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CIJE GOALS SEMINAR, JULY 19%4
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, 19294-,
Anyone imterested in a more detailed account is referred to the
actual day-to-day seminar proceedimgs, which are the basis for
this summary-report. The seminar took place over 5 dayz, July
10-14, 1994 in Jerusalem. It was organized by CIJE in
collaboration with the Mandel Institute for the Advamced Study
and Development of Jewish Educatiom.

At the suggesticn of one of the participamts, each day of
the seminar began with a Dvar Torah presented by a differemt:
participant. This was followed by an opportumity to review and
react to an extensive written interpretation of the precedimg
day's activities and discussioms. Agaimst this backgrourd,, the
group moved on into daily sessions orgamized around particular
content—=tihemes.. The principal directioms of the seminar had beem
blocked out in a lengthy planning process that preceded the
seminar: but efferts were made to make revisions as the seminar
proceeded in response to emerging group=needs and comcerms.. Each
day also featured opportunities for participamts te break dowm,
by community, inte smaller groupimgs. In these smaller weork=
groups, participants were asked to reflect omn the ways in which
the seminar'e themes might apply back home, as well asz to develop
a eoneeption and a strategy foer engaging leecal eduecatimg
imstitutions in a precess of becomimy, in collaboratiom with
CIJE, mere geals-eriented and visien=driven than many curremtly
are. Bach ef the three majer work-groups (Baltimene, Cleveland,
and Milwaukee) emerged en Day 5 ef the seminar with an oral
Eepert, wWhiceh was presented to the group as a whole, which
articulated their prejeeted plan eof aetien fer the comimg year.

DAY 1

Imttrodivetory.. IR their intreductory ecoments, Alam
Hof fmann, Seymeur Fex, and Daniel Pekarsky sketehed out the
seminar’s histerieal and ideatienal backgroury, as well as its
agenda. Partieipants weuseM reminded that iR its deliberatiems in
the late s the Mandel Ceommissieh eRp Jewish Edueatien in Nerth
Ameriea Qeliperately aveided dealing with substantive issues
concerning the geals ef Jewish edueation. It did se not beecause
it felt these issues were uUhRimpertamt but beeause it reesgpized
that it weuld net be prefitable for a greup as ideelegieally
diverde as were the members of the Commissien te engade in Ehis
diseussion. At the same time, the Cemmissien recegnhized that,
aleng with aAn emphasis SR persenmel, ceRMURity MePilizaktlcny, Best
praetiees, and mMORitering and evaluationy, earefuwl attantisn €e
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e geals of Jewish education on the part of educatimg
ingkitukions and other bodies concerned with Jewish educatien is
of deeisive importance if the field as a whole is to make
SE@B&fieéﬂt progress. As common sense and the evidemce from
gemeral edueation suggest, a powerful vision of what ome is
edueating towards i3 an indispensable ingredient of effective
edueational practice and reform. 1In additiom,. in the absence of
¢lear goale, it is impossible for educational institutiems te be
geriously accountable for what they do ~ accountable in ways that
will enhance their efforts and illuminate decision-makimg at
imgtitutional and communal levels. The Mandel Institute's
Educated Jew Project and CIJE"3 Goals Project were both borm of
thwese concerms.

The Goals Seminar is designed to offer participamts am
opportunity to deepen their understanding of the place of goals
in Jewish educatiom, to surface and explore pertimemt isswes; to
develop a shared universe of concepts, assumptioms, questioms,
imzightse, and issues that will prov1de a framework and agenda for
continuing discussioms; and to give participamts a chamce 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 collabeoratiom,., not as an isolated
event cut off from future efforts.

" Pointing to the vroblem. While it was recognized thatt the
field of Jewish education offers significant examples of
imstitutione in which meanimngful goals figure promimnemtly and
productively in their efforts to educate, it was also observed
that this is not the morm 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-participamts om the
waye in whieh geala have and have not figured in institutioms
they are familiar with, the group lecoked at a number of examples
that illustrated some typiecal institutional failimgs with respect
to goals. These failing® included the f[ollowimg:

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

2. Sometimes an educatimg institution is identified
with certain c¢lear goals but there hag beem ne
systematic effort teo organize the educatiomal
environment and the experiemces of the student in a way
that will make it likely that the geals in guestiemn
will be realized. fTheugh there are activities in the
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in2kitution that in some 3en3e correspend to these
geals, there is little reason to think that these
aetivities will powerfully contribute towards their
attainment.

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

4, While goals may be presemt, they are sometimes mot
anchored in a vision of the kind of Jewish hvaman dedhyg
and/or community the institution is hopimgtbo
cultivaite. 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 effectiwely. This is illustrated by B
showing how a goal like *“Hebrew proficiemcy™ will be
valued and interpreted very differently by differemt
ideological streams within Judaism.

In discussing these points, a dilemma emerged that was
returned to on a number of occasioms: on the ome hamdl,
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 institutiems, it may be difficult te identify a set of
concrete goals that will sit comfortably with the membershigp.
Either it will prove impossible to identify a set of concrete and
powerful geals that will guide educatiomal practice: or else, the
cost of identifying such goals may be to exclude or marginalize
certain constituencies.

Trm
- ow

Vision=driven institutioms: “Give me a "For Instamce..
After enumerating some of the ways in which educating
institutione 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 educatiecnal effort? that have been
meaningfully guided by clear and powerful visioms. One such
example waes 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 educatiomal
implications of a vision of human existence that inecerporated 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 Seculax-
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ZLOPLAR WA %ﬁg%@g@g@ in the educational debates, practices, and
ynaEieuiens that emerged from the efforts of its propomsmis.

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

h- There is a eclear, shared, and compelling vi3iom of the kind of
%BQEWE@H@l and eemmunity toward which one believes one should
edncate,

2. hnehered in this vision are clear educatiomal goals which
guide the enterprise.

3. Curriculum, pedagogy, physical organizatiom, social
organization, ethos all in various ways reflect the goal? and the
visien that the imstitution is committed to. The visiom 3uffules
the life of the institutiom.

4, The educators are whole-heartedly identified with the visiom
and goal3 the imnstitution represemts; they embody it im their owm
liwes amd it guides their efforts at educatiom.

5. Because the vi3ion i3 genuinely compelling to the key
stalkeholders, because they genuinely care about it3
actmalization, gapd between the vi3ion and actual outcomes are
deeply troubling and 8eriou3 efforts are made to clozse these

QS

Portrait-exercise, In the belief that efforts to thimk
atbout goals for Jewish education should include opportunities for
educators to explore their eown views on what Jewish education
sthowld try to educate towards, participants had been asked to
write wp 2 portrait of the kind of person they would hope to
mwrture through Jewi3h educatiem. Day 1 of the seminar comcluded
with an opportunity to discuss this exercise in 3mall groups over
coffee and desdert.

DAY 2

Yeshivat Har Etzien and Eliwl. In the fir3t part of the
seoond day and guided by Shmuel Wygeda, partieipamts extended
their exploratien 6f visien=driven imstitutioms with the help ef
two living examples feund in Israsl. AA éaflz moFRing bus=ride
brought ws te Yeshivat Har Etziom, a yeshiva infermed by a wiazien
that remders it beth like apd very diddimilar te typieal
yeshivot. A3 we diseevered in the ceurse ef our teur of the
Imsttitwtion and eur meeting with the institutiensds eo-direchn,
Rabbi Aharea Lichtensteim, this institutien resembles ether
Yeshivot in its emphasis on Study -- independenkiy as am
imdividual, in Cheveuta, and threugh c13338s with the faeuwlty.




A8 in other typical Yeshiwet, the object of study is the Qral
LaW, which pertains to our religicus life as commanded beimgs..
The engagement in study is not guided by a desire for
profegsicnal advancememt; rather, it is a response to a Mitzwam =
the Commandment that we exerci3e our intellectual power3 imn the
world of Revelatiom. The goal of the Yeshiva is teo prepare its
gtudente for a fuwll and proper engagememt in such a life.

Rabbi Lichtenstein discussed the ways in which the
atmosphere and the modes of study all testify to the existemtiah
significance of what is goimg on. The fact that study is
grounded in a belief concerning the divime character of the Text
renders this activity spiritual as well as intellectumll.. Belief
in the Text's divine character alsoc explaims the loud arguimg and
attention to detail: for it is of the utmest importance that we
do everything to clarify its meamimgy,, down to its very detaiills.

Yeshivat Har Etzion's animating visicn differxs freom that of
most yedhivot in two significant respects.. Like other Hesder
Yeshivot, it interpreta Torat Chesed to require a linkage of
study with a desire to coentribute te the welfare of the State of
Israel (tthrough participating in the overall defemse effort and
responding in other wave to national and commumal needs))..
Studente are encouraged to view suc¢h activity as important==
imdeed, as an’'extension of their spiritual lives that is grounded
in Terah. They are urged to approcach the political concerms of
their day with the same energy and thoughtfulmesz with which they
approach the study ¢f Torah. A moving sign of this dimensiom of
the Yeshiwa's visien is te be feund in the library, where mamy of
the €akinets are dedicated te the memery of individual studemts
who had been killed as seoldiers in the Israel Defemse Force.

Yeshivat Har Etzien alse differs from many other Hesdex
Yeshivet., It is imtellectually far mere opem tham most.. For
example, net eanly dees its library feature Jewish text3 that ge
far beyeond the werld €f Halaeha ((fer example, works in Jewish
philesephy and histery), there is alse a greater openness to the
larger secular eulture. A ease-in=peint ig Rabbi Lichtensteim"s
oWn appreving references te nen=Jewish thimkers like Johmn Miltem
and Edmund Burke.

Ellwl,. Threugh a cenversatien with twe of its co-fourlRiss,
OUE gESUP WeRt oh to E&Rcsunter a3 secord example of a visiom=
driven institutiem, Ellul. In presenting Ellwl te us, Ruth
Calderen and Moti Bar-Op stressed the ways ip whieh the vision
guiding this institwtion resembled and differed from the vidiom
guiding ¥Yeshivat Har Etziem. While Billwl alse emphasizes the
impeortance of serieus study, the differences are substamEial.,
Studentsd inelude males 2and femalew, ranging frem Orthedex te
sesular: the imstitution is cemmitted te the inclusien ef anyene
whe is interested in study. While tRhe texts studied ipneilude the
kinds o©f €lassieal Jewish texts studied ip ¥Yeshivat Har BRzliin,



they alse imelude worke in modern Jewish philesephy and Hebrew
biteratune. What ie actually Studied from year te year is
determined through a democratic process in which all particiipade.,
In Ellul learning is done without the guidance of a Rabipi,, and
there is an empha3i3 on the equality of all learner3 and on
inker-disciplinarity. In the eyed of Ellul's members, their
gtudy is enriched by the differemt sensibilities and ocutleeoks =
male and female. Orthodox and secular = that enter inte their
digcussions. Disagreements are plentifwl,, but there is alse a
gtrong sense of closemess. But there are limits te this
closenese: whereas at Yeshivat Har Etziom study and prayer geo
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 cam't pray with
the people I study with."™

Processing the field-trim. In thinking about the two
imstitutions the group had encountered during the field-trim. it
was clear that they reflected very differemt underlying visiienss,
and that these visions were critical in defining the character of
the imstitution's structures and activities. Discussion focused
substantially ((@nd inconclusively)) on whether it is necessary to
have a passionate and dedicated leader ((in the words of ome
participant, a "“zealot™) in establishing a new vision=drivem
institution == a person who is willing teo 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 visiom.

While gquestiens eeoneerning the genesis and creation of
visien-driven institutiens were prompted by the field-trip,. the
sessien ended with a reminder that the intent of the trip was to
witness twe pewerful and living examples of visiom-driven
institutiens, and that the twe institutiens the group had
encountered during the €rip ably satisfied the criteria for a
visiem=diriven institutien that had been spelled out at the end of
Day 1 of the semimar.

Intreduction te the Educated Jew Project and to Professor
Moshe Greenberg's Vision ¢f an Educated Jew. In the second half
of Day 2, Seymour Fex intreduced the Educated Jew Project by
discussing its majer dimemsioms. He desecribed the range of
individuals whe have written for the project and described the
waye in whieh their eenversatioens with edueators had forced them
and the educators to address diffieult guestions concerning the
meaning of the underlying eonceptien and the feasibility of
implementatien. He stregsed that the Mamdel Institute harbered no
hope that anyone accept whelesale any ef the educational visioms
articulated within the framework ef the Edueated Jew Projectk..
Rather, the intent has been te eatalyze serieus thinking
concerning the kind of persen and cefmunity ene would hepe te




Burture through Jewish educatiem. Struggling with the views of
the kinde of thinkers the Project ha3 included haz the.potential
t® help a person to clarify his or her own beliefs evem if eme
gtrongly disagreees with the views represented hy these thinmkense.
For the effort to understand why the3e views are inadequate amd
what a more adequate view would look like can take ome a lomng way
towards clarifying one”"3 own beliefs.

Each visiom, he obserwved], carries very differemt educatienml
impl icattiicms, including a different conceptiom of the ideal
teacher and different emphases for educational policy.. He
emphasized the way in which having a clear and compellimgy
conception of an educated Jew can help educators select from
among competing goals ((thus avoiding the deadly temptatiom 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 educatiom 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 institutioms te launch their
own efforts to become better organized around meamimgful geoals 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 curricwlum. or by
focusing in on how to evaluate the success of the institutiem"s
educating efferte in a partiecular demaim..

Against the backgreund ef Seymeur Fex's intreductiom, and as
a way ©of better understanding the varied-dimensiems and the
richness of the Educated Jew Projeet, the seminar moved om to an
examinatien ef cme 6f the artieles commissioned by the Projectt,
the essay written by Prefesser Meshe Greenberg in regponse to a
request that he artieulate his ewn visien of an educated Jew.. Te
lawnch this inquiry, we breke inte twe 3ub-groups, one led by
Seymour Fe¥ and the ether by Daniel Marom. fer the purpose of
Studying Professer Greenberq's views and of developing questieons
t6 pese te him during his meeting with the group the next day..

DAY 3

Mid-course feecdback and correectioms. Midway tRrough the
semina¥, the greup paused briefly te identify concelins, issuesy,
and questiens that might be surfacing and that wmight preve usefwl
in shaping the remaining time available in the semimaw.. A
variety ef important peints were made, many of which eclustered
IEOURE tWe themes: a) Sinee many ef the partieipemkts had ceme
representing communities rather than individual ipstitutioms,
they were partieularly interested iR explering what it might mean
to have "'a commupity-visien™ (as distimet froem the kipnds of
institytional visiens we Rad been diseussing: b)) While Ehe ,
sefinar had thus far fesused en institutiens that were frem kheir




yhieepEieon organized arocund a a powerful guiding visiem,. there is
3 meed to consider hew to improve long-established institutiems
of the kind of we are familiar with back home, institutioms
fratwring a broad diversity of outlook and interestt. The effont
te umprove zuch institutions was described as “developing visiem
and goals im messy situations!™ It was agreed that, following
our treatment of Professor Greenberg's work, these twe themesa
wowld occupy a prominent part of the seminar's last twe Jdays..

Translating Greenberw. If the developmemt of a cleawr,
coherent, and compelling vision is a difficult but impertamt
zcihievement, =o is the effort to translate that visiem inte
educationally meaningful terms which make its attainmemt a
gemuine possibility. Having a vi3ion of the kind of Jewish
per3dn or community one would hope to cultivate ig, of courszes, ne
guarantee that one will be able to devise an educatiomal
emvironment and a curriculum that are appropriate to this visiion.

Guided by Seymour Fox, this session was devoted to the
sulbject of translatiom, with Greenberg's ideas on the aims of
Jewish education to be used as an illustratieon. Because the Camp
Ramah movement was guided by an ideal close teo Greembergy's,,
Seymour’'s discussion of translation used the developmemt of Camp
Ramah to illustrate certain poimts.

In his cemments, Seymour develeped a number of themes,,
imeluding the fellowing:

1.Greemberyg's vision couldn't adeguately be realized im a
seheel, Rather, an enelave that integrates formal and informal
elements is necessary. The infermal demain is critical as am
arena in whieh te interpret, apply, and live out the general
prineiples learned in one's fermal studies;; equally importamt,
these things that happen in the infermal demaim = say, om the
baseball field = become important material for activities im
classreom settings. It is, Mereowel, iA informall settings like
the ball field that educaters have the ehanece to see whether
classioom learnings were being meaningfully intermalized.

2: An educatify SHALARG o PN ban drelkibeony-Gregnbieny 's vision
would take to heart the netien that the studemt"s developmemt ag
@ spiritual being is ef the esserce.. To be serious abewkt thisg
objective invelves a willingness te preelude or at leadt be less
serious abeut other possibly attraetive edueatiemal aime.. The
reason is Iimple: te try €o de tee many thimgm, even if all eof
them are individually geed, diminishes the likeliheed that any of
them will be aceemplished.

3. Eentral te Greenberg’'s cenceptien of an educated Jew is
that at the heart of this persen's intelieetual and spiritual
life is the aectivity of studying elassieal Jewish texts., IR the
form envisioned By Greepberd, sueh study is guided Rek jusk by an
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appropriate get of attitudes but also by a set of skills that
mediate the enceunter with the text. The challenge of translating
Greenberg'e visien into educatiomal practice is in part the )
ehallenge of identifying what these skills are and thimkimg
th¥eugh how and in what sequence they might be meaningfully
aequired in an educatiomal setting that involves partieipatiem
acrose different subject-areas over several years. The complex
educational challenge posed in this particular area exemplifies
the kind of serious educational thinking that needs attentiom im
relation to all serious goals that enter inte a visien of the
kind of person one hopesz to cultivate.

