the study of Jewish education?

Best wishes.

[2J [HJ PEKARSKY@mail.soemadison.wisc.edu => 
MANDEL@VMS.HUJI.AC.IL; 13/05/94, 18:20: 54 
; * SMTP.MAIL 
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continue 
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Charset = US-ASCII 
name= ENCLOSURE 

(m 
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[2J [H [lmMIME type: TEXT/PLAIN 

Charset = US-ASCII 
name= ENCLOSURE 
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Dear Danny:

The following is a summary of what I would see as some 
of the educational challenges of the summer goals project 
seminar in Israel. Shmuel has gone over it and made some 
changes and additions as well. Though it is an informal and 
free flowing document, I hope it will be of use to you at 
your planning meeting on Friday. I have no objection to your 
sharing any or all of it with others at the meeting, but I 
think you will see that it should be confidential otherwise.

1. THE MOVE TO THE CONTENT OR SUBSTANCE OF EDUCATION: The
goals project in general, and the Israel summer seminar in 
particular mark a significant move towards the content or 
substance of education (to be distinguished from "subject 
matter," content or substance applies to ideas which govern 
the whole of the educational undertaking, including 
assumptions about the learner, teacher, setting, etc.). 
After all the emphasis on "enabling options," it is an 
admission that Jewish education is a human endeavour which 
depends on powerful ideas just as much as on personnel and 
community support. The best practices project was a first 
move in this direction, but it is different in that it 
brought the best of what exists on the continent as a 
resource to the lead Communities. The goals project probes 
into what goes on in educational institutions in lead or 
other communities and deals with it, hopefully, for the sake 
of the continent as a whole.

In this sense, the goal project's move to content is a 
very intimate and delicate one. It calls into guestion not 
only the haphazard manner in which Jewish education runs on 
the local level, but also the very difficult substantive 
guestions which confront American Jewry and the whole Jewish 
world today. From our discussions over the years, I think 
that you would agree that the problems of Jewish education in 
North America are also symptoms of deeper issues and 
ambivalences which have often been conveniently tucked under 
the rug. Ron Reynolds concludes in his doctoral research on 
this topic with the claim that that Jewish education 
purposely uses ambiguous goals. ,1Ambiguous goals," he 
explains, "function as an effective conflict-management 
device by encompassing and subsuming the private goals of 
individual participants within the vague pronouncements, 
which are objectionable to few."

At its deepest level, the goals project exposes these 
issues and ambivalences and puts them right on the planning 
table. A close reading of your document on the goals project 
reveals that the attempt to discover a criterion by which one 
can allocate resources, train staff, design programs, etc., 
will necessarily lead to an inguiry into the guestion of 
"what is a meaningful Jewish existence?"
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1. THE MOVE TO THE CONTENT OR SUBSTANCE OF EDUCATION: The 
goals project in general, and the Israel summer seminar in 
particular mark a significant move towards the content or 
substance of education (to be distinguished from "subject 
matter," content or substance applies to ideas which govern 
the whole of the educational undertaking, including 
assumptions about the learner, teacher, setting, etc.). 
After all the emphasis on "enabling options," it is an 
admission that Jewish education is a human endeavour which 
depends on powerful ideas just as much as on personnel and 
community support. The best practices project was a first 
move in this direction, but it is different in that it 
brought the best of what exists on the continent as a 
resource to the lead Communities. The goals project probes 
into what goes on in educational institutions in lead or 
other communities and deals with it, hopefully 1 for the sake 
of the continent as a whole. 

In this sense, the goal project's move to content is a 
very intimate and delicate one. It calls into question not 
only the haphazard manner in which Jewish education runs on 
the local level, but also the very difficult substantive 
questions which confront American Jewry and the whole Jewish 
world today. From our discussions over the years , I think 
that you would agree that the problems of Jewish education in 
North America are also symptoms of deeper issues and 
ambivalences which have often been conveniently tucked under 
the rug. Ron Reynolds concludes in his doctoral research on 
this topic with the claim that that Jewish education 
purposely uses ambiguous goals. "Ambiguous goals," he 
explains, "function as an effective conflict-management 
device by encompassing and subsuming the private goals of 
individual participants within the vague pronouncements, 
which are objectionable to few." 

At its deepest level, the goals project exposes these 
issues and ambivalences and puts them right on the planning 
table. A close reading of your document on the goals project 
reveals that the attempt to discover a criterion by which one 
can allocate resources, train staff, design programs, etc., 
will necessarily lead to an inquiry into the question of 
"what is a meaningful Jewish existence?" 