Seymour's presentation called forth a comment to the effect
that Greenberg's conception seems 3uited to a Day School settimg
but not to the kinds of supplemental school settimgs where the
majority of youngsters are to be found. This observatioen
prompted a number of responses, including the followinmgy: a)) ome
should not assume that all is well with Day Schoeolls, 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 educatiomal goals, like
those associated with the capacity and desire te engage in
serious text study. If, such institutions were systematically te
address questions concerning the kind of preparatory experiences,
pedagegy, settings, ete. which might effectively lead the studemt
to an acquisition of appropriate sgkills 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 educateors
working in a Greenbergian educational setting themselves
exemplify the kind of relationship to the text he hoped te
purture in students. This peint served to reiterate for semimar-
partieipants the importance of personnel and suggested an
important guiding principle in the selection and educatiom of
educateors..

The sessien with Professor Greenberw. This session was
organized areund questieng that were posed to Professor
Greenbery. A range of toples were expleored ineluding the
following: a) his views on the impertanee ef literature that
comeeg from outside the Jewish domaim: b)) the place of womem in
bhis religieus eutloek: €) his reactien te contemporary efforts teo
encourage studente te ereate their ewn Midrashimy: d) his views om
the place of Hebrew in the study of Jewish texts: e)) hid views en
the pessibility ef aehieving his educational aspiratioms in a
less intensive setting like a supplemental school..

Breakeut greupe. In response te the differemt needs .
expressed by seminar partieipamts, the third day ef the semipay
concluded with a ehoiece of activities. As a way eof deepening its
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uhderstanding of what's involved in translatimg a visionm inte
edueational practice, one group, led by Gail Derph and Barry
HEeltz, focused its energies on a more systematic effort te
wAderstand what an educational environment sericusly organized
around Greenberg?3s ideas would look like. The other greouw, led
by Seymour Fox and Daniel Pekarksy, undertook a preliminary
digcuseion of what it might mean to have “a community-visiom™ ..

DAY 4

Report from sub-groups. After a review Day 3"s proceedimgs,,

participants heard reports from the preceding day"s breakout
groups. The group that had decided to concentrate on what might
be imvolved 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 settimg. The group focusing on the
supplemental school setting explored issues relating to staff, te
home/family,, and to curricullum. 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 differemt 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 censidered the kind of
parental involvement that would be necessary if spirituality, as
understood by Greenbery, were to be successfully nurtured in
chi ldlrem .

Commenting on the effort to translate Greenberg into
practiee, partieipants observed that while anchorimg their
deliberations in a vision was limitimg, it also freed them up to
focus on a few eritical goals and pouring their energies into
their attaimmenmt. The group also reported that they found
themselves struggling with the question of whether it is okay te
use the ideas ef a thinker like Greenberg selectiwvely, making use
of some while ignering others. The discussion of this effort at
translatien eeneluded with the suggestion that some seminar-
participants might be interested in reading Greenberg's own essay
cn the reole of the teacher.

A representative of the group dealing with *"community-=
vision" then reported on this group's efforts to get clearer en
what it meant by “community™ and on different waye of
intterpreting the notion of a community=wide vigiem. While ne
clear consensug emerged,, there did seem to be agreement that a
critical task of the community is te eneeurage lecal educating
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institutioms to become increasingly visien=drivem. A community's
efforts to encourage such efferts was referred te as its
*envisioning role™.

. In reacting to the community-visien repert, ene semipag
participant commented on the importance of remembering that £he
distinction between “institutioms™ and “community"™ is somewhat
artificial inasmuch as institutiens are themselves living
commumities. It was also noted that while it may ke useful €e
define "community™ as the organized Jewish commumity, as cenvened
by Federatiom, it needs to be remembered that there may be mamy
Jewish individuals and perhaps some institutions that may feel ne
ownership in, or understanding of, decisiems and programs
emanating from *the community™ in the narrow sense Jjust
specifiedi.

Case-studw. The fourth day's principal morning sessioh wasg
organized around Kyla Epstein‘'s ca3e~study of a congregation 3wz
efforts to develop a vision that was supposed to earry
significant implicatioms for the congregatiem'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 confidemtial, Kyla described her institution and the
circumstances which prompted its efforts to develop a new visiom:
she then went on to detail the process that unfeolded, 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
develeoping a visien = and who should be deciding what
these reoles should be? 1If it is importamt for both
eategeories of participamt to feel some ownership in the
process, how can this be accomplished?

2. What/whe should be regarded as authoritative in this
process? Who should have final authority over the
process as applied te educatieon and other domaims?

3. What is the appropriate balance between process and
contemt in the effort to develop a vidion for the
congregatien as a whole and for its educatiomal program
in particular? If it i3 important for Jewish and
educatienal knowledge to be given a prominent place in
the preecess, can this be introduced in such a way that
non-expert lay participants do not feel overwhelmed and
di3dempowered by the professionals?

4. What are appropriate criteria for evaluating the
worthiness or success of activities and programs
sponsored by the congregation in educatiomal and ether



Institute. She indicated that the Institute's aetivities are
grounded in a number of basic convictiems, ineludimg: 1) Great
ideas in combination with great leaders are the seurece of eharge/,
2) communities are the locus of changei: 3) planning is the
critical mean3 of promoting constructive chamge. Witheut streng
leaders and carefuwl, thoughtful plannimg, powerful ideas preve
gterile. Guided by such beliefs the Institute hase sinee its
inception been engaged in a number of activities, including the
followimg: it staffed the Mandel Commissiem: it develeped £he
School for Educational Leadership: it guided CIJE threugh its
initial phases; it organized and continues t6 spenser the
Educated Jew Project;; and it has become the erganizatienal heme
of the Jerusalem Fellows.

' eedi . 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 teo describe under the rubrie of
Yprocess™ in fact have substantial content associated with them.
We need te be careful net 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 alse in an important
sense a “content“=actiwitty..

CIJE, the Geals Preikect, and the Local Commumities. Alan
Hoffmann'es presentation ceoncerning the role of CIJE began by
locating the Goals Projeet in relation to a larger CIJE context
and agenda. He reminded partieipants that the basic mission of
CIJE is not Lead Communities or the Goals Project, but systemic
referm in North Ameriea via twe principal strategies: building
the professien and systemic reform. Viewed in this context, Lead
Communities are to be understood as laboratories in which to
demonatrate the possibility of systemic reform. This effort needs
te be reecognized as long=term, diffiecult, and very importamt. The
last twe years have witnessed slow but very real progress, and
Alan sketched out what has been happening and what is in the
works unde¥ the fellewing general headimgs: the personnel fromit;:
the menitewlng, evaluatiem, 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 attentien te those CIJE initiatives that speak te the
guestiem, "“ALl of this=for what?"™ Two significamt projects bear
on this guestion =- “Best Practices™ and the Goals Project, and
Alan preoceeded te talk about the latter. After reminding
participants of the kinds of concerms 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 te the
respective roles of CIJE and local communities.. While
emphasizing that what actually happens will probably vary frem
community to community and will be determined through dialogue
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demaing? Is client-gatisfaction a necessary and/or
gufficient criteriom?

5. How can the overall process be organized so that,
9nce d@vel@pﬁﬁ the vidion-3tatememt ((in letter and
gpirit) is not pushed aside as attentiom shifts to
means and to practical realities?

6, Since the process of arriving at a visiem and a
gtrategic plan is time-consumimg, stressfull,, and
exhauetimg, it is necessary to think through how to
oerganize the process so as to reduce the kind of
negative emotionality that can give rise to an overflow
of frustratieom,. or to cynicism and withdrawsdll..

Kyla's presentation prompted a very fruitful discussiomn,
gome focused on her particular situation and some on more general
issues suggested by her accoumt. A number of participamts came
away from the session impressed by the importance of the lay-
professional alliamce; 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
gense 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 peripheny..
Based on Kyla's presentation a number of participants alse
commented on the care that must be exercised in the selection of
a consultant to guide the process of developing a meaningful
visiem.

Towards the development of shared vision in an institutiomal
settimgy an exercise. In an effort to encourage further thinkimg
concerning the process through which an educating institution
might become more visien=drivem, Gail Dorph and Barry Holtz broke
Seminar partieipantes inte small groups, in which they were
invited to react to a hypothetical process for moving an
institution towards a shared and compelling visiom. What
distinguished this process is that it was self-consciously
designed to incorporate process~ and content-dimensioms. 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 Mamdel
Institute for the Advanced Study and Development of Jewish
Educatiom. The Institute‘'s general way of operating is te invent
and set up imstitutions for which it sees a clear need;
eventually these institutions become independent of the
Institute,, but they retain a kind of familial relationehip te the
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between the cemmunity and CIJE, he sketched out what is im
@232eRee a khree-gtage procese that represents ome prototyye.

In Stage 1, communities that decide that going further with
the Geals Project ie in their be3t interest will need to reeruii
%@@k@pkiét@ gtakeholdere and educating institutioms to
@é?tl@ipat@ in Stage 2. 1In Stage 2, these stakeholders amd
institutione particip&te in a series of CIJE- -sponsored semimars
aeglgned to foster serious reflection concerning the place of
vigion and goals in education and what might be involved in am
imgtitutional effort to become more visiom-driwem. The precise
content and structure of such seminars would be determimed by
CIJE in partnership with each participating commumity. In Stage
3, CIJE regins working with a small group of Iimstitutions from
among those that have participated in Stage 2. These are
imstitutions that are prepared in every sense to enter into an
imtensive effort to become more visiom—driwem. A clear agreememt
concerning what 18 expected on the part of CIJE and each
imstitution is a precondition for involvement in Stage 3. It was
stressed that active invelvement at this stage of denominatiomal
movements and training institutioms could prove invaluable. It
was also observed that CIJE's primary work at Stage 3 would not
be with imdividual institutions but with ccaches identified by
these imstitwtions whose job it would be to oversee and guide the
process of change.

Alan's discussion prompted a number of reactiems, including
the following: a) CIl needs to be careful not te try to do tao
much. The process of institutiemal change is labor-intemsiwe,, and
one might do better to work intensively with a few institutioms
than trying te werk with toe mamy: b) given social realities in
the U.§.A., it would be important to commission articles for the
Educated Jew Preject that give a promimemt place to notiomd like
feminism, egalitariamism, and pluralism which figure prominmemtly
in the eutleek ef many contemperary American Jews.. Such articles
might preve very helpful to educating institutioms struggling teo
develop a visien that can guide their efforts=.

Tewards a Community-wide acgenda. Off and om in the course of
the seminar guestions relating te the poesibility and to the
possible meanings ef "community-wide visiom" had surfaced. This
matter was riehly illuminated by Professor Michael Rosenak's
presentatien dealing with his views en the pessibility for a
community-wide visien and agenda. Hig presentation developed the
view that theough contemporary Jewish communities are
extraordinarily diverse, more €an = and in fact does = unite u3
than the cemmen needw, e.g., dealing with anti-Semitiism, which
sometimes have throewn us tegether. It is, he argued, posgible
for the Jewish community teo incorporate significamt diversity and
yet be organized around a set of shared assumptioms. Differemt
sub-groups withipn the community may seek te interpret and
implement these assumptions very differemily’; but the assumptiomng
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e3tabiish amn arena in which discussion and contreversy can go e,
Mike went on to identify % elements that we can share = and
edueate toward3dy - in a State of diversity and centreversy:

l. A sacred literature. We share a sacred literature
that zpeaks to origins and purposes, a literature that

2ddresses matters of ultimate concerm. Though we will
no doubt approach this sacred literature in very
dizsimilar ways, study of this literature is capable of
wniting us, as can our efforts to find poimts of
contact in our readings of this literatume.,

2. A_common vocabulary. As differemt as we are from
each other, we share a common vocabulary that is
wonderfully rich in its associatiems.. The multitudie of
words, phrases and concepts that we share =- like
"Wotza-ay Shabbat™, "“Parve", “Milchig™, “Tikkun Qlam" =
— go a long way towards establishinmg,. even as we are
very differemt, 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 ocbservances that are appropriate at
communal functiomz.

4., Problems.. In the midst of eur diversity, a neasure
of unity €an be established by the determinatiom te
regard the preblems faced by seme Jews as problems for
all Jews =- that is, by a determination to take and
address serieusly the preblems that any segment of the
Jewish peeple faeces.

5, Iskmell. It is €rue that identifieatien with Israel
is ne substitute for a shared agendn; at the game time,
it sheuld net be left eut of an effort teo identify and
forge a unifying eore. While Jews may interpret the
sighificanece 6f Israel very differemtlly, they cam come
te a shared understanding that Israel is a speeial and
ifpertant plaee, not just anether plaee where Jews
happen te live.

Mike Reosenak's suggestien that these various elempnits, taker
together, establish the pessibility ef a fairly rieh shared
URIVErse ameong Jews whe are etherwise very differemt from each
other, calied ferth a number of guestiems and commentz freom
sefinar partieipants. His talk shed new light on guestioms that
had emerged at varieus peints in the seminay =- espeeially
questions concerAing the pessibility ef a meaningful shared
universe ameng the very diverse Jews of teday. Hiz talk aise
served to reihtreduee an impertant guestien ceoneerping the
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e23ibility of having or develeping an educatiomal institutiom
hat tands fer semething substantial without at the same time
2%2lyding or marginalizing some actual or potential members.

Ceneluding sesaicng. In the afterncon of Day 5 participanmts
reapRnded o a form imviting their feedback concerning the
RMINAE 'S gerengths and weaknesses. This wae followed by am
epportunity to hear about and diescuss the plams of actiom thatt
were emerging from the week-long deliberatioms# of the Baltimunes,
Cleveland, and Milwaukee delegatioms. These presentatiome
sitwated their developing plans of action in the context of local
realities amd continuing efforts.

aAlan Hoffmann brought our formal discussiome to a close by
expreszsing his excitement at what was emerginmsg. He noted im thie
commection that, independent of any community-wide efforts,. some
educating institutions represented at the seminar had emerged
with @ desire to work imtensively in areas addressed by the
seminar. Alan pointed to the possibility of some fruitfuwl
ocoalitions among these institutioms..

The week's activities concluded with a festive dimmenr.. At
this dinner, participants were given a booklet that included
sihort awtobicographical sketches developed by semimar
participants. These sketches included addressez and phome
mumbers, and it is hoped that participants will use this
imformation to continue back home conversatiemz launched durimgg
the week in Jerusalem.
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§_clarifications on the eround rules for the proisst.

- Hhe assighmient: to help the cije help the denominations, L€', and
eucational institutions within LC's develop or improve upow their

gﬂﬂk, begin the proeess off moving firem goals to praciice, get invelved
in a discusslon offthe educatedjew .

emphasis in each ease Is on creating an environment whieh is conducive
to @ mode of operation based on consciousness of one's goals,

on starting up the process rather than dictating specific methods and
Strategiiss.

goals project/ educated Jew praject distinction and interrelation.

the movement from formumlation off goals to implementation te evaluation
and back to formwlation is a fluid flloming 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 around goals,
motivating teachers to change their ways in order te try out new goals,
ete. are understood as a given; how we prapose to deal with such constraints

is the topic of 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 ofpost 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 SW/DM "preliminary plan"})
b) community as a whole (for background, see Gamoran M.E.F.. docunsent)

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

3. summation of alternative strategies in preparation for february meeting
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the goals project:
proposal of content and ocutcomes 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 Prolegomemom, DM's
wThe theory of the goals project™).

OUTCOME #2: TO DEFINE THE ASSIGNMENT

THE ASSIGNMENT IS FOR THE CIJE TO HELP THREE AUDIEWNES:
a) national denominatiomns

b) communities as a whole - in lead communities

c) individual educational settings -~ in lead commumities
TO WORK WITH THEIR GOALS THOUGH:

a) ex nihilo articulation of goals

b) modification and improvement of existing goals

¢) involvement in the discussion of the educated Jew

d) beginning the process of moving from goals to practice

QUTCOME  #3: TO SET THE STRATEGY FOR WORKING WITH EACH ONE OF
THE AUDIERCES:

Items are arranged in order of progressiom:

a) National denominations - two seminar approacih: seminar #1
= get the assignmemnt; seminar #2 = a few momths later,
compare outputs; between the two seminars: camper system.
See document entitled "A preliminary plam for the initiatiom
of the goals projecth.

b) Community as a whole - Suggestiom: Immediately:
education of lay leaders on issues and content related teo
goals/educated Jew; Mid range: MI consultatiom on goals te
lead communities at various stages of the planning precess;
Long ramnge: (BSF 1idea) Research on consensus on goals in
individual educaticnal settings leading te cemmunity
announcing specific goals as being on the community agenda;
MI research on alternative conceptioms of community wide
goals for Jewish educatiom.



@) Imdividual educational settings - background document:
“Eirst theughts in wake of a goals project simulatiam";
guggestien: pilot project with a total of 6 ®lead schools™
(perhaps 2 from each lead commumity)) - charedi, orthodox,
eonservative, reform, JCCA, and unaffiliated (should cover
types of programs as well, eg. early childhood educatiam,
supplementary and day schoeel, informal educatiam, etc.); this
would involve separate and plenary consultatioms includiing,
at different levels, staff and lay representatives from each
schooel and denomination, CIDE staff, MI staff, and outside
experts {((@g. Scheffler).

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

Suggestiom:

1) ongoing administration and communication with
Denominatiaems, Lead Communities, and individual educatiomal
settings: CIJE STAFF {lexcluding special 8F-high level
meetings))

2) Fllanriingg and] dbessiiggn off vearibmss groggects : CIDEE STRXTFE
{(excluding aspects related to the Educated Jew project))
with background research and consultation from MI STAFF.

3) ijnpg bowercbitlcon:

always: CIJE STAFF
at specific strategic points in all projects: MI STAFF
in denominational and individual educatiomal settimgs:
= denominational consultants ((eg. Bieler for orthodoax);:;
= educated Jew scholars
- outside consultants
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I want to summarize my thoughts in preparation for our
meeting tomorrow:

As I understood 1t, 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.

In response to this, I want to raise a number of quest ions.
As you would say, "these are not my opinions!~” I am Jjust

thinking aloud.

irst, assuming the publication includes the opening chapter,

he various papers and "translations, " Mike's cut,
chef fler's research, a number of "demonstrations" and a
umber of bibliographies - would this be sufficient? Such a
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 Dbe 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 Dbooks?"
{Does our experience in Mexico teach us anything on this
point?) The question here 1is 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 vyou 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 Dbe 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 relationto 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 1in 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, 1n essence, be telling the



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 1if 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 Eyesll, 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 thanwould seem at first. It could also
turn out to be a "contentanalysis" 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 wunaffiliated schools reach their goals? And what
about the goals of theJCCA ({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 1s 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



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 1important and necessary piece of research.

All of these questions add wup 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 Dby
the local JCC in a lead community. Etc. etc.

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

Yours,

Danny



fem: "Pan Pekarsky” <PEKARSKY@maill.soemadison.wisc.edud
Reply=To: PEXARSKY@soemadison.wisc. edu

To: MANDEL®YMS.HUJI.AC. IL

Date: Wed, 05 Jan 1994 12:41:00 -600

Subject: V¥isien-rvs

Date:  1/02/1994 9:10 am {Sunday)
Subject: Vision-rvs

VISION AND EDUCATIONAL PRACTICE -~ PART ONE

I am very imterested in the goals project and am thrilled to
fhave the chance to participate with a number of you in it. I
tbelieve that attention to goals - to goals that are rooted in
educationall visions, which in turn are rooted in a
moral-religious vision = is long over=due and cam prove very
helpful. At the samemd imes, Ilwaaittgovodieesomacconuernss. AA
flear Il sometimes halvaveiss thiadt thiee 1 kadd commumiitticess willlll eegegee im
some activities spawned by the goals project, activities which
may prove imtellectually and otherwise very challemgimg, but that
they will come away without seeing any significamt connectiion
between these activities and their educatiomall work. It would be
wnfortunate if they came away feeling that reflectiom on visions
and goals can be veryyrewwrdiimg i a apeessond] sepseebbttthhdtitss
commection to work in thee fiedld iks attbbésstobbeurre. Foprthliss
reason Il think it crueial that we ourselves not underestimate the
difficulty of arriving at a meanimgfull yisiom and of them usimg
that vision as @ gquide to educatiomal] practice. Drawing
atttention to this diffieulty is intended net te demeralize but to
help ws aveid an undesirable outeeme through mere earefull design
of our work with thie lead cotmumities.
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There would appear to be nothfing more sound tham to insist
on the need for a cempelling vision to guide the work of the
educator. Without seme clear understanding of what it is one is
hoping - at the level of the individwal, the communiity, or the
institution - to bring imto being, how can one proceed to
alllocate resources and to make other basic decisioms? A vision
of where one wants to go, of what one wants to achiewe, cam - if
it is really shared by the participants and not too abstract - be
emergizing amd directive in very important ways. There are,
however, three problems that need to be acknowledged upfrent.

The first is that the absence of a compellimg vision that
wins the allegiance of leaders in the field of Jewish educatiion
iis mot am accident. Jt reflects the uneasiness, the uncertaiimty,
of the Jewish community as a whole which continues to try to
define for iitself meanimgful ways of living Jewishly while
participating in the very imviting secular culture that surroumds
and, im many respects, has formed it. To arrive at a vision that
is at omce meaningful and compelling is not an easy achievement.
It's mot that religious thinkers have not articulated visioms
firom among which one might choose, but that, for most peopla,

these visions have not, or mot yet, proved compelling guides te
Liife.

The implication of this for us is that we need to be carefull
mot te assume that "the vision thing" is easily takem care of.
Although it would in itself be a significant achievement, it is
protably mot enough for lay and professiomall leaders teo read a
denominational mission statement or the kind of visiom propounded
by @ Moshe Greenberg and to say, "This seunds goed:; I eam
identify with this.® There alse needs te be a high lewell of
personal identification, intellectual and emotiomal, with the
ideal that is propeunded -- the kind of identifieatiom that
reveals itiself in the imdividual’s speeeh and eonduct. It would
the maive for us to think that it is easy to catalyze this kird of
identifieation.



educatfional leader, supported by his or her lay and professiomall
leadershiip, succeeded in translatimg a vision of a meamimgffiul
Jewish existence into a powerfuwl educatiomall visiom, a
well-developed conceptiom of what an educatiemall institutiom
animated by this Jewish visiom would look like., The sad truth is
that many such educatiomall conceptioms that have been very
thoughtfully develeped faill miserably whem actually implemenmted.
And the reasom is that it is at this point that a host of "reall
world” consideratioms come into play that are oftenm ignored, or
treated cavalierlly, in the desigm phase. I willl elaborate in Part
Two.
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VISION AND EDUCATIONAL PRACTICE == PART TWO

However well-thought=out the Jewish visiom and the
educatiomall visiom that expresses it, their actual educating
power depends on some criticall matters:

1) Are the front=line teachers/educators themselves personally
and strongly identified with the vision of Jewish existence and
of educatiom that presumably frames their efforts? Givenm the
realities in the field today, one oftem cannot make this
assumptiom. The solution would seem to be some kind of
“in=service™ educatiom; but here agaim, we need to avoid being
naive concernimg what a few in-service sessions can actually
accomplish in the way of generatimg genuime commitment to a
shared vision?

2) Is the educatiomall director a person who, in addition to a
commitment to a visiom, brings a high levell of educatiomsll talemt
and a sense of presence to his or her work with front-line
educators, parents and children? If the institution”s
educatiomall leader does not possess these characteristics,
implementatiom is likely to founder.

3} What are the values, the beliefs, the concerms = the humanm
outlook - of the community from which the clientele for the
educatiomall program willl come? The best laid plans of mice and
men oftem go awry because of a failure to take into account this
cruciial matter -- namely, the readiness of the clientele for the



kind of educational institutiom and program that have beem
developed on their behalf.. [f the gap is substantial between
what the educatfiomnall visiom assumes about the natupe and the
background of the "studemts™ and who they really are, sueeess is
highly unlikely. [A curriculum put together by the Educatiiemall
Development Corporatiom might be conceptually very
well-thought-eut, givem the assumptions of the develepers. But it
doesn”t follow that the curriculum willl be universally effectiwe:
even if it’s effective in Newton, Mass. ((say, because the
develaopers’ understandimg of what students are like is based on
the kinds of studemts one would encounter in Newtow), it doesp’t
follow that it would work with the kinds of students one would
meet up with in Roxbury or Lewistom, Maine.]]

What happens all-too-oftem is this: a teacher = perhaps an
old=timer whoe has over time developed a fairly stable style of
teachimg, or a new teacher, probably with not a great deall of
experience or Judaic knowledge = is informed that the schooll has
developed a new curriculum that is rooted in the institutiom’s
larger sense of missien, The teacher is asked to participate in a
few in-service sessioms, designed to familiarize him or her with
the ipstitutiomall missiom 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 doubtfuwl.. Whem this teacher finally meets up with the
students, he or she finds it very hard to engage the studemts
with the curricullum: the students are bored, they are antsy, they
are beginnimg to act up. Pretty soom, with or without announcing
it to the powers=that-lpe, the teacher abandens the curriculum in
favor of "what works"” == where "what works™ is defined by what
engages the studemts’ energies, or {(short of this) by what keeps
them under contrell.. "Keeping them under contrel and interested"
become the criteriem for success and the basis for determimimg
appropriate learnimg experiemces. So much for the guiding moral
and curricular visign!l

How might this problem be addressed? One solution might be
to make clear to alll relevant leaders - lay, rabbimic, and
educatiomall = that the vision/educatiomall program that is to be



imphenented only has a chance if certain conditiems obtaim — for
example, an insistence that all educatiomal persommell be "brought
On Beard in a mere than perfunctery way, as well as a willingness
ke re-shape the approach being recommended so that it has a
chance of meshing with the particular client-population. Note,
theugh, that the capacity te effect such adaptatiom requires

comsiderable effert and talent on the part of educatienall leaders
and fromt-line staff.

A second strategy might be to address this problem at an
earlier stage. Recognizing that the cultural outiook of the
students and their famillies iis1lightyvears aawayfoam that
represented by the wiissiiom that iss tto bige ppssad om im a meamimgiul
way, perhaps those charged with institutiemal and curricular
design must ask themselves: what is necessary, in the way of
preparatory experiences, that might close this gap? Plate, for
one, recognized that our ability to learn certaim things depends
im mo small measure on the readiness of the soul,, a readimess
that grows out of prior secializing experiemces. The point
should mnot be lost on Jewish educaters. They need te be askimg:
What background of beliefs, knowledge, and attitudes willll ready a
stwdent for an education that is organized aroumd, say,
Greenberg’s ideas? And, how iis tthis Beckground to be adhiewed?
fducational design that is worth anything must offfer practited]
guidance in addressing such problems.

Yet a third possibility is to think in very different ways
about the relationship between vision and educational practiice.
As I have suggested on other occasioms, I believe Dewey offers
some interesting possibilities to consider in this domaim. But
time precludes proceeding further at this minute.
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I mave 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 stilll fresh,.

inst, reactions to the “Thoughts in Wake of Goalls Project

Simulation.™ T found this piece very helpfwl.. The process of
defining or redefining goals which you describe seems sound to
me.. My one umcertainty concerns the extenmt to which the
imstitution”s front-line educators willl be asked to participate
in the process of goals-determimatiom. To exclude them from this
process— to turm them into implementers of goals that others
have developed — strikes me as problematic (evem if there is
provision for imservice trainimg).

I liked the suggestion that CIUE might do wdll toe Hmiit tthe
mumber of ihstituttioms iim & community tifedt iitt imwollwes im am
‘mtensive go@dksdéttermiiming process . Gree way tho appreabh thhss iiss
to imvite insttituttions that ace Imtereesbed oo garitiieorgdbenginim a
serious process of this kind to become members of a kimd off
Coalition of Essentiall Schools.., In returm for am upfromt
agreement on their part to participate in a process specified by
CIJE,, CIJE would work with them intensively in the goals-defimimg
process.. An omn-goimg seminar for representatives of the
Coalition as welll as imdividualized help (of the kind described
in the first page of your paper) would be included.

The phrase "“lomg-winded™ is used a number of times im this
document.. T recommend droppimg it, sinee it earries a pegative



rather than a pesitive comnotation.

New & Few comments en the THEORY OF THE GOALS PROJECT paper. I

think it does eur enterprise a veal service in drawimg some very
basic disctinetions (e.g. betweem conceptioms, primciples, goalls,
ekc.), and in suggesting relationships betweem them. I foumd the
paper very interestimg. Below I focus on a few poimts that might

e worth thinking through some more or clarifyimg. I hope youw
find them helpfuwl.

I, Dur conversations often speak off t® impontamee off Bedimg

guided by a visiem. Is this the same as what you calladl a
“econception'?

~. When we speak of a conception ocir & wiisiion, areewspepidking
about an individual ideal (@s in the educated Jew pnoject), abowdtt
& social ideal (What the Jewish community as a whelle, or a
thriving congregation should look like),, or about am educatiomal
jideal {(What a desirable educatiomal environment wouwld look 1ike).

We are probably interested in all of the abowe, but the way we
talk often fails to make clear which of these things we're
focusing on in any given context,

3. Im paragraph 2, you indicate that the conceptiens of human and
social excellence provide answers to some basic questiions. Thougth
the questions you identify here seem generally good, I wasm't

ime that the question “In what way do humans learm?” necessarilly
fits with the rest. A visionm of humam excellence does not
mecessarily imcorporate or imply ideas about how peoplle leammn, or
thow they come to resemble this vision. That is, the specifically
educationall questionm may not be implicit or explicit im a vision
of excellence (though, of course, sometimes a visiom willll entaiil]
or suggest certain approaches to educatiom and to learmimg).

4, On p. 2, in speaking of PRINCIPLES, you speak of “desired
motifs and values.™ Can you clarify? In particulan, what is a
"dlesired moti £1?



3 On p. 9, in rightly emphasizing that having a mission or
vigion statement is not sufficient to meet CIJE's understamdimg

of goals, you point to other eritiera tha need to be satisffied.
Missing from this list is the insistence, implicit im your
eariier discussiom, that in the long runm, if not initiallly, the
relationship between goals and underlying principles and
comceptions needs to be articulated. -

. As I mentioned in an earlier conversatieomn, there may be room
for an imteresting conversation concerning the optimall
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 visioms and goals infomnm
educationall practice. Should we have this conversatiom via
ematil?

I hope these comments are helpfull.. I look forward te our beimg
in touch on these and related matters. 1 will probably be
semding you & document that overlaps this one in certaim respects
if I can figure out how to transfer it into my emaill.. Alll the
best.. Regards to Shmuel, Ze'ew, etc.

P.§. What's the latest about a possible meetimg im Israell Znd or

3rd week in January?
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SOME BASIC POINTS CONCERNING GOALS - PART 1

Weiimly as a way of assurimg mpysself that I understamd some of
the fundameritals (to date) of the Goals Project, I wamt to
summarize some basic points, some of them fairly mundane, that we
(or some compbimatiom of a "we" that imcludies Seymowr, Danny
Marem, Shmueél, Alan, Gaiil, Barry, and mpself) have discussed..
The comments are based, im part, on my review of a tape of
commersations that went on im Jerwusaleem im October, and im part
on comversations that took place im Milwaukee im mid-November. I
also idemtify a few issues/ceomcerms that seem to me pertiment.. I
am hoping for feedback (correctiams, additioms, etc.).

1. In thimkimg about gosls, three difflerent levels seem

perti nent:

a) the instituwtioonal level: the goals (or educational visiom -
see #2 belaw) that a congregations, schools, JCCs, etc. choose
for themselves individually;; b) the demamirational level: the
goals, or visiaoms, that imfanm the work of alll institutioons im a
community affiliate«d with a particular denemimation; €) the
commmuiniyy-level: the goalls/visiom that the community as a whele,
made up of imstitwtioons representimg a variety of educational and
religiows ideals, subscribes te. The three levels are alll
poterttially important; they are alse very diffenrent, and may
require very difflerent approaches on the part of CIJE. These
diffenemces need to be takem seriously, with attention te their
implicatiaons for the kimds of aspiratioons and appreaches that



seem redlistic and fruitfwl at each level.

2. The comfon language that defimes work of the Goals Project
eeds refimament. The paper writfem by Shmwel V. and Danny M.
eftitled “The Tineory of the Gozls Project™ represents am
oxedllent start in this directiom im its attempt to discrmimate
lhetween comesptions, principiles, goals, and objectiwes;; and themre
is room for this effort to go sttilll further. For example,

a. ome Ihears a lot of referemces im our conwversatioms and
"wisions": Is "a visiom™ the same as "a conceptiom™”

. Witem we speak of a comceptiom or a visioom, are we speakimg
abowut @m individwal ideal (as im "the educated Jew"), about a
social ideal (what the Jewish commmonity, or an enclawe withim the
larger conmouonity showld look like), or about an educatiomall idieasll
(whet @ dessirable ediwcational enviromment wowld look like)? We
are probably interested im all of the above, but tie way we tallkk
often fails to mwoke clear which of these thimgs we're discwssiirg.

B, In John Rawls' book A THEORY OF JUSTICE, he distinguitites
hetween "primary goods" and other sociall goods: while many goadi
things diepend on the character of an imdividual's particular
life-plan, there are certaim good thimgs — wihich he calls
“orimary goodis' — that an individwal wiilll want no matter what
‘His or her particular lifeeplean might be. The relewant point for
ws is that while there are a variety of goals that willl difffer
for institutioons and demgminations, it is safe te say that there
are certaim goals - what 1 would tentatively calll "imstroumentall
godils" - that a community or an {astitiuipom could agree om im
principle even prier to havimg fully clarifite thelr substnative
edlircationatl ideals. Examples might imelude: inereasivg the
mumiers of educators who are engaged im formall Jewish study and
in other professionallly related study; inereasing he AUmber of
studemts who comtimue their studies inte the high seheell years:
increasing the percentage of individuals whe attend Pay Sehesls,
increasimg the muiher who sperd @ Summer OF a year im Israel;;
inereasimg the mumher of ehildrem and adeleseents whe attend
Jewish summeer camps; inereasing the aumber 8f fulblrtime



professiomal edwcators waorkimg im the commanity, etc..  Such
goals are "instmumemtal™ im that they dom't identifiy any
particular substamtive outcmme, but at the same time are
instrumental,, or would comtribute to, most substantiwe outcames
ve could idemtifyy. Nextlless to say, how we understamd the
desired substamtive outcames wiill operate to imterpret some of
these instrumentall goals; stilll,, it may be possible te begim
idemttifiyimy and developimg strategies to achiewe some of these
instrumental goals im advance of workimg throwgh some of the
difficult substamtiwe isswes at imstitutioonal and commumal
levels. Simulltaneowsly as CIJE works witth imstitiutioons and
communities to develop substamtive comceptions, it may be
semsible to encourage a parallel process aimed at encouragimg
hem to specify attaimable and mesmmingful imsthoumentall goals..
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BRSIC POINTS REGARDING GOALS — (Comitinuatiom)

4, One of the interestimg suggestions to emerge fromm the
Jerusallem meedtings was that perhaps, initialllyy, CIJE should not
attempt to work wiit all institwtitons im a lead commumity arcwumd
@ond Fsettting.  Perhaps it wowld be wiser to start out workimg
wiith @ few, Tiis led me to womdler (as I mentioned im our
Noventar meating in Milwaukee) winether perhaps CLUE should imviitiee
interested institwtioons and agencies to beceme part of something
nke a Copdlitiom of Essential Institwtipboms: In retwrm for am
wyp-front commitment to participate with CLE and other
institutiiomal parthers in a serieuws vision/goxdls-setting process,
these institutivons would receive a variety of CUE supports that
miight include @) participation of their lay and professiumnal
leadership in apppriate educational epiartwmnities, with beth a
local and an Israel-coomponent; B) active and imdividualized help
in demeloping the institutipohal process thraugh which the
institution's leadership and membership €ouid diseover, refiney,
and consider the educational implications ef their edueatiomah
ideal; €) a certificate, 6n comnletion of the proeess, imdicaking
that the institutioom had cempleted this kind of 3 FoprUis

gd -settimg process.  The effeet of this appreaeh, assuming



that the expectatioms made of participating institutioons are beth
serious and upfront, is that it would select for seriaus
Institwtticons, ready te imvest time, effort, and monmey im the
process of goal-settimg im retwrm for what CIJE has te offer.