I think that one of the educational challenges of the 
summer seminar is to facilitate a smooth move into the unique 
issues of educational content. That is not to say that every 
participant needs to come out with his/her own conception of 
the educated Jew. Far from it. It seems to me that one of the 
goals of the goals project seminar should be only to initiate 
the participants into the discussion of content, to get them 
understand what is at stake in terms of their own personal, 
institutional and communal commitments to the aims of Jewish 
education and to correspondingly begin clarifying their own 
aims to themselves.

I am reminded here of a wonderful moment in a master 
class given by Isaac Stern to a young violinist in China. It 
was filmed in a documentary called "From Mao to Mozart." 
After witnessing a virtuoso, but cold technical playing of a 
Mozart sonata, Stern sensitively approached the child 
violinist and invited him to play the music with instrument 
rather than the instrument with the music. As they worked 
together, what emerged was a tender, if flawed, rendition of 
the music through this child's own voice. The child did alot 
to fight it, but in the end, he had to become, as you say, 
"animated" by the his own understanding of the music. The 
transformation occured just when his unemotional face 
cracked into a bittersweet anguish at a specific point in the 
playing.

What will be the equivalent here? The seminar will have 
succeeded, in my opinion, if each participant comes out 
understanding what s/he does not necessarily have answers to, 
but cannot avoid addressing. The participants should 
understand that they need help in order to address content 
issues, that they need the input of the Jewish community1s 
finest minds, its central institutions, and its more 
sensitive and professional educators.

If all they come out with is the addition of phrases such 
as "vision-drivenness" and "institutional mobilization around 
goals" to their already technocratic social-planning and 
business lingo, we will have failed. No matter how much they 
may have been convinced by the argument for goals as a basis 
of effectiveness - and you know that this is a central strain 
in my own understanding of the goals project - we have to get 
these influential people to go back to America with a sense 
of personal stake in the aims and content of Jewish 
education.

Isn't it funny Danny that this is the kind of
opportunity which drove us all into Jewish education and now 
that it is at our doorstep, we find ourselves so involved in
another mode of discourse? I feel that it was a necessary
diversion, because it is important to formulate the 
invitation to deal with content in professional terms which 
can capture the attention and trust of the community.
However, the point remains. This seminar provides an
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ultimate Jewish educational opportunity and challenge in that 
it finally enables us to get the community involved in the 
questions which have been bugging us for a long time.

I am assuming that we have three kind of resources for 
this task. First, we have the educated Jew project - its 
story, rationale, library of materials, staff and of course, 
its scholars. Second, we have Seymour Fox - who perhaps more 
than any one else will be capable of helping the participants 
move from the language of community leadership and planning 
to the language of education. And third, of course, we have 
the educators and planners on the CIJE and MI staff (Alan, 
Gail, Barry, yourself, Shmuel, Annette, and myself) who 
provide a wealth of personal experience on many different 
levels as a testimony to the intimate link between content 
and practice.

These resources are up against a serious set of 
constraints. As I mentioned above, issues of educational 
content raise the temperature of any discussion on Jewish 
existence, so we have to be careful about how we get the 
participants into the discussion in a fresh way, without 
letting it become politicized or banalized. How do we 
ignite this inquiry in an honest and inspiring way? Its a 
difficult pedagogical question.

Furthermore, we are asking the participants to, in a 
short time, open their minds to a new language, which they 
will not learn to speak well quickly. As I told you on the 
phone, my own experience in teaching the educated Jew 
materials to educators at the Jerusalem Fellows and the 
School for Educational Leadership has shown me that it takes 
lots of time and many raptures for even your basic 
distinction between instrumental goals and substantive aims 
to be internalized and clear. How do we get our audience to 
lower their defences and to bear the weight of the goals 
issue on their shoulders in four days? After many years of 
being comfortable in their own languages, both professional 
and Jewish, this is not going to be easy.

2. THE COLLABORATIVE EFFORT: The summer seminar provides a
difficult challenge to those of us pityful academics who want 
to prove to ourselves that when it comes to our ideas about 
the world, we really do mean what we say. Here we have lay 
leaders, federation planners, scholars and educators entering 
into the arena of education in order to hammer out some 
common understandings about what and how things should be 
done. If ever there was a context which demonstrates 
Schwab's claims about the multifaceted and complex nature of 
the educational undertaking, about its working on so many 
levels at the same time, here it is. And yet, research has 
shown that education is plagued by an incapacity to develop 
successful collaborative relationships.
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I am sure that we do not assume that we have the magic
wand which will automatically grant us success in an area
where many others have failed. What kind of unigue modes of 
exchange will facilitate true discourse in this seminar? How 
will we train ourselves to implement these modes of exchange? 
How will we know we have succeeded? These and similar
questions should keep us sweating from now until July. Just 
to get the ball rolling, I want to suggest that we do not 
necessarily assume that the best way is to break up into 
groups. It is true that this is a comfortable mode of 
discourse and it lends itself to the establishment of trust, 
especially when we consider that we want people not to be shy 
about talking about something which is foreign to them.
However, do such group discussions provide the kind of 
experience which remains in one1s mind and even transform 
something in one's perspective? As Seymour has pointed out to 
me a number of times, a discussion between two or three 
people in front of a whole plenum can be equally if not more 
effective.