5. The Jerusalbam mestings took note of the fact that im helping
institwttioons develop their educational and Jewish visiomns, lecal
institwtivons had a numiber of resources to draw on. These
includied: a) their existimg mission-statements, wiich represent
not a restimg-point but a good startimg-point for discussiaom and
inquiry;; b) dengmimational documents dealimg with such metters,
wihichh alse@ may serve as a usefull startimg-poimt for delilheratioom;;
c) "the educated Jew" project and the variows resources (human
nd writttem) associated with it;; and d) "other" — for example,
the awaiilatbiilitty of CIJE staff to offer help of variouws kimds
(alemg the lilves suggested im Wyguoita's and Marom's piece emtitiiex
"First Thoughts im Wake of a Goals Project Simuilation™).

6. There has been a lot of discussiiom concernimg a possible
semipar this summer im Jerwsalesm for Lead Comwounity
represemtatives.. There remains some umgErtainty im mind
concernimg matters, imcludiimg:: a) the substamce of the semiinar;
b) the cliemtele: top lay amd/or professiomal leadership -—- or
more imclusive.. A recent comversatiom with Gail led me to
beliewe that, imcreasimgly, the thought has been to focus on lay
teadership fram each of the three lead communities (alomg witth
one project's chief educational officer).. Accordimg to Gaiil, this
initiial venture wowld im effect be a pilet for other seminars
that could be held, im Israell or elsewhere, with other
apprepriate comstitwencies. Is this a shared unmderstandimg at
this point? Clearly, the substance and aims of the seminar need
to be framed with attentiom to the clientele.7. In our Milwaukee
comvarsations, I tried to articulate some very prelimimary
thoughts concernimg what an Israel-Smminar might leok like. I
imagined a seminar of approximate 8 te 10 days. It imciudied the
follbowiimg compenents:

a) OpportunOpipsrttnittesiytandtudyfiand vefbadtfeorndiffiesrieomt visions
of Jewish existtamce, as represented im “the Educated Jew"



posiitions and others that may seem pertiment. This sectiom would
inelugde the actiwve patticipatiom of Greenberg, Brimker, et. al.,
@ welll as discussiom of how these visioms difffer fram and
resefble demomnhwdtional visioms and the personal visioons of the
parti ci pamtts.

b) Omppotumities to thimk throwgh the relatitomship between
visions of Jewish existtemce and educatiomall practice. The piece
thy Nwgoda and Marom, dealimg with the move froom conceptiom to
principles to goals to olbjectiwes, is relewant here; so too is a
piece like Dewvegy's THE CHILD AND THE CURRICULUM.

c¢) Oppotumities for the represemtatiwes of each lemd
emmunity to meet together, either alome or with appropriate CIIE
staff to do two thimgs; i. to begim a process of developing
visiiom/goals for their own community, and ifi.. plottihg out the
"mext steps™ im this process for their commounity.

d) Perhaps there should alse® be an opportumity for the
participants to engage im some seriows text study as part of eadn
day's activities..

8. At various points we have discussed the adwiiszbbillity of a
paper that articulates what a thriwiimg educatiomall envinoorment
set some time in the future wowld actually leck like — somethimg
a@leng the limes of what the Carnegie Commiissiom develeped im A
-+NTION PREPARED. In the spiirit of “one pictwre is worth a
thousand wordis," I stilll thimk somethimg like this would be very
valuable — particularly if (but evem if it does not) exlibit the
relatiaomship bbatwean aa ppatiicullar coneeption off "an etucated Jew"
and comorete celdacationsl aanrangeameents.

9. A book by PRetar Ssenge odf MIIT ddedling wyith e need far
corporations tko beecomee "kearming crgan izations" haas recantly come
to my attentiom. There are some interesting ideas there, perhaps
relevant to ws. Are any of you familiar with it



The iRlowing is a summary ofa deliberation between Shmuel Wygoda and Damiel Miaraom
on the question of how to initiate the goals project:

A) geomeral asswmptions:

. The aim of this project is to develop an environment which will generate efforts at
Jewish education which is focused on goais. The promise of such efforts is that they
ffaciliate effective education. The problem is that they demand exiensive and comtimnows
imvestment off resources, time and energy. Consequently, the challenge of this project is to
help cricate the conditions for the development of Jewish education based om geals, wihile
ait 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 1s am
expectation on the part of lay leaders that institutions of Jewish educatiom in these
communities will be more effective. According to their understamdimg, effectivemess
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 wordkimg
towards their attainment.

3. We do not know how many of the educatiomal institutions in lead commumities wiill e
capable off responding to this demand. From initial reports om the part of field reseamdhers,
meetings with various educators and lay leaders, as well as from a general semse about tiie
state-off-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 werny
sensitive and explosive issue. No real effort has been made by the CIE im launchimg, tie
goals project until an appropriate plan of action has been developed.

4.  Since the majority of the educatiomal institutions are affiliated with the traming
imstitutions off the Orthodox, Conservative and Reform denominations amd the Jewish
Community Center Association, we assume that they willl want to undertake development
i 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 omly
edueational bodies which will have the infrastructure and capacity to provide assistance t@
ipstitiutions of Jewish edueation in lead communities (or others) - whether it be im
formulating geals, in providing in-serviee training and progiams for their atizinment of in
suggesting evaluation tests in order to determine whether or not these desired PUYRRS
are indeed being achieved.

5. The training institutions have been given three year gramts by the Mangill Associaied
Foundations in order to enhanee their training eapaeity. Over the last two years, this has
not included & major effiort af the development of an appropiiate respomse @ the forsesh
demand by institutions of Jewish edueation in lead commumities fBr assistanee With genlks.



On the other hand, the CIJE has related this forseen demand to each of the traiming
imstitutions (individually and as a group) and has urged them to be prepared for its arrivail,
Furthermors, each of the training institutions has done some prior work in formulating
goals for curricula which they have published for their constituemts.

6. The Mandel Institute has undertaken research and development in the area of the gealls
off Jewish education, particularly in the context of its "Educated Jew" project. This project
focuses on the development and formulation of goals on the basis of philosophical
approaches to Jewish education. Besides the Institute's staff, a group of scholars amd
educators have been dealing with these issues in the context of this project for over two

years. The project and those who worked on it may be a resource for the traimimg
imstitutions as'they reconsider their goals.

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

b) aspects and issues in the development of a plam for the initiatiom of the goals
project:

1. It would be impractical to begin discussing the goals project with educatiomeal
institutions in lead ecommunities before a reasonable amount of work had been dome in
preparing the training institutions to play their role. The danger here is of raising lay
leadsr expeetations teo high teo fast or of introdueing too early the issues raised by the
demand for goals among the institutions of Jewish education in lead communities. The first
efifort should be with the training institutions.

2.  Theugh the training institutions have acknowledged their readiness to play a role in
the geals projeet in lead communities, we do net know the extent to which they
understand the nature and seope of this assignment. Since, in some cases, the taiming
institytions have goals statements in their published curricula, they may think that it willl be
sufficient to simply "cut and pasie" these statements into one single docwment. This may
be & yseful starting point for the goals prejeet, especially sinee it would be a pesitive step
forward.

The question whieh we asked ourselves, however, was whether or pot it would be
imporant for the tralnlng institutiens te eonsider, before or as they formulate this "eut and
paste" decument; some of the issues related to the use of sueh a deewment in lead
communities: how weuld they explain and justify the goals statements 1o peeple Wiking
i educational institutions in lead eommunities? how weuld they respend if asked
provide programs, materlals, and training apprepriate fer the implementation of these
goals? hew weuld they assist in evaluating the exient to which the said geals had indeed
been achieved (so that scheels ean be accountable by lead eommunity lay |eaders)?



To be sure, these questions could be raised in response to the training institutions' “eut
and paste™ documents in the context of a seminar or consultation, However, we do net
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 of their "cut and paste” documents or to avoid reformulating
the goals in these documents in light of 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 of
the goals project assignment. This seminar would introduce aspects and issues relating to
the question of how a central agency can:

a) formulate usable goals flor 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 accountabitity
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
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 educatiomal institutions te implement
programs dedieated 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 eontinue working together in the local pursuit of centrally formulated goals; this
presentation eould 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 of Ted Sizer's coalition of essential schools (which has much experience in
working with schools all over the U.S. in reorgamizing 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 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 of alternatives. Following this presentation, we
thought it would be appropriate to introduce representatives from the lead commumities
who would discuss the subject of goals development in local schools from their
perspective (these representatives would participate in this session alone). Fimafly, 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 CHE.

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 invoive 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 informatiom
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 reasom 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 commumities) and
to ereate 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 homestly in a
small group of representatives from the training institutions at the highest lewel.

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 om
issues ef fermulating and using goals in Jewish education and to lead communities in
partienlar. This eould be done by the seminar participants not from the trziming
institutions. As for research on goals issues specific to Jewish educatiom, this could be
undertaken by the stafff of the Mandel Instititue (use - Shmuel Wygoda [including the
gxperience amassed in the syllabus project]; formulation - Damiel Marom). As for
researeh on goals issues related to lead communities, this could be undertakem by CIJE
staff, especially a representative from the monitoring, evaluation & feedback teamn. This
research would inform the seminar through the participation of these peoplie.

3.  Animporant element in this plan (regardless off 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 Orthedex) weuld visit the taiming
institutions from time to time in order to be updated as to the progression of the geals
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 wndextaking the
assignment of preparing te take a role in lead communities. This would help beth 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 commumities...

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 Torak U'Mesorah people (whose
constituency in Baltimore is large).

5. It is important to consider the question of how the Mamndel Associated Foumdation'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 of the conceptions and findings which emerged from this project.



GOALS PROJECT TIMELINE
STAGE ONE

IMMEDIANE:

1. ARRANGE FOR DANNY PEKARSKY TRIP TO ISRAEL

2. ANNOUNCE SEMINAR TO HIRT.. DAVIDSON/HOLTZ/ABROMSON. LEE

3. CONSULT WITH HIRT. DAVIDéON/HGLTZé 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 backgroum@ document))
9.. SEND BACKGROUND MATERIALS TO SEMINAR PARTICIPANTS
10.. ARRANGE FOR PILOT ACTIVITIES FOR LEAD COMMUNITIES

JANUARY::

11.. PREPARE MI STAFF FOR SEMINAR PARTICIPATIQN
(iincludes research on various curricular goals
roduced by the denominatioms))
12.. PREPARE CIJE STAFF FOR SEMINAR PARTICIPATIQN
13.. PREPARE GUEST LECTURERS FOR PARTICIPATICN
14.. PREPARE FOR PILOT ACTIVITIES FOR LEAD COMMUNITIES

FEBRUARY::

14, "CAMPER SYSTEM" MEETINGS IMMEDIATELY PRIOR TQ SEMINAR

15.. CHECK CHNCEREHNCEE TAGINGT FACNG ITAESLITFOBD, EJ@), ETC.
16.. LAST PREPARATIQNS BEFORE SEMINAR

17.. IMPLEMENT SEMINAR

18. MI STAFF MEETING IN ORDER TO EVALUATE SEMINAR

19.. CIJE STAFF MEETING IN ORDER TQ EVALUATE SEMINAR

20.. "CAMPER SYSTEM" MEETINGS AFTER SEMINAR

MARCH - JUNE
2L. ONGOING MONITORING OF GOALS ASSIGNMENT

22.. PLANNING OF ISRAEL SEMINAR
23.. IMPLEMENTATION OF PILOT ACTIVITIES FOR LEAD COMMUNITIES



CUE / LEAD COMMUNITIES MAY CONSULTATION
May 11-13, 1993
Cleveland, Ohio

AGENDA

Desirerl] outcomes:

e To continue joint planning and intemsify partnership.
e To foster and develop relationships within and acrass Lead Communities and with the CIJE

e To agree upon the role, contiemit, 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

by Overview
Partmership and joint planning

Examples of issues to be covered:
a) Issues related to launching a Lead Commumity.
b) How to coordinate and integrate the Communities” agenda and the CIJE agenda.
¢) The relationship of the CIJE to funding and fundraising in L.C,
d) Different visions of the project by the various partmers.
e} CIHJE chain of command.
f) Partnership issues, e.g.:
1) Relationship within and across the L.C. and with the CIJE.
2) The denominatioms, the L.C. and the CIJE.
3) Relationship with major institutioms, e.g. JESNA, JCCA, CJF

22



i)  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 meetimg
off February 14ith 1990: “Community Action Sites” pp 18-25
B) Elements:
1) Systemic change
a) The concept
b) The role of enabling & programmatic optioms.
¢) Personnel:
— Educators” survey
— Addressing the shortage of qualified personmel
— 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) Swpport projects

Comprehensive and planned approaches to comttemt, scope & quality.
a) Best Practices:
— Best Practices as an inventory of “ success stories ” in Jewish Educatiion.
— Pre-conditions for replicating Best Practices
— Initial areas in which Best Practices will be developed.

— Best Practices in the Supplementary sehoel : Initial findings and implememitar
tion.

= Pilot Projeets and Best Praetices
b) Goals

23



= The role of Goals for education

—"' Articulate goais for effective evaluation

-~ Participants in the deliberation on Goals
¢) Monitoring Evaluation and Feedback ( MEF )

- MEF 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
0 Individual Lead Communities and the CLJE

Each community’s strategy and action plan

IIl)  Synthesis:

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

IV)  Open issues

Concluding discussion



Jahuary 28, 1993

GOALS ¥FOR JEWISH EDUCATION IN LEAD COMMUNITIES

The Commission on Jewish Educatiomn 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 recommem-—
dations of the Commission would be acted upom, it would be impos-
sible to avoid the issue of goals for Jewish educatiom.. Now that
the work in Lead Communities is begimnmnimy, workimng on goals cam
no lomnger be delayed. This is so for several reasoms: 1) It is
difficult to imtroduce change without decidimg what it is that
one wants to achieve; 2) researchers such as Marshall Smith, Sara
Lightfoot and David Cohen have effectively argued that impact im
education is dependent on a clear vision of goals; 3) the evalua—
tien project in Lead Communities cannot be successfully undertak—

en without clear articulation of goals.

in Lead €emmunities goals should be articulated for each of the
institutions that are invelved in education and for the commumity
as a whele. At present there are very few cases where institw-
tiens or communities have undertakemn a serious and systematic
consideration of geals. It will be necessary to determime what is
the state of affairs in the Lead Commumifties.. There may be insti-—
tutiens ((scheels, JECs) that have undertakem or completed a
serieus systematic consideratien of their geals. It is importamt
fer us te learn frem their experience and te check as to whether
an attempt has been made te develep their eurrieulum and teachimg
metheds in a manner that is eeoherent with their goalls. In the

case ©f these institutions where little has beemn deme iR Ehis

=



area, it is crucial that the imstitutiemns be eneeuraged and

helped to undertake a process that will lead them te the artieu=

lation of goals.

The CIJE should serve as catalyst in this area. It sheuld serve
as a broker betweem the imstitutiens that are te begin sueh a
process and the various resources that exist in the Jewish werld.
By resources we mean scholars, thinkers and institutiems that
have concerned themselves and developed expertise in this area.
The imstitutiems of higher Jewish learnimng in Nerth Amerieca
(¥.u., J.7.3.Aa. 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. Furthermere, these insti=-
tutions have been alerted to the fact that the imstitutiens 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 schelars involved in this project are: Prof..
Meoehe Greenbergy, Prof. Menahem Brinkerx, Prof. Isadore Twersky,
Prof. Michael Rosemalk, Prof. Israel Scheffler and Pref. Seymour
Fox. Accompanied by a group of talented educators and social
scientists they have completed several important essays offering
alternative approaches te the goals of Jewish education as well
as imdications of how these goals should be applied to educatioemn=
al settings and educational practice. These scholars would be

willing to work with the institutions of higher Jewish learning



ahd thus enrich the centributien that these institutioms cam make

%o this effort in Lead Communities.

It is therefore suggested that the CIJE advance this undertakimg

im the following ways:

1. Encourage the institutioms in Lead Communities to comsider
the impoertance of undertaking a process that will lead them to am

articulation of goals for their instituticoms..

2. Continue the work that has begun with the institutioms of
higher Jewish leasrning so that they will be prepared and ready to

undertake comsultation if and when they are turned ta.

B. offer seminars whose participants would include represemta—
tives from the varieus lead Communities where the issues related
to undertaking & program to develop goals would be discussedl. At
such seminars the imstitutions of higher Jewish learning and the

Mandel Institute ceuld effer their help and expertise.

The problem of geals fer a Lead Community as a whole, as well as
the guestioen of the relatioenships of the deneominatioms te each
other and te the commupity as & whole will be dealt with im a

sSubsequent memerandii.
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SUMMER SEMINAR CURRICULUM DRAFT ((1)

DAY 1

9:30 to Noom: Introduction to the Seminar

Greetings -- Seymoiur Fox, Alan Hoffmamm, Daniel
Pekareky

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

Agenda for the semimar: what we will be doing
{@etivities, 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
participamts; rules of the game.

Comment on the opportunities and the challenges posed by
the diversity in outloak, experiemce, positiom,
sophistication - Jewishly and educationally - of the
participamts, and the consequent imperative importance of
carefyl listening and responsibkle respoamdiimg..

The origins and presuppositions of the Goals Project,

including a) an explanation of what we mean by "vision™

7 1 (imcluding the distinction between the vision of an ideal

glefiucating institution and the vision of "the product" we

S>*xMwant ¢o cultivate in its social and individual

~dimensioms)) and b) some discussion of the Educated Jew
Project in its relationship to the Goals Project, ¢) 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, compellimy, and relatively concrete; &) the
importance of work in this area as part of a
comprehensive effort, not as a substitute for such .@n
effort? f£f) the difference between having a mission-
statement and being vision-driwem.

LUNCH BREAK

1 -5 PM WHAT DO VISION-DRIVEN INSTITUTIONS LOOK LIRE?
THE VISION INFORM PRACTICE

HOW DOES

In this session we exanine two or three visjon=driven
institutions - the Heilman "Defenders of the Faith™

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

V

Ty

~m



inciude Lightfoet's aceeunt of St. Paul’'s School, or the
TC RecGord discussion of Waldorf). Ideally, we could gee
a pewerful movis that exhibits a vision-driven scheel —-
any ideas? If Heilman is in Israel, perhaps he could be
invited to dissuss the way in which the institution he
deseribes is vision-driwem.

THE QUESTION: 4in what sense are these institutieoms
vision=driven and what impact does the visiom have onm
their effectiveness?

The instituticms, their underlying visions are descriilved, with
spécéial 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 ereate the ethos or sehse of purpose

of the institution would also be appropriates.

The Ykitchem", as it emerges at Etom, the Dewey School, the - .
Social Efficiency classroam, and/or at Summerhill might

be relevant here ((though this will depend

on the number o©of people who've been with wus

'for earlier sessioms). If not the kitchem, some other

example of the way a particular element of an educatiomal s
[Eegtituttion is interpreted in radically different terms

(Re: goals, clientele, etc.) depending on the underlying
visiom.

NOTE: 1. to do the proposed afternoon activity well will require
our participants to do some advance readimg. 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 discusdSiom.

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 existemoe, followed by a second paragraph in
which they briefly set out their primcipal persomal reaction to

what he is proposimg.

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

® - 9:15 Orientation to the day

9:15 - 11:18
Break into work-groups of approximately 5 individuals

each for discussion of Greenberg's ideas. The discussionm
has the following foci:
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a) Sharing their understanding of and initial reactiom te

ereenbery’s Vview, as articulated in their homework
assignment;

b) Analyzing Greenbery’s position systematically using a
grid whieh 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, beliefi,,
understandings, dispositioms, 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; ¢) identifying questions and concerns to raise
with Greentery.

11:15 - Noon

Using a couple of organizing questioms, compare amd
contrast what they’ve found; prepare for sessiom 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 ¢ I pm

1 ~-33 PM: A Conversation with Moshe Greenberg Re

3 - 3:30 - Break

3:30

5:15

-5

SYMPOSIUM: ALTERNATIVES TO GREENBERG

Representatives of two different views (who passiomately
dissent from Greenberg'’s view) are invited teo react teo
Greenberg's poaition as compared with their owm. One of
these should represent a different substantive answer teo
the guestion of "a meaningfwl Jewish existence," and the
gther should probably be Brinker's delineation of "the
liberal response", according te 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 visiom.

- 6

Small group discussiony, er perhaps one-on=ore
diseussioms: personal reactiens to Greenberg's vizion of

a meaningful Jewiesh existence, iR light of the day's
discussions.

11~

ot
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NBFE: It migght Dadlee Sensende twVmowe thesymRpopdsiun:otoithe

evening ((%a%, fmehm 8 %210.0pmpn) amhd tdogiiere ppephbd e thmlatete
oFkf emn ¢

akterReen his day. They might be ffeebker fgeorthehe
SYMPOS .,

g@&ﬁﬁ@ﬁﬁ ASBIGNMENT IN PREPARATION FOR DAY 3, to be dome aleme er
in pairs:

Agsume for the moment that you subscribe to Greenberg's visiom
of an edueated Jew and that you have been charged with developing
educational practices that will help realize this visiom under
certain specific social circumstinces [which we wiilll nepdd teo
gpeeify]. Using the vision as a guide, identify three primcipal
goals; then take one of them and try to imagine how you would set

about tEying to realize it [within constraints that we will need to
identify]. /

DAY 3: FROM VISION TO EDUCATIONAL DESIGN

9 -112 Greenberg for Educatiam, as understood by "The Educated
Jew Project”. ThEheseseishomwldilhaavethtkree
principal elements, in addition to
opportunities for discussion on the part of
the participamts. The three elements are: a))
a presentation by Daniel Marom of the way he
and other "Educated Jew Project™ staff hawve
been working to translate Greenberg into
educationally fruitful terms; b) a dialogue o
between Professor Fox and Daniel Marom fja‘"f
concerning the beliefs, assumptiors, etc. that ST
are implicit in the efforts described in part
a. (where these views come from, through what
process, what evidence is there for them,
ete.); e¢) a chance for Professor Greenberg to
react to the proceedimgs; d) an articulatiom
of the iImportance and of the complexity of
moving from vision to educationmal desigm, and
of the kinds of resources that may be
gary.

—

T
—
Lunch

1 =44 FROM VISION TO EDUCATIONAL DESIGN TO PRACTICHE:: THE
RAMAH EXPERIENCE

In thie seseiom, Seymour Foxr will lead participamts to an
appreciation of the challergm, the complexity
and the excitement of moving from vision te

A

practice, using the Ramah experiemee as an —a ST

example. The participants will have available
to them a number of articles that discuss some
principal ideas at werk in Camp Ramah.

NOTE: Although we have some misgivirgs abeut
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§8cusing oA Ramah because it ((@as Greenberg ma
well be interpreted to be) is identified wit
the Conservative Movememt, these hesitatiens
a¥e overcome by two other consideratioms: a)
the importance of giving a prominent pesitien
iA the seminar to a non-school-based
educational envirommemt:, and b) oue
recommendation that after discussion of Ramab,,
partieipants have the chance to encounter the
founders of other vision-driven institutions
(@mimated by different orientationms).

4 = 5:00: CONCLUDING COMMENTS ON THE MOVEMENT FROM VISION TO
EDUCATIONAL DESIGH: 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

thts EATH.
Seymour Fox, Daniel Pekarsky

—r

DAY 4 FROM VISION TO REALITY ((CONT.)}

NOTE: Day 4 is designed to do three differemt kinds of thimgs: a)
to give partieipants an opportunity to contimue developing insights
coneerning the ways in which visions get actualized and the
constraintes and other considerations that need to be takem into
acgeunt; b) & chance for them to more fully appreciate the value of
deing the seminar in Israell, khere they can visit with a number of
significant Jewish thinkers and visit some very interesting
edueating imstitutiems; ¢) a chance to look at vision-driven
institutiens representing a variety of ideological stripes.

A cenversation with Walter Ackerman [[if he's available
and interested]] concerning /his preoject/book

about peeple who have “tarted institutioms.

Them, eone 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 inte a reality. led,

and/ex: /

A visit to Pardes and a Ceonversation with its
foundeyr ((or current
directeor)} concerning the
ideal animating it and
its develepmenit.,



ahd/er & chance for Isa Aron to discuss the developmenmt
of the Havurah 8Schesl, which she helped foumd.,

BISCUSSION

bay 5 FROM AIMLESSNESS TO VISION - ON GETTING FROM HERE TO
THERE: PERSPECTIVES ON A PROBLEM

A Qdiecussion that focuses attention on
signifieant debates concerning the way an
institution that seems listless and visionless
@an move ‘towards the development of a
compelling visiom. To whom does the visiom
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 Scheim's
book on organizational culture,, which
highlights the role of a leader in selling and
embedding change in an institutiom; and the
very different viéew of Gffhkekersllikke Héenmy
Levin who believe that visions must arise out
of dialogue and negotiatiom amongst all the
stakeholders. Ifdedllly, wee weill fimd amog
participants in the seminar thoughtful and
articulate spokespersoms for these and other
perspectives. /

(A8 I have mentioned in conversatioms with a
number of youw, while I am personally somewhat
sympathetic to Levin's notiom that
stakeholders need to participate in the
shaping of the vision they will be suppeortingy,
I am troubled by tiHe weays im wiwhdbh hids
approach turns iptio a2 craderumiex mifk vabfesralues-
clarification and negotiatiem. There is a
need, which his model does not address, for
the participante to7do some serious learning
(concerning, for exawple, the kinds of visiems
that a Greenberg,/or a Twersky, or their owm
denominatiom, propeund)) prior to deciding om
their own visiom. I believe that in
developing a model for local commumities, we
need to make provisien for this —- via contenmt
seminars that are formal parts of the
process..]

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



PH

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,
seemed wise to drop it in favor of 1looking, 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.

it

r® I;()'lf :lo

risd lpbf-flfoy (

01,



POSITION

NAME ATTENDING | COMMUNITY
PROFESSIONALVFEDERATION
Executive Ditectior BJE Chaim Botwinick Yes Baltimore
Project Ditectior MJF Ruth Cohen Yes Milwaukee
Chicago Fed. off Jewish John Coleman Yes Chicago
Philzmthropies
? Mark Gurvis Yes Cleveland
? Rick Meyer Yes Milwaukee
? John Ruskay ? NY.
Combined Jew, Philamthropies of | Barry Shrage ? Boston
Boston
PROFESSIONAL/EDUCATOR
Prof. Educaton - HUC Isa Aron Yes LA
? Leslie Brenner ? Cleveland (August
'94)
Head of Educaton - JTS Aryeh Davidson Yes NLY.. (JTS)
7 Devorah Goldstein ? Atlanta (August '94)
Headmistress - Ramaz Upper Beverly Gribetz ? NY.
Sehool
Head off Edueation - Y.U. Robert Hirt Yes NY. (Y. U)
Head offEducation - HUC Sara Lee ? LA
Prineipal - Agnon Day Schoel Ray Levi ? Cleveland
Principal - AJ. Hesehel Sehool Rewana Seharawsky 3 NY.
Prineipal - Beth Tefilloh Zippera Sehorr Yes Baltimere
Community Scheel
LAY LEADER
_éé-ﬁhﬁf of Comm. on Vision & | Jane Gellman Yes Milwawkee
Tmitiatives
? William Sehatten 3 Atlanta
7 Arneld Sidman ? Atk




Q@-Chailr offComm, on Vision & | Louise Stein Yes Miiwaukee
Executive Ditectior - Comm, for Barbara Stein Yes Paim Beach
Jew. Ed. offthe Palm Beaches
Board - CIJE David Teutsch ? Atlanta
QUESTIONS
Botwinick's assistnant ? Baltimore
Steve Chervin 7 Atlanta (August '94)
Judith Ginsberg ? NY. (?)
Caroline Keller 7 Boston
"ha Regozin ? Milwaukee




POSITION NAME ATTENDING | ECOMMUNITY
PROFESSIONAL/FEDERATION
Executive Diiecior BJE Chaim Betwinick Yes Baltimore
Project Dinector MIF Ruth Cohen Yes Milwaukee
Chicago Fed. off Tewish John Coleman Yes Chicage
Philaithiopies
7 Mark Gurvis Yes Cleveland
? Rick Meyer Yes Milwaukee
7 John Ruskay ? MUY
Comibimed Jew. Philmithropies off | Barry Shrage 7 Bostom
Boston
PROFESSKONAIWEDUCATOR
Prof. Educaton - HUC Isa Aron Yes LA
¥ Leslie Brenner ? Cleveland (Augusit
'94)
Head off Educaton - JTS Aryeh Davidson Yes NLY. (JTS)
? Devorah Goldstein 9 Atlanta (August "94)
Headmiistress - Ramaz Upper Beverly Gribetz 7 NY.
Sicthool
Head oftEducation - Y.U. Robert Hirt Yes NY. (Y.UL)
Head of Education - HUC Sara Lee 3 LAy
Principal - Agnon Day School Ray Levi ? Cleveland
Principal - A.J. Heschel School Rewana Scharawsky 7 NY.
Principal - Beth Tefilloh Zippora Schort Yes Baltimoie
Community Schoel
LAY LEADER
Co-Chair of Comm. on Vision & | Jane Gellman Yes Milwaukee
Thitiadives
7 William Sehatten ? Atlanta
vd Arnold Sidman 3 Atlan




‘Co-Chair of Comm, on Vision &

Louise Stein Yes Milwaukee

Initiatives

Executive Director - Comm, for Barbara Stein Yes Palm Beach
Jew. Ed. off the Palm Beaches

Board - CIJE David Teutsch ? Atlanta
QUESTIONS

Botwinick's assistnant 7 Baltimore

Steve Chervin 7 Atlanta (August '94)

Judith Ginsberg ? NY. (?)

Caroline Keller ? Bostomn

Ina Regozin 7 Milwaukee




COMMUNITY ATTENDING | POSITION CATEGORIES
BALTIMORE
Chaim Botwinick Yes Executive Director of BJE Professional/F ederation
Botwinick's assistant | 7
Ziporah Schorr Yes Principal, Orthodox Day School Professional/Educator
ATLANTA
Steve Chervin (as of | 7
August, 1994)
Deborah Goldstein ? Professional/Educator
(as off August, 1994)
William Schatten 7 Lay person Lay Leader
Amold Sidman ? Lay person Lay Leader
David Teutsch 7 Board of CIJE Lay Leader
MILWAUKEE
Ruth Cohen Yes Project Director (MIF) Professional/Federation
and Educator
Jane Gellman Yes Co-Chair of Commission on Vision & Lay Leader
Initiatives
Richard Meyer Yes
Ina Regozin 7
Louise Stein Yes Co-Chair of Commission on Vision & Lay Leader
Initiatives
CHICAGO
John Coleman Yes President Chicago Federation of Jewish | Federation
Philanthropies
NEW YORK
Aryeh Davidson Yes Head of Education at JTS Professional/Educator
(Conservative)
Robert Hirt Yes Vice-President - Yeshiva University Professional/Educator
(Orthodex)
John Ruskay (Conservative)




Judith Ginsberg ? Covenant Foundation
Beverly Gribetz ? Headmistress Ramaz Day School Professional/Educator
(Orthodox?)
Rowana Scharavsky |7 Principal of A.J. Heschel Day School Professional/Educator
CLEVELAND
Leslie Brenner (as of | ? will be in Cleveland Professional/Educator
August 1994)
Mark Gurvis Yes Cleveland Federation
Ray Levi was invited Principal of Agnon Day School Professional/Educator
LOS ANGELES
Isa Aron Yes Prof. of Education - HUC Professional/Educator
(Reform)
Sara Lee 7 Director of School of Education, HUC Professional/Educator
(Reform)
BOSTON
Caroline Keller 7
Barry Shrage ? Combined Jewish Philanthropies of Federation
Boston
PALM BEACH
Barbara Steinberg Yes Executive Director - Commission for Lay Leader

Jewish Education of the Paim Beaches




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
Hovevel 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 vyou to respond as soon as
possible if you have any objectioms, additioms, corrections,
etc. (@erhaps 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 bhis ipput and to ask bhim to share the agenda with the
others..

1. Alan Wwilkh min ltheancabd, call.
2. By will take the protocal.
3. The call will go up te an hour.

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

S, Fhe first order of business should be teo close down the
content issues of the seminar and perhaps leave Danny
Pekarsky the assignment of writing it up and suggesting dates
and timea. In order to prepare for this I have appended here
DanRy's suggested schedule and my letter summarizimg our
¥espense. If Danny has any further documents ready, you
sheuld be getting them by the end of today's personmel
meeting. If he sends ene tomerrow mernimyg, I will be sure teo
get it te yeu immediately.

6. The sesond order of busineaa sheuld be te divide the
respensibilities fer the seminar between us all. As I see
it, beyend setting up the legisties of the semimay = for
whieh Careline and Abby have taken respensibility with Alam
everseeing and me Hhelping = Hmhe e e kinds ef
respensibilities whieh we need te distribute ameng us:

&) TEee reeppemsbility ffer thke PaRtidinamts: This veuwld
inelude dealing with issues sueh as reeruitwent 66%3 %%%Ei%%
a eritieal mass of peeple frem cacd comumiityy % €hHAE wheRn
they go baek, they will be able te tell the geals stery
effeectively)) and Yeamper" system (prief to, during apnd aftelr
the seminar). I weuld assume that theugh ail sf us sheuld Be
available te werk with ihadividisls, WMe — SVEFall
respensibility here weuld naturally be en these whe will have
an ongeing relatienship with %he gaﬁaei@aﬁﬁ and their
@@ﬂ@mﬁ@@c I have appended 1ists 6f participants here as
wer..



B) The responsibility for the program: Once the programis
content and timing has been set up, this could be divided up
by responsibility for each sessiom. 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 mnecessary, etc. Each session could then be discussed and
approved by the staff as a whole or by a mini-team directly
involved with that sessiom. OQur goal could be to have the
conception of each session ready well before the semimar,, so
that we could invest our energies in establishimg "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 rum
the introductory session, or just as a general topic.

Danny Marom



January 9, 1994
Dear Adam and Ellem,

I have read the report on Milwaukee ((@educatomrs)) with very great
imterest. It is a doecument that provides a great deal of material
For thought and for decisiom. My sense is that your work will bhoth
provide the necessary fuel for addressing the persommel issues in
an informed way and set a new standard for looking at persommel for
Jewish education in North America. Thank yow!

I thought it useful to relate to implications more tham to the
imtterpretation of the data, which we did in some way om the basis

of the preliminary findings and on which others may choose to
Faomns..

I read the document with the leadership of Milwaukee in mimd amnd
thought that we should mediate between your analysis and their
policy-making needs. My recommendation would be to use variatieoms
on your last section ((.l19ff."facing the future') to create two
drocuments as follows:

1. A two-tier document consisting of:

&, An executive summary ((uggestion below)) cam cover Iletter
((Rerthaps by Mort Mandel or E.L.Ritz in her capacity as chairpersom
of the evaluations committee?) with most powerfwl highlights +
suggested next steps for Milwaukee + blesgsings and thamks to all
imvelved - including the teachers who participated], the principals
ette..... but the target audience is the leadership.

b. An appendix with seme of the data (your dramatic "11%
gualified" drawing ete...)) plus perhaps the gquestionmaire with
straightforward statistics ~ simple response figures + your whole
report appended.

2. A decument %o be received upon reguest including the data
analysis + Roberta's documemt.

I have doubts as te the usefulness of distributing the latter twe
reports (Weata apalysis + lives of edueators)) widely, but don't wamt
te be suspected 9f censership.