Another problem which emerges from the collaborative 
nature of this undertaking is that of wounded egos. It is, I 
think, a problem in all forms of adult education, but how 
much more when you have such a diverse group of stakeholders 
in the Jewish community. Now you and I already know that 
(sic) the community really ought to respect its Jewish 
educators most of all, so we don't have to worry about our 
own dignity and self respect (!?). However, how do we get
everybody else to understand that they are all equally
important and interdependant in this process of determining 
and implementing educational content (especially with the 
baggage of "why hasn't it been done this way in the past?")?

Here we are, the CIJE has turned to community lay
leaders to mandate educational change, to the federation 
people to plan and oversee it, and to educators to implement
it, and yet this can turn into guite a Polish Jewish family
drama with everybody busying themselves with what's behind 
everbody else's underwear. Without getting into too much 
detail, the CIJE's experience seems to expose just how 
complex the relations between all these sectors can be (we 
know from our world, for example, about how educators can 
openly patronize lay leaders).

My sense is that we have to overcome this problem on a 
number of levels. First, I think that every participant 
needs to be treated with egual respect and much care, as if 
to say, this is how Jewish education treats those who 
earnestly get involved. This may mean that every staff
member should be responsible for the care and understanding 
of a given number of participants. Second, I think that 
there should be an atmosphere of the Philadelphian 
"constitutional congress" at this seminar (the fact that the 
seminar room has no windows might be a useful detail here).
It is as if to say that we are all involved in some kind of
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happening here - not a regular conference with all its coffee 
and cake and cocktail party ambiance, but a unigue event, an 
interesting opportunity. We have to consider what are the 
minimal conditions for this kind of atmosphere (eg. no 
"skipping class" allowed - full participation at all 
meetings, everybody eats together, etc.).

Of course, none of this should be misconstrued as saying 
that the CIJE will provide whatever anybody needs for Jewish 
education. We have discussed the problem of promising too 
much a number of times. However, the idea is to associate a 
qualitative businesslike atmosphere in order to dispell the 
problem of wounded egos in a collaborative effort. In any, 
case, I think that this shows how closely linked the 
administrative and content issue of the seminar can be. This 
is a topic which I have discussed with Alan and the 
administrative staff. I hope that in your discussions on 
the summer seminar, the duality between content and 
administration gets broken down.

3. THE ISRAEL ELEMENT: Israel is both a resource and a
detriment to this seminar. I understood from Alan that there 
were already some negative comments about the fact that the 
seminar is not in America. I do not know how such opposition 
might be handled. I imagine that one point is that the 
seminar is seeking out the best available resources on the 
international level in order to solve the problem of goals 
in North America. The Mandel Institute and the Educated Jew 
scholars are here, so...

I do think that there are real educational aspects to 
this issue which we might consider. First, we have to watch 
out for what I would call the "magic mountain" effect. That 
is, the participants come to Jerusalem, have an intense 
quickee experience, and go back doing things exactly the 
same, blaming the seminar for being divorced from realities 
in the field. This is one of the reasons that I think you 
are right in emphasizing the library of historical and other 
materials which demonstrate that vision drivenness can and 
has been done. In addition, this is why I suggested that the 
seminar does turn at some point to the question of realities 
in Lead or other communities in relationship to goals 
development processes. We have to consider what success 
would mean for each and every participant, what we would want 
them to do when they go home, and then plan accordingly.

Second, I think that Israeli education may indeed 
provide a vicarious example of the issues, dangers and 
possibilities involved in determining goals for Jewish 
education. I am not sure that we should risk a trip to any 
particular institution and say "here, this is a vision driven 
institution." Rather, I think it would be useful to examine 
aspects of Israeli education which relate to the problems 
which we will be discussing.
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There is the danger, of course, of "Oh here are the 
Israelis trying to teach us about them again!" However, the 
point here, ironically, would be to show how difficult the 
problem of vision is in Jewish education in the Israeli as 
well as in the diaspora setting. Let us enable the 
participants to take out their frustrations against realities 
which constrain developing goals for Jewish education in 
relation to a context other than their own. Let them feel 
that if they deal with this issue in their own settings, they 
will be taking leadership in the Jewish world. Who better 
than committed American Jews should deal with the guestion of 
goals for Jewish education in a society which offers 
democratic rights and religious freedom?!