Sinee this is the first report of its kird, and one with great
pessibilities, wWe are urging yeu and Alan teo get appreoval from Mert
Mandel f£for the eptire preoscess as well as fer deeidirg in vhose
name the cover letter gees.

What fellews this letter are suggestiens fer a "cever deocupemk" oF
executive summary that could guide Milwaukee's diseussions to your
paper. If you deeide e use the exeecutive summary seme figures ¥
left out gbvieusly need &s be plugged iR apd the summary requires
editing. T leave reselution of the title-ipflatiem te othews.

What do yeu think?



I 3R sending this simultaneously for comments to Alan and Gail as
well as Mike. Seymowr's remarks are incorporated. I would love for

Steve €6 see this and comment too. {(@Alan could you please forward it
€6 him). The key concerns now are as follows:

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

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

@, 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 ((Ruwth etc...) for comments prior to any further
steps. Face-to-face would be best. This could produce a lot of
input as regards likely responseEs.

If all of this works, assuming no more than mincr 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 upom.. 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 (Moxrt asked for ome) 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:, (thow does one address the subjects of the study?
invite them to presentation/discussiom?). 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 forwardl.
Warm regards to you all,

Annette



= the assighment: to help the cije help the denominations, LC’s, and
edvieatonal institutions within LC's develop or improve upon their
goals, begin the process of moving firom goals to practice, get involved
in a discussion of the educatedjew .

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

strafiegg .

- goals project/ educated Jew project distinction and interrelatiom.

- the movement from formulation of goals to implementation to evaluatiom
and back to formulation is a fluid flewing one rather than a mechanical

or engineered progression which is not based on an interaction with the
realities off the field.

constraints such as the difficulty in creating concensus around geals,
motivating teachers to change their ways in order to try out new goals,

etc. are understood as a given; how we prepose to deal with such constraimts
is the topic off our mettings.

= the disfinction and interrelation between "suilsttotiivegoals™ (eg. study Bible
to achieve an encounter with the transcendant realm) and "instrumental
goals” (eg. increase the number of pest bar-mitzvah students, students
who undergo the Israel experience).

- the need 1o provide instances and examples in explaining the project

- the need to clarify the relationship between the proposed "goals pillet prajject”™ in
which lay leadersfirewn LC's would come to Israelffor a seminar o goals in
education, the educated Jew, ete.

- the division of labour issue is related to the conceptualization of theproject



gies for working with each of the three audiences

2. diternative strategie
discussion and deliberation:

a) denominations (for background, see SWZIDM "preliminary plam™)
b) community as a whole (for background, see Gamoran M.E.F. documens)

¢) educational institutions within the community (for background, see
SHV/DM "first thoughts in wake of a simulation ™)

d) the pilot project

3. summation of alternative strategies in preparation for february dije staff meeting
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FIRST DRAFT OF ASSIGNMENT TO BE COMPLETED PRIOR TO THE SEMINAR
INTRODUCTORY WRITTEN ASSIGNMENT

Our seniinar will focus on something that is both sim&lse and very difficullt: the rature and
development of adequate goals for Jewish educating institutions and how to the approach the
effort to realize these §oals. But goals do not come out of nowhere. Typically, they are rooted
in our very basic beliefs concerning the kinds of Jewish human beings we hope to cultivate via
Jeswish edwcation. The Goals Project assumes that Jewish educating institutioms need to werrk
towards clarﬁym%nfor themselves a dear and compelling conception or visiom of the kind of
Jeswish human being they would like to cultivate. The Goals Project further assumes that the
staptiimg~-point for such efforts is for each of us as individuals to begin clarifying owr owm
personal views on this matter.

Please write out your thoughts on the following questicm;

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 ma%ways to approach answering this question, and you are encouraged to
approacih it im a way iﬂumrﬂml&iﬂle fior g, Bk we anoonrage yaou to approadhiit modt by
listing characteristics but as a novelist migi: that is, paint a portrait of this persom that makes
this person come alive and gives the reader insight into the way Judaism enters imto the persom'’s
life amd emriches that ’s liffe.. Makaﬂiisn}amn,ih\tﬂmﬂdﬂlmﬁmmr&mﬁﬁir@, e
aliwed” for the readier, You mightt dhoese o fiolliomw dis prereon @ tigrpéod Ivweedkiin Hiss hleer
life or use some other device to convey who this person is. You could, for example, offer us a

. glimnypseiirtio tiet prasso©'s diiany ewar e aottdingpetind off tiimes; you co it dbeeritiect

from point of view of his/lner child or spouse -- or whatever. Also, as implicit im the are%_oimg,
please feel free to describe a man or a woman - whichever you'd like. Whatever you dlo, try to
m ik e prothaitt tree o life 2md] aoreisbertt witthvwhiatyjoou el bevee att ik moomee tiintiinee.

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

READING ASSIGNMENT

Enclosed are the initial readings for the semimar, They should be read prior to coming to
the semimar. The readings include a selection from John Dewey's educatiomal writings.d a
selection from Sam Heilman's DEFENDERS OF THE FAITH, and an article describ'mgea seculkar-
Zionist education [the piece Daniel Marom saidbedwesrid get].These readings diesgri
educating institutions which are light-years away from each other but are simillar im 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, Pt thidliing about what these visions are and how they are
refllected in the institutions that are coirimitted fo them. ,

Jjxe

The third essay, by Professor Moshe Greenberg of the Hebrew Umivensity, offers
Professor Greenberg's views on the ideal product of Jewish education. Itis one of sevesal essays
that has been written within the framework of the Mandel Institute's Edueated Jew Projeet. Eaeh
of these articles represents a very different perspective on what Jewish education should be
aiming for, In effect, those writing for fhis project have been asked to offer thelr owm views en
the question we have you to write on,

Professor Greenberg's essay is offered to you msl because it is the last word on any subjeet but
because we will be using it Io exemplify some important points in the sewinar. V%'Hlé

refllecting on his views may be helpful to you in clarifying your owm views on the ideal prodyet
of a Jewish education, we'encourage you to read his essay affer rather than before you g@g&h
the portrait asked for in the written assignment

ap ithdpidpsprakmd
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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

A-972-2-61995%
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. Idon'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 1believe 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. Ibelieve 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 we have gone and what
we’ve accomplished. Iintend 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
will 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. Itis,
however, not enough that we 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 T 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,
we ourselves may need to get clearer about these matters.

dp:ric.-\dp\cfp\p.nuUmr
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CIJE SUMMER SEMINAR ON GOALS, Jerusalem, Israel, July 1994

PROJECTED DAY-BY-DAY SCHEDULE (Internal Draft, including more detail than will 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=fbelow)

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 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 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 favision-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 I&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.

b

3:45-4:00 BREAK A

4-5:15 ANALYZING TWO VISION-DRIVEN INSTITUTIONS (b)

dp:lic.\dp\cfjApnuhirf



In Vhis session, parmiﬁanﬁ will break up ifito new sets of four groups, except that this time one
f of each group will be made up of the Hellman-students and half will be made up of the

secular-Zionist students. Their job will be to teach each other about the ways im whicn "theii”

institukion is vision-driven.

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

$:15-5:30 CLOSURE ON THE DAY, PREPARE FOR THE EVENING ACTIVITY
BREAK (5:30 - 6:45)

DINNER (6:45-7:45)

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

In preparation for the seminar participants have all written up ’jﬁmrlnm" " of the kind of persom
they would like to educate towards, i.e., their own ideas about the ideal product of a Jem

edt;catiolt:. In this session, they will have a chance to speak about these portraits. Hewe's ow it
will work.

a. Tn 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 will stress
tihe following
ground-rule: although participants are encouraged o ask one questions desigmed to clarify the

| 'nature c;f‘fhe portrait, participants are pgf to critique or call into questiom the pextraits that are

\ ! pmesent

b. In the second part of the exergise, the facilitator wall ask members of the group to clarify
» amd/or develop their portraits further via the following kinds of questions: i) how would the
gerson you've described explain fo us the ways in which Judaism enriches or adds nreaning to
is/ner life? How would fthis person answer the "Why be Jewishi?”™ question? 2) How would the
" PerSon you've described explain the place of Israel and/ or Mitzvet, and/er God, and /@xr Torah
in his/ber outlook and way of life?

Note: there is a need o break people into groups and to asgiﬁn facilitators to each. The intemt in
this session is Yo establish a very relaxed, exploratory, thoughtful atmosphere, one that allows
for candor and for uncerfainty. Which of the questions js pursued, and in wirat depth., will
depend on E%%ig' omforsgb e for the facilitator and what seems comfortable to members of
€ach lgroug, session is informed by the assumption that participants need to begin
mquiries about guiding vision by struggling with their own —both alone and togetines. 1t is
also informed by the assumption that tnev need to recognize that the vision of Kexish existemee
that informs the efforts of feevish educators must be one that will be found personall
ningful (on a variefy of levels) by individuals who ¢ enmbody isiom. Hen
importance of asking the question: How would the person described in youy portrait explain
the important role that ludaism plays in his/herHfe

DAY 2 J

AM
9-9:30 Review summary of yesterday's proceedings. 8

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

9:30-10:30 PREPARING FOR GREENBERG (2)

Participants will break inte small text study irougs (ne mere than 4 or § per gre,lég)»erléé b
someone who is a gifted fext teacher. The task is fo study a representative Classiedl Text lg
which some of Greenberg's ideas concerning an edueated Jew are grounded. While
understanding Greenberg is ane of the goals of this sesslon, s¢ is having a genuinely meaningful

sicReRming
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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
1112:15- PREPARING FOR GREENBERG (b)

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 move 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 we 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:it 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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Dear Seymour:

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

1. Goals project seminar: Conference call was productive
despite being poorly planned. Alan was unreachable,, and
himself did not even manage to fully read Danny's documsint..
The critique on Danny Pekarsky's emphasis om lettimg
participants formulate personal visions and on the overly
limear conception of moving from vision to practice followed
complements from Barry and Gail on these aspectss. Danny"s
response to our response was basically to provide a pelite
version of an ultimatum: either his way or somebedy else

reconceptualize the whole thing. We argued these points eut
till they were put on ice and then we moved on to each
specific session. What emerged was really the nomimatiem 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 conceptiom of their sessiomn.
Danny demanded the opening day in which visioem 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 givem half day
for Ramah example. Shmuel wae given the Lichtensteim visit
(Elul was not cancelled out, but was put in secomd place)).
It was decided to apportion some time each day for the
ongoing conversation about what all this meams for CIJE
communities ((I mentioned te Alan that he might want te take
the respensibility fer this, but he thinks it may be more
appropriate for Gail)).

At the end it was agreed that eaeh session leader would
prepare and e€ireulate at decument by the next conferemnce
€all, whieh will be en this Wednesday night at 106:00 PM after
the event at the SEL. Eneclesed please find my latest draft ef

Wo¥k ©eR €his tepie. Besides reconceptualizimng the
Greenberg day, I teek the liberty of suggesting that the half
day on ¢translatien and the Bhalf day ineluding your Ramah
piece beth be part of a whele unit en "elements and aspeet of
WOFking tewards visien based practiee" (ipeluding reports
frem reps of densminatiom, prineipal eof seheeol, ekte. en What
it weuld mean of has meant te develep visien/vision based
practice in their settings). All €his i an attempt o
Feconceptualize the semina¥ frem within (Ehe firsk uRit is
much mere detailed than the secend), at least where we are
FUARiAg the sessiens.

If yeu have time te read and eeffent on these decuments;
please let me knew what yeu think, se that I eap prepare the
final draft sn Tuesday-



2. Greenberyg: I spoke with Greenberg about the geals
geminar . Since they extended the semester to July 14, he
will neot be available for the Monday the 11ith, fer whieh 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 ne
choice..

He asked me about what was being done abeut the
transcripts of his meetings at the SEL. I reported to him
that, following his suggestiom, I had already reedited the
transcripts according to topics, and was preparing a proposal
of how these selections may be inserted into his origimal

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 inte
account all the in between time which they gave. Now If11l
check about the fellows too)).

3. Twersky visits With pour pemission, I weodld llhikee tho @
ahead in setting up the mymmimtmemtts ardlesthreatorss” ssemimass
({mcluding 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 Gl oom ywWourr oowm.

4. Michael Meyer: You will rece=slll thest Méapar caddesd ugs o
get back to him as soon as possible regarding the Harvard
dates. His fax changed his original commitment and said that
Ythe best period for me™ will be between August 10 and 21st
(toeo 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 prejectt.



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 wus
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 vyou in Israel). This ©probably applies to'the whole

N'ZKocAn.dn* introduction to vision. This should be one focus in our our
conference call.

PR/ T/ IPA5 1 1M sgfocl
DAY 1: SECOND SESSIO1 HAT DO VISION-DRIVEN INSTITUTIONS
LOOK LIKE?": Excepting Heilman, all the examples are from @
general education. Jewish examples exist from the world of
yeshivot, 7imist education, and American-Jewish /education.

We thought that we should be h'i ghlighting —>rd7A
—————————————————— YSFrtlhA ——————— =R m— ¢/ W /Tfi

I

DAY 2: FIRST SESSION: PREPARATION FOR GREENBERG: We thought
that this is the framework in which Jewish texts could be

QB4<_studied by the participants. The texts would be those upon
which Greenberg bases his paper. We could do this with our
own staff.

>

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
UIV*~ j~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.

oo

- ted frryhnfgf’



pDA¥ 3: FIRST SESSION: IMPLICATIONS OF GREENBERG FOR BRACTICE
(INCLUDING HOMEWORK ASSIGNMENT FROM NIGHT BEFORE): EBased 6R
priex" experience with educators groups, this seemed te us e
mostlikely be beyond the scepepe amend capacity 6f ou
participants at this stage. On the other hhafd, wee thkbagHkt
that the discussion of implications can and sheuld be
presented straightforwardly for all three conceptions. This

would be a major part of the participamts" understanding of
the alternative conceptioms. *

DAY 3: SESSION TWO AND DAY 4: FROM VISION TO REALITY: The
peint about overemphasizing the Conservative maovement is
critical. it appeared to us to rule out using the Ramah
example. On the other hand, we understood the need to Jjustify
the seminar being in Israel and to inspire through real live T

examples is importamf:.. Though Hartman does inspire, a vi“ir

to his institution will not demonstrate how one movSs from
vision to practice. Instead of Pardes, it may be more r— -
effective to wvisit Rabbi Lichtenstein's Yesfiiva, Rut *rUUM

Calderone's Tlul ((beit midrash for secular and orthodox men*
alTd~wolnerPto study together; Rut is a fellow at the Scheoel
for Educational Leadership), or visit an Orthodox Xibbutz..
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
guestiom: "“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 /'e
undertake goals development, and draft the representatives of
these institutions (@t least one lay, one administratiwe, and
one eduecator) into the local goals seminars which will take
place a few months later (with the prospect of participating
in the eoalition 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
te undertake an effort in this directiom, it would be
necessary to figure out what kind of exercise could enabkle
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)). Alse, we thought that it would be impertant
to <check that the 1ist of participants has a "core group"™
from each community whieh eould undertake this assignmremt.
All these reflect back on what we set out to de in the
earlier sessioms. The participants have te understand enough
about vision to be able to effectively ask/invite ¢their
constituents to join in. That is, they would understand that



institutions in their communities should be be
invited/required to present their geals and that, having
done so, be prepared to evaluate their practice in the 1light
of these goals and reexamine their geals in 1light of ideas
such as those which emerge from conceptions of the educated
Jew..

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

%&huﬁﬂely“

Daniel



Dear Seymour :

Enclosed please ffimd mysusuwamygrenomhthdéhebhagrefof tthe
goals project.The Thss apgmbmtnerds, hsurndemsizaetdt ocd 1t weas to
summarize our ongoing deliberations on this subject,,
particularly at the meeting which we held with Shmuell Wygoda
just leetfome passmower ard st tthe meedting wihidh seehddall d aloohene
Just celfiter tthe tholiday ([ saved thlee |hagee shieedis an wihichh wyou
wrote some of the basic points of your conceptiom at that
meeting)}.. This was to be an intermal summary, writtem as if
you were *to be the audiemnce..

Bs 1 began to undertake this assigmmemt, it became cleanr
te me that our deliberatioms had beemn based onm a larger
theory on tire development and use of goals in educatiem and
that the educated Jew and the goals project were di f ferert, ,
though imterrelated,, entry points into the same discussiom..
At that point, it occurred to me that the summary would be
eglear if it began with the larger picture and moved from
there to the specific theory behind the educated Jew and the
goals project [(imcluding the understanding of how these two
prejects are interrelated);.. This would then provide the
basls fer Shmuel to summarize his understanding of how this
weuld play itself cut in lead communities.

The ehallenge odf thhis summery, azs II saw iit, was to
commit myself teo an undensfeaddingg offthlee langgper tthleeoyy and
then te use the terminclegy of that theory in order to
accurately deseribe the prejeets (I therefore belded "key
werds™ +threughout the doecumemt)).. Though I am sure that there
are missing elements and awkward formulations {(as is my habitt
te devise), I feund this challenge to be very usefwl.

First, it foreed me te begin making explicit what has
been implicit in many ef eur deliberatioms. I felt as if
“his 1is @ mere accurate deseriptioen of the larger conceptiom
than that whieh 1II wxote for you 110 iy First draft of the
epening chapter fex the publication.Fr@rom tihis diocument, one
sheuld have a better understanding of the differemee between
eur conceptien ©of geals and that which reigns in the field.
Seeend,, as T wrote I sensed how the pieces really deo begin te
f£fit together. Finally, I feund it usefwl in elearimg the
path fer a diseussion on how te move from thesry €6 practiee.

I Lahevegigawenthibisdivounent omer t SHwwel and he is
digesting it. Though he finds the first part te be semevwhat
unclear, we are in agreememt abeut +€he issues iavelved iR
moving I:fmon: fdetlhdepyyvobitihe geals project the ilfs practice.
(T have zwwinarizgedaspaccbithese 1bwues on the kst page &f
the summazry).. He is new weorking en the preparatien ef a
decument whieh summarizes our deliberations as they relate o
the praestiecal aspeet of the prejeetk.