Correct me if I am wrong, but it appears to me that most 
of the participants will have been in Israel before. I say 
this in order to rule out the need to include a third element 
here, which is siteseeing and general Israel mongering. 
Mishkenot Shaananim is one of the most beautiful places in 
Jerusalem and it provides enough inspiration on this level. I 
do not think we need to worry ourselves about extracurricular
activities. Rather, we should create a board room atmosphere
which leaves no time for anything but business.

Nevertheless, I would still suggest two exceptions. 
First, I think it is important to have good Israeli lunches, 
which could be perhaps be followed by some musical interlude. 
Second, this might be a good opportunity to share some 
information on what is going on in Jewish education around 
the world as well as to familiarize the participants with the
various institutions in Jerusalem which are resources for
Lead and other community undertakings in education (Melton, 
Melitz, etc.).

Of course, all of this is my opinion and I would love to 
be shot down. So let us continue to be in touch on a regular 
basis. I hope that you will be able to tape the session on 
the goals project and on the summer seminar for us. Should 
there be any more comments to send on to you, I will do so 
through fax or Bitnet.

BeHatzlacha,WiDairiniy Marom
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BITNET FROM DANNY PEKARSKY ON LATEST GOALS PROJECT MEETINGS

Date: 5/06/1994 1:46 pm (Friday)
Subject: Revised precis

Here is a precis of the La Guardia meetings, revised some after a 
conversation with Barry Holtz on Friday morning. As I wrote and 
read it, I found myself impressed by how much we accomplished 
last Tuesday —  though conceptually and otherwise, there's still
a lot to do. In particular, it seems unlikely that we can
meaningfully do everything described in the file that is
attached; there will need to be some hard choices, choices that
should be driven by what we most want to accomplish.
All the best.
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THE LAGUARDIA MEETING: MAIN THEMES AND OUTCOMES

PARTICIPANTS: Dorph, Hoffmann, Holtz, Pekarsky, Wygoda

PLAN OF ACTION: Review the statement of "Desired outcomes" for the 
seminar developed by Pekarsky with attention to clarity and 
suitability, and'to then use the revised/clarified statement of 
outcomes as a basis for thinking about the seminar.

The meeting began over lunch (before the arrival of Hoffmann 
and Wygoda) with a review of three inputs: a) Daniel Marom's most 
recent fax summarizing his thoughts about the upcoming seminar; b) 
Pekarsky's list of desired outcomes; and c) Dorph's list of desired 
outcomes. Our sense was that these three pieces pointed in very 
similar directions, and, after discussion of issues suggested by 
the documents, we agreed to use Pekarskyיs list as a basis for 
proceeding.

THE LIST OF DESIRED OUTCOMES WE BEGAN WITH: Participants___

1. Feel that participation has been worth the effort, and can 
identify specific benefits. (The nature of these benefits will 
depend on the other outcomes, but might include such things as new 
understandings, insights, or skills; a sense for the importance of 
being vision-driven; a plan of action; networking; personal growth)

2. Feel that they've been taken seriously as intellects and as 
sources of insight and knowledge.

3. Understand what visions are and can point to examples of them.

4. Appreciate the importance of vision in relation to a) Jewish 
continuity and b) educational design.

5. "Own" examples of vision-driven institutions.

6. Understand the ways and extent to which Jewish educating 
institutions are not vision-driven, as well as the conseguences of 
this weakness.

7. Appreciate that the development of personal and shared visions 
is difficult, energizing along the way, and do-able.

8. Appreciate that the effort to embody a vision in a living 
educational setting is complex, labor-and-time-intensive, 
energizing, and do-able.

9. Come away with a better sense of what they need to know, 
committed to learning more, and eager to encourage local efforts in 
this arena.

10. Understand what the next steps are: what events, activities, 
and efforts will be taking place when (both locally and 
nationally); their responsibilities in the process; role of CIJE; 
role of denominations.
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definition might be "A form of Jewish existence that the 
individual experiences as personally meaningful, so much 
so that he/she desires to identify with Judaism and the 
Jewish community and to encourage such identification in 
his/her children." This is, however, a strictly formal 
definition, and it is important that individual 
institutions fill it in with specific understandings of 
the kinds of things that will create the sense of 
meaningfulness.