1 hope that you find it usefwl in preparatiom for vyour
meetihgs with MagdrtInInevewery casse,llaassumethht itt wiillll
provide & basis Lo Mamake C@omaeitidnas amdthéhebeby fufukeher
Bharpeh ©U¥ wunaerstanding of what we are talking about and

what nheeds te be done ((add another tick for the sweat faeter
barometer)) .

I spoke to Greenberg about May 5th {(As usuall,, Brimker is
hard to reach; s3till working on Mike too). As it turms out,,
that day 1is no good for him. He suggested the Thursday the
vth after 4:30 or Friday the 7th any time. After going over
your <calendar with Suzzamalh, it appears that Friday at 9:00
is a good time. I Buwawdi tyorourmpmproxvhl. By tthe way, didl wow
know that Greenberg's mother died? He told me tthet they Hegpt
it gudiet..

I have enclosed at the end of this transmissiom a copy
of an outstanding though awesome piece of evidence for
Schwab's imguiry imto the sducatiomal use of the substamtiwve
structures of various disciplimes. As I was reading a book
by the Ttalian Jewish chemist,, Primo Lewil,, on his experiemces
im concentration camp,. I noticed that he was,., Iin essengs,
describing how what he had learned from his particular study
of chemistry had helped him surviwe. This was givem as an
example of his counterclaim to the theory of Jean Emenw,  wheo
argued im "The Limits of the Mind™ that being an intellectwsal
put one in a disadvantage in the struggle for surviwal in the
& SnEES..

Pighise sSend warm regards to Felix and Mort. As alwawys. I
e L LRV T




KE OF A GOALS PROJECT SIMULATION

SHMUEL WYGODA/DANIEL MAROM

Affier simulating a discussion between the Milwaukee Jewish Day School (Liberal} and
the MI/CIJE on the basis of the fourth draft of its. "HEBREW/FUDAICA 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::

. The process of defining or redefining goals involves thorough and painstaking
delineation of general aims into operative and evaluable directives (eg, the goal of
commitment to Medinat Yisrael" would have to be refined in terms of what attitudes,
behaviors, and skills are specifically meant by "commitment” and by what aspects of
modern Israel are specifically meant by *Medinat Yisrael.” Whether because of its
demand for institutional integrity and arduous effort work or because of its implicatioms
for the reorganization off everyday life in the school, this process cam 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 questioms, 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 of being implemented by the school's staff (with appropriate in-service
training iff necessary and available)

- can be evaluated.,

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 imvolve inguiry 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 Miilwaukee 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 of specific questioms, clarifications, and differentiations
which are necessary 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 ome of these
iffestyles and to choose one of them for him/herself). When such a statement is
available, it may provide a less threatening basis for the goals defining process tham
when thefe is no statement at all. In cases in which even this kind of mission statement
i 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 t@
undergo such a process. Since the process can be threatemimg, 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, ome
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 im its conception. Furthermore, we have no idea of 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 of the MI-CIJE would be well invested, at least at first,
e an imlensive goals defining undertaking with one or two schools in each lead
sommunity The advantage of this approach is that the MI-CIJE could choose to werk
with schoels whese desire to enter into a goals defining process is assured from the
outset. In addition, it would be pessible to consider recruiting those schoels into the
piocess which, when seen entering the process, would provide an incentive for other
sehosls te do the same. Yet snother advantage is that the smaller undertaking could
previde the MI-CIJE with valuable experience in preparation for the larger gealls
projest in and across lead communities (this could possibly make the smaller
undertaking appropriate for the pilet projeet stage).

$. Linked to the issue of initiating the goals defining proeess is that of the spewific
players which weuld have to be invelved. As was stated above, being invelved in the
precess ean be an important fagtor in empewering and energizing players for the
iplementation proeess. This weuld legieally lead te the eonelusion that it weuld be
immortant to include as broad a base as pessible in the process. On the other hand,
besides the great burden that a broad base plaees on efficieney, the seurces of antherity
il the decision making proeess and the internal pelities will be diffsrent in eaeh seherll
This could obvieusly have great impaet on the question of whe it would be necessdiy
advisable, or optional to include n the geals defining proeess. One possibility of
dealing with this issue weuld be te werk with a commitiee of representatives of each of
the censtituents in & sehoel (lay; administrative, pre, parents, ete.) i produeing draft
formulations of geals and then with each respresentative and his/her eopstituent in



suggesting emendatioms. This could also work the other way around - firsi goals
formulations could be done with each of the constitutents 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.

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 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 denominatiomal 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 educatiomal 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-CIJE has enough staff available to work with all of the 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 attentiom. Paossibilities range from long term, on-site, "hands-omn” 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,



66. 1mordiertoo proseed], wiee suggest it Had tthiss dbeument e discrssed] witth A8 andi S in
pregaratiom fartHee disonsssamaf e goed s projpet tat tthee coming CIIE semifvans.



HEBREW/JUDAICA MISSION STATEMENT Draft #4: 3/9/93

The mission of MJDS is to prepare -gx—aduot¥r 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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PROGRAM GOALS draft #3: 3/9/93

Graduates of MJIDS will have attained the following goals:

-~
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knowledge and understanding of the full range of Jewish beliefs and observarcss.,

knowledge of and familiarity with Jewish sources.

. understanding of the development of Jewish traditiom..

. knowledge of Jewish history.

the area of Jewish skills:

theeainiillithy to symesk , nesall, wiitee aaddundeérssaadd thiee Hédoeew 1 hnnmarpe..
thkeabiilliithy to qeartiidpade im aarll lkedd syyzapomes Wworsstito (teEiilhy..
thie ahillliithy to peattidpedee iin aand 1bkadd Nomee amdd hod iddey celebrastlions .

thlee aiFiilliitty to sthdly Ferbdh ssoucess indereec@®ent Ty .

the area of Jewish attitudes:

commitment te gemilut chasadiina (@cts of loving kindness)).
commitment te Klal Yisrael (Jewish commowitsy) ..
commitiment to Medinat Yisrael (fthe modern State ef Israel)).

positive feelings abeut Jewish life, celebratiom, and learning.
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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 conferemce. As I said Danny P is coming
in next week so we should have more ideas on the next steps
after that.

Barry



A PRELIMINARY PLAN FOR THE INITIATION OF THE GOALS PROJECT

The following is a summary of a deliberation between Shmuel Wygoda and Damiel Marem
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 educatiomal institutions in lead commumities 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 CIJE 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 attaimment, or in
suggesting evaluation tests in order to determine whether or not these desired outcormes
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 assistanee with geals.



On the other hand, the EIJE has related this forseen demand to each of the traiming
nsitations (mdividually and as a group) and has urged them to be prepared for its arriwall.
Furthermers, each of the (raining institutions has done some prior work im formulating
goals for eurrieula which they have published for their constituents.

. The Mandel Institute has undertaken research and development in the arez of tihe gouils
off Jewish education, particularly in the context of its "Educated Jew" project. This project
flocuses on the development and formulation of goals on the basis of philosophical
approaches to Jewish education. Besides the Institute's staff, a group of scholars amdl
edmocators have been dealing with these issues in the context of this project for over two

years, The project and those who worked on it may be a resource for dhe traimimg
imstitutions as-they reconsider their goals.

7. In addition to iits regular staff, the CIJE has recruited Professor Damny Pekardky im
order to work on the goals project. Also, the CIJE's monitorimg, evaluatiom & feedback
team, headed by Professor Adam Gamoram, will have a role in owerswing the
implementation of this project.

b) aspects and issues in the development of a plan for the imitiatiom of the swuils
project;

I. It would be impractical to begin discussing the goals project with educatiom:l
imstitutions in lead communities before a reasonable amount of work had been dome im
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 rased by the
demand for goals among the institutions of Jewish education in lead commurritites. The first
efffiort should be with the training institutioms,

2.  Theugh the training institutions have acknowledged their readiness to play a role in
the geals project im lead communities, we do not know the extemt to wihich they
understand the nature and scope of this assignment. Since, in some cases, the tramimg
imstitutions have goals statements in their published curricula, they may think tat it willl be
sufficient to simply "eut and paste" these statements into one single documenit. This may
the a useful starting point for the goals project, especially since it would be a pesitive step
florward.

The question which we asked ourselves, however, was wihether or mot it would be
important for the training institutions to consider, before or as they formulate this “eut and
paste” document, some of the issues related to the use of sueh a deewnrmt in lead
communities: how weould they explain and justify the geals staiements to PRODIR WO
i educational institutions in lead eommunities? hew would they respord if asked ©
provide programs, materials, and fraining appropriate for the implementation of these
goals? hew would they assist in evaluating the extent to which the said genlis had indeed
been achieved (so that sehools ean be aeeountable by lead eommunity lay leadw



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

The alternative would be to dedicate a first seminar exclusively to the clarification of

the goals project assignment. This seminar would introduce aspects and issues relating to
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.
sylllalbus), can be understood and acted upon by practitioners, and facilitate accoumtahility

by providing testable markers for attainment; this presentation could be made by Professor
Fox.

b) work with local constituents in setting up a mechanism ffor the implementatiom of
suggested goals - i.e. send representatives whe 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 institutioms te 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 relatiomship 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 Miarshall
Smith (whose article on systemic school reform deals precisely with these issues) and/or a
representative of Ted Sizer's coalition of essential schools (which has much experience in
working with schools all over the U.S. in reorgamizing their programs aroumd 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 Gamoram),
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 traiming institutioms
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 geals 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 "eut and paste” omes). This
would be so that each of the training institutions could learn from each others experienee



and reexamine their own goals in the light of alternatives. Following this presentatiom, we
thought i would be appropriate to introduce representatives from the lead communities
who would diseuss the subject of goals development in local schools from their
perspective (these representatives would participate in this session alone). Fimally, the last
part off 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 introductiom 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 positiom where they
actually must' deliver (see, however, two paragraphs below as to how this informatiom
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 comumunities) amd
to create as wide as possible a basis for deliberation within the traiming institutioms. Omn the
other hand, it could be that the message might get across more clearly and honestly im a
small group of representatives from the training institutions at the highest lewel.

Finally, we thought that it would be important as preparation for these seminars (amd
indeed for the whole project) for background research and deliberatiom to be done om
issues of formulating and using goals in Jewish education and to lead communities im
particular. This could be done by the seminar participants not from the traimimg
imstitutions. As for research on goals issues specific to Jewish educatiom, this could be
undertaken by the staff of the Mandel Instititue (use - Shmuel Wygoda [including the
experience amassed in the syllabus project], fommuibotion - Damel Marom). As for
research on goals issues related to lead communities, this could be undertzken by CIIE
staff, especially a representative from the monitoring, evaluation & feedback teamn. This
researeh weuld inform the seminar through the participation of these pecplie.

3.  An impomant clement 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 CIUE
(perhaps Danny Pekarsky - excluding perhaps for Orthodex) wowld visit the treiming
mnstigutions from time to time in order to be updated as to the progiession of the genlls
formulation process and to make appropriate suggestions. The rele here would be @
ensure, as best as possible, that the training instititutions are "o tradk" in waderiaking e
assignment off preparing to take a role in lead communities. This would help both sides be



better prepared for continuing seminars in which specific aspeets and issues relating te
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'Meserah peeple (whese
constituency in Baltimore is large).

5. It is important to consider the question of 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 of the conceptions and findings which emerged from this project.



GOALS PROJECT TIMELINE
STAGE ONE

IMMEDIATIE:

ARRANGE FOR MANNY [PEKVRRSKY THRIP 110 TSRELL

ANNOUNCE SEMINAR TO HIRT., DAVIDSON/HOLTZ/MBRAMSON . LEE
CONSULT WIiTH HIRT, DAVID%@WHOLTZéABRAMS N, LEE ABOUT
DATES,. PLACE AND PARTICIPANTS IN FIRST SEMINAR

SHOBRE PORTIOPRATDON 0DF ALL IRVRTIOPRANSS TNN SEEM NMAR
INCLUDING GUEST LECTURERS

WAICE [LAOGESITIIOAL AFRRWNGEANBNTS FER SEMINAR

CONSIDER POSSIBLE PILOT ACTIVITIES FOR LEAD COMMUNITIES

Shon B Lofo

DECEMBIER::

7. COMSTWIT Wi ITH DVANNY FEKKARREK Y OON TTHE GRAARS PRRJOECT
8.. DEFEEDOP PRROGERAM FORR SEAMAMAR (feee bma&kevoudd ddooumen) )
9. SEAMD BRAGRKERONND MMAERRAAES TOO SEEMENAR PRRATTCPRANT S
10.. ARRRARGE FORR FALODT MCTVNTTEES FOBR LIERAD COMMMNMTTLES

JANUARY::

11.. PREPARE MI STAFF FOR SEMINAR PARTICIPATIOW
((imcludes research on varigus curricular goals
roduced by the denominatioms)
12.. PREPARE CIJE STAFF FOR SEMINAR PARTICIPATIOW
13.. PREPARE GUEST LECTURERS FOR PARTICIPATIOW
14.. PREPARE FOR PILOT ACTIVITIES FOR LEAD COMMUNITIIES

FEBRUARYY::

14, “CAMPER SYSTEM" MEETINGS IMMEDIATELY PRIQOR TQ SEMINAR

15.. CHECK CDREEREOKEER RAGMNGT ARONG TRAGEL T TR0, Eq@,  ETC.
16.. LAST PREPARATIONS BEFORE SEMINAR

17.. IMPLEMENT SEMINAR

18.. MI STAFF MEETING IN ORDER TO EVALUATE SEMINAR

19.. CIJE STAFF MEETING IN ORDER TOQ EVALUATE SEMINAR

20., "CAMPER SYSTEW" MEETINGS AFTER SEMINAR

MARCH = JUNE

21.. ONGOING MONITORING OF GOALS ASSIGNMENT
22.. PLANNING OF ISRAEL SEMINAR

23.. IMPLEMENTATION OF PILOT ACTIVITIES FOR LEAD COMMUNITIIES
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THE THEORY OF THE GOALS PROJECT

//// 1. THE GOALS PROJECT is based on a specific understamdi of

the way educatiom camn work effectiwelly. Accordimg to thi
understandimy,, educatiom should raw  upom profoun

congepTions of humam and societall excellemce deeply embedded
withim a culture.

~ This is not to suggest that these ceomgepwzons become the
subject matter which should be taught in the classromm. It is
the understanding which is provided by these concepttiomns
which 1is necessary fdor edduadtioommall undedérkdngsgs. Theese
conceptioms should provide answers to questioms such as “im
what way do humams le@ar®", "Wt i5s thee nadiuree odf thiee
understandimg  which _ thie b@amniimge xpexpentenceingimLo to

enerate?"” and "how willl those who have successfully learmed

ehave towards others in their society™. These, in turm,
would become primegpiEs by which educatnarell programs could
be planned, implemented and evaluwatted.

Ananahadpgyf rofiromthethefieflie1dof of  pywedtormrelyssiis mey bee
usefull.. A psycgoanaﬂyst does not discuss %rew@"& theory of

Eergonalit¥ in the midst of a sessiom with his patiemt, but
e pneeds To be thoroughly proficiemt with this theory im
order to be able to0 provide  therapy.  With educaliian,

however, tHe swope oof thhils guiimy 185 verny  Boadl. 1hss
pract?@e reiintes  ad sp ot onlly odf three stludemt, buit ooff
many other elememts such as the subject mattem, the teacher,
and” the miliew in which learning takes place.

The process @ﬁdr@wawgn@goegmhebes@omoapepmm@ninVu&méwes
thorough  and long-winde eliberation and discowrse. It
requires a negotiatiom betweem those who have great
familiarity with and deeg understanding of the concepazois of
human and societall excellemce and those who are aware of the
pature and scope of priNeIpLES necessary for educatiiarell
pgaetﬁ@@a Together, they would worktbtowadis ~a  reformulatiom
0

the  comceptions inn tdemgs whhibh cam quiide edlucational
planming.

[f, for example,, & concervzon claimg that an excellenmt
society is one wnich allows for a pluralism of viewpoimtis
within its definitiom of unity, an educator may ask "what
would be the attitudes which this conceptiom would see as
%@mng,neces ary for individuals in such a_society im order

6F it to funttiom properly”" The questiom clearly seeks to
explicate the ecowcepwzon from a sympathetic point of view.
Yg , pehind it lay a concerm” for what is pertimemt to
educatiom., Onee the econceprzon delineates the necessary
attitudes -~ for example, that one must be able to empathize
with conflicting viewpoimts as one considers one"s owm - the

educator has a gquideline which cam help himMconsider what and
how to teach.
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What characterizes a principie for educatiom is that it
provides knowled%e both in terms of desired motifs and valuss
and in terms of the desired response from the learmer. Each
of'these aspects will be defined om differemt levels. Desired
motifs and values may be formulated im terms off ooedss
relation to oneself, to others, to societty,. to God, edttc. amdd
desired responses may be formulated in terms of cogmiitthiomn ,
emotiom, actiom, both short and long temm, etc. Im order to
move from a generall concepvion Bo a usable set of PRINCIPIES
for educatiem, these varyimg levels have to be comsiderad,
One'wag of doing this would be to create a grid - a series of
desired motifs and values would appear om ome axis amdl the
various levels of desired learner respomses wowld appear om
the other. Brineipies would them be delimeated adt eealh
meeting point betweem the two grids (see example of Meltton
Faculty Seminar grid - appendix #1))..

This, however, would only be the first stage of "drawimgy
upon™ the econceERtiens. In order to be able to quide
practice, prINcipLes need to be "translated™ inte edycattioored]
goaus, If, for exam%QQH the prisespie is that the learmer's
capacity to empathize with conflictimg viewpoimis 1is
necessary for good citizenship in a pluralist society, them
the task _of "educators would them be to formwlate this into
educatiomall eears such as:

- history willl be understoeod by studemtts im_ terms of am

unfelding and open-ended dramm; rather tham viewimy the past

with  hindsight they  willl experiemce  the = limited

foreknowledge of the various protagomists im each situwattfian

g@% learn to respect their differem@ respomses to similar
ilemmas;

student gafticip@tﬁ@m in classroom discussiam om current

éV@gtS houl %sﬁ@r te their capac?ty to defemd posittiaones
With wAieh ey do Aot agree and/er to chamge positions im
the middle of a debate.