4. In offering a seat of the pants, intuitive response to 
the guestion concerning what counts a vision of a 
meaningful Jewish existence, Pekarsky suggested that it 
includes answers to guestions concerning the place of 
Israel, God, Mitzvot, Torah, and the Jewish People in 
one's world-view. In response to this, a concern was 
voiced about the desirability of encouraging what is 
essentially a theological inguiry amongst our 
participants and in the institutions we work with; but, 
on the other hand, guestions were raised concerning our 
ability to proceed in our efforts without getting more 
clarity on such matters. It was pointed out that one of 
the merits of Greenberg's paper is that it succinctly 
does offer answers to such larger issues.

In any event, this conversation raised the guestion:
Is it really necessary for a principal or a school to 
have substantive answers to such theological guestions, 
or is it possible to proceed with something more minimal 
—  namely, with a commitment to address such guestions 
within the school? This discussion led into the next 
point (See B. below)

B. In relation to Outcome #5, there was a discussion of what counts 
as a "vision-driven" institution. Is it an institution that 
represents a specific answer to basic guestions, e.g., concerning 
God, Mitzvot, etc. —  or is it sufficient if the institution 
commits itself to dealing in some meaningful way with such topics. 
The latter commitment might be carried out via a classical liberal 
approach, according to which students would be meaningfully exposed 
to a number of perspectives on a given topic and then be encouraged 
to develop their own views.

The discussion of this point revolved around the question: is this 
"liberal" approach adequate to our situation and to the needs of 
our students? Does it represent "a different kind of vision" or 
"an absence of vision" —  a declaration that we have no vision, 
except that you should develop your own vision (which might be 
called a liberal rather than a specifically Jewish vision). The 
discussion, which was left before there was any closure, points to 
an issue that we felt might be worth taking up at the seminar 
itself. One could even imagine writing up a brief dialogue that 
simulates the dialogue we had on this point as a trigger to 
discussion.
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C. Some discussion focussed on what participants should "come away 
with". Alan stressed that they needed to feel —  indeed, to know - 
that the seminar would lead into and contribute to an articulable 
plan of action to be embarked on beginning next year. Based on our 
knowledge of the clientele for this seminar (ranging from Rick 
Meyer to the Steins), our sense is that for them to come away 
feeling "We1ve learned how important this is; and we know that we 
need to do a lot more learning," is important but not sufficient. 
They need a clear sense of a tangible future into which the seminar 
leads. This point leads on to the next (See D)

D. We returned to a discussion we've had in the past concerning 
what will happen beyond the summer seminar. Reiterating and 
further clarifying this may be very valuable as we think about the 
organization and content of the seminar. Here is our tentative 
plan of action:

1. LOCAL SEMINARS: As planned, hold a set of seminars in each 
of the Lead Communities next year for representatives of 
local educating institutions who meet the (fairly 
minimal) requirements for participation in the seminars.
The seminars could be a variant of the Summer Seminar 
(depending on our experience with the summer seminar), 
but will differ because we'll be dealing with educating 
institutions rather than community-representatives. We 
may want to be encouraging them to begin the process of 
developing a vision (via steps to be determined).

We also spoke about the importance of including in, or as 
an accompaniment to seminar, a content-piece designed to 
encourage participants to encounter and wrestle with a 
number of conceptions of a meaningful Jewish existence as 
they develop their own guiding educational visions.
(Clearly this is an arena in which denominational 
involvement - see #3 below - will be very pertinent). In 
stressing this content piece, we differentiate our 
approach from any number of other approaches emphasizing 
vision which invite people "to envision" without 
expecting them to be challenged by the views of people 
who may have pondered the issues at stake longer and more 
deeply than most of us have. Our sense has been that 
such an encounter could greatly enrich the deliberations.

Conceivably, at least one of the seminars might be a 
joint one, that is, for the participants from each of the 
local seminars. This would afford opportunities to 
network, trade experiences with the effort, begin 
building a trans-local sense of esprit de corps. It's 
also conceivable that some real "pro" in this area, e.g. 
a Senge, a Drucker, a Sizer, a Levin, could be featured 
at such a seminar.

The point of these seminars: to educate about the importance 
of vision-drivenness, but also to encourage efforts in 
this direction.
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2. TRAINING A CADRE OF INDIVIDUALS WHO WILL WORK WITH THE 
FIELD: It will be announced that while CIJE will not 
directly work with educating institutions that want to 
work systematically towards vision-drivenness, it is 
prepared to train a group of individuals who will work 
with such institutions.

(Unresolved guestions include the following: a. what 
kinds of people are desirable for this role? b. what 
would the training look like? c. would they be employees 
of individual institutions or of the communities? d. 
would CIJE or local bodies be responsible for identifying 
the appropriate individuals?)

3. DENOMINATION-ORIENTED SEMINARS:If the summer seminar 
goes as we hope and enthusiasm is generated, there may 
well be a demand placed on denominational bodies and 
training institutions to help institutions address "the 
content piece," that is, the development of a guiding 
vision of a meaningful Jewish existence.

With this in mind, CIJE will announce and organize a 
seminar for next fall or winter for the representatives 
of national denominational institutions. Here the issues 
discussed in the summer will be addressed, with special 
attention to the ways in which denominational personnel 
and institutions can move the process along.

4. COALITION OF VISION-DRIVEN INSTITUTIONS: Lurking in 
the background, there remains the notion of a Coalition 
of Vision-Driven Educating Institutions. We will have to 
consider whether, or under what conditions, it will prove 
desirable to go ahead with this idea - and if yes, when 
to announce it as part of "the plan."

HOW SHOULD THE SPECIFIED OUTCOMES BE APPROACHED IN THE SUMMER 
SEMINAR: SEMINAR CONTENT AND STRATEGIES - THE CURRICULUM

To facilitate our discussion, we agreed that certain outcomes 
need not be focussed on at this time, since they will be achieved 
fairly spontaneously if we do a good job with some of the others.
#1s 1, 2, and 9 were in this category.

As it turned out, although we imagined that we would proceed 
outcome-by-outcome in this part of the meeting, the discussion 
developed in a much more integrated way. Below are themes and, in 
some cases, activities that showed promise. The caveat is that it 
may well be impossible to do a good job with all the things 
described below —  hence, the probable need to make some hard 
choices.

2. TRAINING A CADRE OF INDIVI DUALS WHO WILL WORK WITH THE 
FIELD: It will be announced that wh ile CIJE will not 
directly work with educating institutions that want to 
work systematically towards vision- drivenness, it is 
prepared to train a group of individuals who will work 
with such institutions . 

(Unresolved questions include the following: a. what 
kinds of people are desirable for this role? b. what 
would the training look like? c. would they be employees 
of individual institutions or of t h e communities? d. 
would CIJE or local bodies be responsible for identifying 
the appropriate individuals?) 

3. DENOMINATION-ORIENTED SEMINARS : If the summer seminar 
goes as we hope and enthusiasm is generated, there may 
well be a demand placed on denominational bodies and 
training institutions to help institutions address "the 
content piece , " that is, the development of a guiding 
vision of a meaningful Jewish existence. 

With this in mind, CIJE will announce and organize a 
seminar for next fall or winter for the representatives 
of national denominational institutions. Here the issues 
discussed in the summer will be addressed, with special 
attention to the ways in which denominational personnel 
and institutions can move the process along. 

4. COALITION OF VISION-DRIVEN INSTITUTIONS: Lurking in 
the background, there remains the notion of a Coalition 
of Vision-Driven Educating Institutions. We will have to 
consider whether , or under what conditions, it will prove 
desirable to go ahead with this idea - and if yes, when 
to announce it as part of "the plan." 

HOW SHOULD THE SPECIFIED OUTCOMES BE APPROACHED IN THE SUMMER 
SEMINAR: SEMINAR CONTENT AND STRATEGIES - THE CURRICULUM 

To facilitate our discussion , we agreed that certain outcomes 
need not be focussed on at this time, since they will be achieved 
fairly spontaneously if we do a good job with some of the others. 
#'s 1, 2, and 9 were in this category. 

As it turned out, although we imagined that we would proceed 
outcome-by-outcome in this part of t h e meeting, the discussion 
developed in a much more integrated way. Below are themes and, in 
some cases, activities that showed promise . The caveat is that it 
may well be impossible to do a good job with all the things 
described below -- hence, the probable need to make some hare 
choices. 



I. THE GREENBERG PIECE

A. Because of the character of his essay, because of the work 
done in the Mandel Institute based on that essay, and because of 
his availability during our seminar, we thought long and hard about 
ways to use Greenberg יs vision as a springboard to much that we 
want to accomplish at the seminar. Greenberg is a wonderful point 
of entry into the following important discussions:

1. What counts as "a vision" of a meaningful Jewish 
existence? What are the elements? On the one hand, this 
can focus attention on the way in which a vision 
addresses and interprets then nature and significance of 
"God", "Torah," "The Jewish People", "Israel", and the 
relationship between them to our surrounding cultural 
milieu; on the other hand, the "elements" guestion 
focusses on formal features of a vision —  that is, on 
the way the portrait it presents is made up of such 
things as dispositions, skills, attitudes, knowledge, 
patterns of activity, commitments, beliefs, etc.

2. An opportunity for participants to begin, or continue, 
a process of reflecting on their own visions of a 
meaningful Jewish existence, something that should happen 
as they encounter and react to Greenberg1s.

3.From vision to goals: How might one approach this 
effort?

4. From goals to educational practice: a chance to 
introduce participants to the importance, as well as to 
the issues and complexities of this movement.

B. In relation to these various themes, we began to think 
about the kinds of activities that might be valuable in relation to 
the Greenberg piece. These include the following:

1. Read the Greenberg essay.

2. An exercise based on the Greenberg essay designed to 
encourage participants a) to develop an active 
understanding of his ideas, and b) to react to his view 
in personal terms and thus to use it as a way of 
clarifying their own ideas about a meaningful Jewish 
existence. [Note: we must be careful about whether we 
want to ask them to think about Greenberg1s vision as an 
educational vision for their community, or whether we 
want to ask them about how they, as individual Jews, 
respond to his ideas.]

3. A chance to discuss Greenberg1s ideas in group- 
settings, to see what the major guestions, issues are.
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4. A chance to meet with Professor Greenberg to discuss 
his ideas and participants' questions and concerns.

5. In order to encourage both a better understanding of 
Greenberg and an understanding of the kinds of questions 
that a vision answers and the elements it includes, we 
discussed an exercise designed to get participants to 
analyze Greenberg's vision in a fairly systematic way. 
They would be given a list of fairly concrete questions 
that focus their attention on the vision's elements 
(along lines suggested in A.I. above). Along with the 
analytical piece of the exercise would be an effort to 
encourage them to discern an elementary, core idea that 
is at the heart of and animates the entirety of the 
vision, e.g. "We are a studying community."

6. An exercise (perhaps in the context of #5) designed to 
get them to think about what educational goals flow from 
Greenberg's vision —  with an emphasis not just on, say, 
"identification with the Jewish People" but on the way in 
which this notion is understood by Greenberg. The 
exercise will need to highlight the way in which the real 
meaning of the goal depends on its relationship to the 
total vision.

7. An exercise designed to illustrate the difficulty and 
complexity of moving from goals to educational design.

a. Participants would be asked to take one 
particular goal and then, possibly in small 
groups, develop an educational strategy for 
realizing it.

b. A subsequent exercise in which participants 
are given a series of questions that encourage 
them to identify the many assumptions of 
different kinds that inform the move from 
goals to educational design —  and the basis, 
or lack thereof, for these varied assumptions.

c. A discussion, probably best led by Seymour, 
that engages participants in Socratic 
conversation and reflection on what informed 
their efforts to move from goals to practice.

d. A presentation by Daniel Marom concerning 
the ways in which he and other Mandel 
Institute staff have been wrestling with this 
issue and where they've gone with it.

e. A discussion, perhaps led by Daniel 
Pekarsky, concerning different approaches in 
the education literature to the problem of 
embodying a vision in educational 
environments.

4. A chance to meet with Professor Greenberg to discuss 
his ideas and participants • q uest ions and concerns. 
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II. PORTRAITS OF VISION-DRIVEN INSTITUTIONS

We imagined looking at three very different kinds of 
institutions - both ideologically and institutionally.
Possibilities are: St. Paul's School as described by Sarah 
Lightfoot, Heilman's portrait of a Haredi Yeshiva in DEFENDERS OF 
THE FAITH, and Camp Ramah.

The aim is to show how the vision gives coherence and 
direction to the enterprise —  but also, how, depending on the 
vision, this direction is very, very different.

III. INSTITUTIONS THAT ARE NOT VISION-DRIVEN

Through reading and discussing theoretical pieces that point 
to the ills that flow from the absence of vision-drivenness (e.g. 
Newmann, THE SHOPPING MALL HIGH SCHOOL, Heilman1s and Shoem,s 
pieces on supplemental schools ETC.) and looking at examples of 
institutions that are not vision-driven, participants will be led 
to better understand why having a vision is important and what 
happens in its absence.

An exercise that we think might be powerful in relation to 
this material is the following:

A. Students are presented with a case in which there is 
a great chasm between the institution's avowed mission 
and what the institution looks like and accomplishes. The 
first part of the exercise is to simply describe the gap.

B. Participants are asked to suggest some different 
hypotheses that might account for the gap (e.g., Nobody 
knows or identifies with the vision; or, there's been no 
effort to translate the vision into practice)

C. Further analysis designed to better understand the problem,
e.g., What does ignorance of, or disidentification with
the vision, signify?

D. In the concluding part of the exercise, participants 
would be brought to understand how, depending on their 
diagnosis of the problem, different kinds of strategies 
would suggest themselves. This last discussion would 
include some conversation about how one would go about 
assessing proposed diagnoses and strategies.

IV. INSTITUTIONS THAT HAVE TRAVELLED FROM EGYPT TO SINAI; 
INSTITUTIONS THAT HAVE BECOME VISION-DRIVEN.

A. Examples (if we can find them)

B. What are the critical variables? To what extent is 
leadership a key issue? What styles of leadership are 
effective? Competing views of the role of the leader in 
the change process.
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V. GETTING STARTED

Ways of thinking about the process of catalyzing the movement 
towards vision-drivenness in educating institutions.

Among the issues to be explored is the following: different 
approaches to the problem of generating a vision that is 
sufficiently shared, compelling, and concrete to play a significant 
role.

Relevant materials might include the work of Senge in THE 
FIFTH DISCIPLINE and ideas expressed by Levin and Sizer in their 
respective efforts to catalyze educational reform.

VI. WHERE DO WE —  CIJE AND THE PARTICIPANTS —  GO FROM HERE? 
BEYOND THE SUMMER SEMINAR

To whoever reads this:

Sorry that the last few items are described so briefly, but I 
wanted to get this done in time for my telephone meeting Friday 
morning with Barry Holtz.

A few concluding comments:

1. Note that this document does not discuss the question of how to 
make use of individuals like Isa Aron who might be coming to the 
seminar. This needs to be addressed soon.

2. A second unaddressed issue is whether it is possible and/or 
desirable to include a second vision (additional to Greenberg1s) in 
the seminar —  and if so, which one. Here are the considerations 
we discussed.

IN FAVOR OF A SECOND VISION: A. A better understanding of what a 
vision is; B. Participants will better appreciate the existential 
and moral choices implicit in, say, Greenberg1s vision by seeing 
how someone else, equally thoughtful, makes very different 
judgments and choices; C. An opportunity to see the ways in which, 
educationally speaking, different visions pull practice in very 
different directions; D. A more political consideration: if the 
only vision in the curriculum is Greenberg's (which bears an 
affinity to Conservative Judaism) and Ramah is also part of the 
curriculum (which we think it should be), will people be upset that 
other kinds of views have not been seriously examined?

AGAINST A SECOND VISION: As it is, we may not have enough time for 
everything we want to do in the seminar. To introduce a second 
vision in a meaningful way is not possible given the time- 
constraints in the seminar.
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If we were to decide that it is possible to find a meaningful way 
to introduce a second vision, the question is, "Whose?״ The 
critical question is, "Whose would be most worth looking at?" 
Twersky י s may be well-developed (though the North American staff 
have not seen its latest incarnations), and it might be reassuring 
to the Orthodox community that his ideas are getting serious play 
in the seminar;but does a Greenberg-Twersky combination put the 
center of gravity of the discussion much further to "the Right" 
than many of the participants are? Would it be worth looking at a 
"more liberal" vision? Brinker's vision meets the "more liberal" 
criterion and he's likely to be fruitfully provocative and thought- 
provoking; moreover, his vision of liberalism as applied to Jewish 
education might be very worth discussing. BUT: are his views too 
much grounded in Israeli life to be optimally useful with this 
audience? And does the fact that his view presupposes a sense of 
connection with "the family", whereas in the States it is nurturing 
that very sense of connectedness that is of concern, work against 
his usefulness in the seminar context? A third possibility would 
be to look the vision of a thinker not included in the "Educated 
Jew" project —  for example, Buber, and to ask someone like Rosenak 
to develop the vision.

3. The conversation with Barry Holtz this morning gave rise to an
interesting Jewish conceptualization of the challenges of the 
Goals Project. In my memo, in speaking of institutions that had 
travelled from mediocrity to vision-drivenness as institutions that 
had gone from Egypt to Sinai. Barry spoke of their going from 
Sinai to Israel. As we played around with the different 
implications, we arrived at something like this: From Egypt to
Sinai —  this is the road from Visionlessness to Vision; from Sinai 
to Israel —  this is the effort to take that vision and make it 
come alive in the everyday life of the community. Jointly these 
images seem to capture much that the Goals Project is about.

4. Barry Holtz and I agreed that between now and Tuesday, I will 
take the various ideas discussed as possible ingredients in the 
seminar and try to come up with a conceptualization that will 
enable us to decide which of them to include, with what emphasis, 
etc. On Tuesday, or before, I will send this draft out to the core- 
staff working on the seminar for feedback.

Shabbat Shalom to all.

Danny Pekarsky
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