. hege eeﬂLsu§tét@m%ﬁﬁ% ar@,@tt@g@&& to embody PRINCEALES
1A § anguage whiech 1s ugserwll ip_ educattiomdl comtextis. Ome
ou % ifia ﬁ% the ESVQ1©Bm@ht of a_grid here as welll.. The
ir6t pripciples woule be set up along ohe _axis and the
yarieus i @ﬁt matter areas @@%- Bible, Talmud,, Hebrew
language a {terature, Jewish history. Jewish thougttt,
@t@:% WO he §%t up’ along th% gth@r (for am example, see
appendix . FEOMm Rere, 6Re Eould derive a first theorsficed]
picture o6f an edueationall strategy or approadth.
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@ yever, im and of themselves, goals statememts wiilll nott
be su 1@&@&& to guide practice. This invelves a_thind stage
in whieh educational coaLs wowld be “tramslated” info
specific OBJECTIVES and PROGRAMS.

The movement from SDBLé to specific ﬁﬁ@&ﬂ@ﬂﬁ amdl
QBJECTIVES 15 complex. n a macrocosmic lewdl it imvellwes
the developmemt of a larger syLLaBUS which orgamizes the swum
total of suybject matter to be learmed im am educationd]
imstitution in terms of the goals to which it has commitited
itself. Once ¢oais are formulated and rambed], edwcators
would attempt to "translate™ them inte a program of studhy
which specifies which subject matfer areas amdl which topics
within each subject matter area wowld be learmed by stwdeer
from thehe time they in  stwudying wmtil their graduation
(grade 1, quadée 2, etc.; for examples, see appendix #3}. In
essence, by examining both the developmemnt of study witHim
eachsubsabject matter area amd the nelative weight and
imterrelation of the variows subject matter aress witmnim eadh
year,, oneneshboauld bee abike tbo see how edwcators 1imtend to
achieve their eears in practice.

. _Kee in% with the above examples of soals, ome cowld
imagine that the history component of the syidssls wowld
broken down along the lines of a series of dillemmes. For the
period of the Second Temﬁﬂe it could be the dilemms of
whether or not the Judeams should revolt agaimst the Romars,
and for the modernm period it could the dilemma of whetlher to
stay in Eastern Europe or immigrate to America or Israd! im
the” period preceeding the second world war. Amdl if the stwdly
of these dilemmas was apportiomed relatively less leammimg
time than discussioms om current evemts, one could learm from
this that the educatiomell planners thought that the secord
coat was more likely to achieve the primcirie tham the first
(i,e. that discussion of current evenmits im which students are
asked to defend positioms with which they do mot agree willl
b? more effective in developimg the capacitty to empatihize
with coenflieting viewpoimts tham learnimg history as a
responses to & series of dilemas)).

On & microcosmic level, the movememt from aonls to
pProGRAMs a8 emjscyives 18 highly explicit.  Here th
QQUQQti@m%H planner suggests mwears of achievimy the said
T YN (i R s e

F 7 S
Within tﬁig §TQFy and the §9@%iﬁﬁ@ verses which need to be
studied ig ?fd@r to foecus uponm them)..  This would inwolwe a
complex ? iberative process  im _ which considemrsmttiicrss
concerning issues such &s the patwre of the subject matteay,
the psychology of the studemt, the professiurd] lewsd] of the
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teacher, and the specific conditioms im which the learmimg
experience takes place are takem into accountt.

. _Keeping again with the above example of &ears, one could!
imagine a program for the teaChBM? of Secomd Temple histor
which would suggest Jjust how the dilemma of whether or ng
the Judeans Should revolt agaimst the Romams should be
resented so that the student willl come out feelimg -empathy

or the variouws positioms. For example, it cowld provide the
teacher wit:

a) = specific osgeevives for teachimg texts which represent
each of the positioms in a wa{ which willll lead to empathy
(eg. the student willl understand that Josephus'' positiom was
that the revolutiom would be useless becawse he had faith
that the Romans would be more toleramt of the Judbsarss'
religious senstivities);

b)  the texts which represent each of the positioms im a
format which is reproduceable for studemts - and the textlhook
discussioms which enable agproprnat@ backgroumdl understamdiimyg
geg~,War of the Jews,, book 5, chapter 9; Encyclopedia
vaaica, volume 10, pages 1150-L1%%);.

¢) . a series of suggestgd“ interpretive excercises or
experiences which could be utilized bﬁ the teacher im order
to achieve the said osjecvives through the study of the
specific  texts and/or texthooks (eg. a mock trial of
Josephus) ;

dz a series of suggested evaLwamawe veewnaaues Dby wiich
t eacher can determine whether or not the studemts hawe
indeed empathized with each of the positioms (eg.,assess a
student's assessment of a non-empathetic positiem om
Josephus));;

Altogether, these would represent one attempt to formulate
goals  in_ terms which are immediately operative im am
educatiomall settimg.
Optimally, the movement from seoars tQ PprRoGRaMS and
qaagcrgvgs w%ulé %@ summarized im the form of an extemded or
"aanotated" syeLamus, Ea%h topic and sub-topic would be
accompanied By a 1ist of specific essecmaves and prosrams.
$§@@ various examples from the syllabws project in appemdix
An_ apnotated sviissys Which covers alll the yeanrs of

§tuay would be a basie working document for ar educattiiored]
institutson
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A significant investment of energy and resowrces intm
the IB&EHIH% of educators would be necessary in order to
hmglgm@m he plan set out by such a document. Evem if we
as Uﬁ@ that educators ildentify with the deeper concepTaoN amd
which s %ndg behind this document (this assumptiom has beem
made all alopg s3since the educators willll be menmbers of the
culture from which the origimall coNcEPTFION was chosenfl im
some cases,, however, there could be a need to emsure
concensus trom the outsef)),, it would be necessary for them to
have some level of faith in and understamdimg of the
BRINCIPiIES and goais which gquide its oB9EcTIvES and PROGRAMS
in order for them to undertake the implementatiom process..

It is one thing to be givem a proGRAM_om the dilemma of
whether or not the Judeams should have rebelled against the
Romans., It is quite apother to be told te implement it im a
wa} which arouses emgathﬁ for conflictimg positiars. Evem if
all the emgeerives in the program are desigmed to facilitate
the achievement of larger esweavionai goals, the actus!
moment of teaching willl demand more tham the obediemce of a

robot. In essence, in  order to achieve  optiimed]
effectiveness,, educators would need to be trained to be
"applicators" rather tham simpl "doers.." This  wowld

mostlikely involve a continuows rather tham a "one-time™ form
0f TRAINING.

"Similarly, the concerm for effectiiveness  wowld
necessitate  the involvememt of evaluazzoNn fm_ the
implementation rocess from the outset. The role of
evaluators would be twofold.. One the ome hamd they wowld
moniter the implementatiom process by constamtly seeimg te it
that ppaeticee aims tho waryy oulf Hhe oB3ECEIVES amd GGALS
whichif tis sdeieidingrbed o adhikees. Is thee thmadleer rn@mg@&tn%g
the c¢lassroom diisygossbon in @ way wiich leads students fo
empathize with E@Sitﬁ@mS with which they do not agree or is
s/ne himself taking sides?

On the ether hand, the evaluators' role is criticall eyem
when practice 1§ carried out ap r@%rm@t%ﬂw“ They wouwld stilill
have To determine whether or not the desired sosis were belmg
achieved through the implementatiom process. Perhaps the
teaching of history as alternative respomses to dilemmas does
net  emiasace toke leegneerss capacity to empathize with
positions with which he does not agree? Im such cases, he may
discover either that the Goais demamd a differemt sett of
eBiecvives and programs (eg. a differemt versiom of how to
teach the dilemma of whether or not to revolt against the
Romans), or that the eoarLs themselwes Nare unfeasible or
misconceived (eg. one cannot rid oneself of hindsight im the
study of history, therefore it is impossible to empathize
with those who chose to stay in Eurepe before the holoraust).
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In_erder to undertake this kind of Evairuaview, however,
the evaluators must be aware of the priINcIFies from which the
goals have been translated. If goaLs cam be deemed to be
unfeasible, they must be able to determime if the problem lay
on the level "of translating the priscipies into soaLs
{teaching history through dllemmas does not lead to the
development of empathy_ for positioms with which one does not
agree)),, or whether it lay in the princapiss themselwes (it 1s
not appropriate to expect that one cam empathize with a
positiom with which one does not agree).. Im either of theses
cases,, there would be a need to try to make the whole process
more efficient by vreformulatiom of the origimall comc&PTaon
and/or primcipiLE and thenm "retranslatiom™ of these to the
levell of esjecvives and PROGRAMS.

It is precisely this kind of evarwagaon which cam
provide educators with an ogportwmjty to be accountable for
practice, to determine whether or not. the% are  belimg
effective, whether or not the¥ are cboosnm? the appropriate
means  for their aims, Yet this kind of evaluation is
contingent wpon the clear formulatiom of the s&oais of
education ((i.e. they reflect _primezprEs derived from
conNegpTions of humam and societall excellence embedded withim
a,culturequ and upom a systematic attempt to carry them out

({.e. goals are translated into appropriate esgecgives and
PROGRAMS ) .. .

Zg The Mandell Institute has launched a project dedicated to
the development oflewish educatigmell systems om the basis of
the above definitiom of education. This project willl be
available as a resource for THE GOALS PROJECIH..

Initiall research undertakem by the Mamdiell Institute
revealed a lack of development in the area of &oals for
Jewish educatiem.,  Despite the fact that Jewish religiom and
culture is flourishing with conceprzons of humam and societtl)
excelienee, few reall attempts have been‘'made to "translate™
these to pricipLes and soaLs for Jewish educatiam.

Henece, over the last twe years, the project has involwed
deliberation amohg scholars and educators im am attempt to
evelop three alterpative approaches totthe seals of Jewish

education. These are based on three Jewish ecencepaaans of
humah and societal] excellemes: am orthodox coNcEPTION
presented by Professor Isadore Twersky, a classicdl
cOnservative” coNeEPTION, pre%@mt d by Professor Moshe

eu

Greenbery, and & Zi@@i§£=§@ arist conNeep¥ion, presented by
Professor Menachem Brinker.
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These scholar§ were asked to answer the gquestiamn, "whal
would be the values, attitwdes, knowledge and  other
@ tributes whlch you would see as characterizimy a graduamte

a successfull Jewish educatiom based om your comcEpTiond”
Hn short, describe gowr versiom of "the educated Jew" (this
became the name of the project).. Through deliberatiom witth
educators,, an attempt was mad@ to arrive at a set of
educatiomall priNeipies for each presentatijon. Havimg dome
this,, educators them attempted o translate each of these

sets of PBrRINEIpPLES 1into statememts of esoals for Jewish
educatiom..

One of the outcomes of this undertakimg willll b@ a
publicatiom {forthcoming in the next few monithy).
addition to the three statements om "the educated Jew" am@
their "translatiom™ into statememts of soa1s for Jewnsh
educatiom, the publicatiom willl include a chapter whigh
discusses the definitiom of educatiom described abowe amd the
rationale which lays behind its claim to greater
effectiveness.. As well,, it willl include a series of related
discussions deallmg with “"minimsll goals for alll systtemns @E
Jewish  educatiom" (generated by a paper deliwvered
Professor Michaell Rosemak)) and “"the debate om the edw@a
person over the last three decades and its implicatioms for
the discussiom on the educated Jew™ (by Professor Isradl
Scheffl@rh based on his research at the Harvard Wmnwer$huw
?hil@@@g of __Educatiom Research Centem). Finallly,

ublieation will  inelude a bibliography  of wrnunmms
§ugg@§tiﬁg PRINEIPLES OF coals for Jewish educattiom.,

Aneth@r outc@m@ of this undertakimy willl be that it willl
proevig ?ppgftumh y t@ learnm about now .others, couwld gqo
@ut éV@ @pnn@ ?@ﬂL% @r Jewish educatiom. To be sure, the

statement % coals Tor Jewish educafiom which wenre
éVé 6pe iﬁ , 4% project willl be the basis for exp@mmmmnﬁ$
iT@ efentat h%m ﬁ@W@W@ﬁ» gipce the Ef@)@@& is dedicated to
d@Vé Q@iﬁ% the knowledge and the conditions which willl emalble
sygtems of Jewish educatiom all over the: world to dewelap
B8iF  OWR eeaLs, BABFYYy Has beem ijpvested im order to
oFmulate a genefal §ta efient on methods and procedurss
i@V@iVéd in the development of eears for educattlion.

THE G@ALS @R@JECT i§ ah attempt %@ éEB]% the definition of
gu@ati@m éﬁéﬁ} above ( 981 nt #1) he field of Jewizh
edyeation, speeifieally in lea @@mmwmh&h@% in North Ameniies.

In. mest  Jewish @du@@&h iﬁ@it@&h@m$ in  these
COMMURT LIRS, EE@@%#@% 18 ﬁ?& bas m am §% matic att@mww
£6 implement €learly formi amerd] Iastytute

G@ALa
BF evelopiemt of a SWLLﬂBHS

eéxperiepee With _a prejee
: % J@W#%h @éu@@ta@m has fé%%@ﬂ%@ th@& st

for Systems 6
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é§ﬁ scheels d@ even not have comprehensiwve syiismy which
Ui their work Ko annotated or otherwise., Practice i
gtermined either the talents of individual teaChens
whose training = 1 they have had ang ~ is unrelated to the
implementation of the PROGRAMS wh]ch they teadh) or by the
a

ailablity of textbooks and ofther @ﬁhﬂﬁi Iogaa |
u%mmespect¥ve of those who use them).. e

Ideally, lead communities would be defimed as places im
which all Jewish educatiomall institutioms were involwed im
the thorough development and systematic implememtaftion of
their geaws. At the same time, excitement over hawingll beem
chosen as lead communities nas led to a growimg expectattiion
for immediate actiom leading tw mooee effffadtinee  Jasdh
educatiom., Lay leaders who nave hitherto beem wary of
enterimg into the domaim of Jewish educatiom - precisely
because of this unsystematic muode of operatlion — are NOw

layimg a centrall role in the Deald commuonftess proggect,
ence,, Tr1mary concerm of theirs is for a mimimml lev&ll of
accountability on the part of the practitiomers of Jewigh
education 1in the commumities. s tteay seee fitt, ethicedtioond!
institutions in lead communities must be 1mmednaﬁeﬂy defnmeﬁ
a mode of operatiom which involwes Dbasic ammmn%
implementation and evaluatiom - ij.e: thegy msst weakk i
GOALS..

This demand for immeedatee work withh coabs presmnts aa
pro bl@m for those who would see effectivemess as am outcome
of t orm of educatiom described abowe.. In essemaz, it is
as % educators to woodk wilthh corels awﬁioaﬂ££aiﬂﬁﬁsthKﬂh
thow they may be operative, are nodt basssdl om bmmqwmumﬂ@d
deliberative processes (moving from eencepTzons of humam and
societall excellence to primerpPies Tor educatiom and from

these to s&eaws) which lend such work the promise of
effectiveness.

Problematic as this may be in terms of the totall picture
pfesent@d abgv@h the expectatiom here is so great that it
would % % most 1mpossmhﬂ@ to circumvemd thﬂS dem@m@ om the

part o ay leaders without losing their p%@rt ama
enthwsma%m It would also be dangerous to ask them o dela

immediate actien in flawour of @ dreen owtt phlillosephica
Process.

As a vresult, THE GOALS PROJECT would have to be
implemente@ on a number of levels at the same time. The first
levell {s related to the lay leaders" demamd for immediate
actionm in the developmemt of a m@d@ of educatiom based om
eoaLs. The aim here would be te bring practitiomers to the

point at which they become in search of the sears for their
institutions.
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. .In many eases, practitiemers willl claim that their
%E%tltuiﬂéﬂﬁu missiom or visiom statements are statements off

€1F GOAL3. Kempimyg withh tifee deffimitidon off Heaks giean
abeve, this would ot be sufficiemt. What would have to be
conveyed 1is that:

goaLs must be formulated in terms which %uid@ everyday

oractice (eg. in terms of the aims of teachimg a specific
gubject maétgr area); 9 p L

- goaLs must be brokem down inteo a plam of actiom (eg. a
SYLLABUS) ;

- ¢oais must be translated into specific essecTaves and

pRograms for each activity which is implemented im the
instiatutiom;

- practice must be evaluated in light of the institwtieoms
GOALS..

oIt is _ forseem that in_ most cases,, educatiiorsdl
institutions in_ lead communities willl realize that they do
not have a clear sense of their goals and_that,, since the
majority of them are denominatiomal,, they would turm to their
centrall offices for guidamge. The natiemell CIJE has forwamrmed
the training institutioms of the variows denomimations of
this probable developmemt.. In order to facilitate am
effective _consultatiom betweem these centrall agencies and
their locall affiliates 1in lead commumities,, it would be
suggested that they make an _effort to summarize the &osls
which they have seem as appropriate for their constittwernciiess.

This would most probably invelwe the extractiom of soaLs
statements which cam be found in some_ of these agemcriess’
published curriculla.  There could alse be a need for some
reformulatiom and ranking of these s&ears (and perhaps the
development of new 6eairs in specific area$R" It wowld also be
reasonable to assume that in order to act upom these &oaLs
local institutioms in lead communities willl be im need off
appropriate 1in-service vrazniag seminars and correspomdimg d
e8JEE¥Ives and proerams from the denomimatiiomea] traimimy
institutions..

The involvement of the natiomsll agencies wouwld not
reduce the need for a great investmemt of emer%% amd
resources on the locall evell im ordefl to meet the la
leaders" demand for work based om sears. = The development o
syenasi, for example, would have to take inte accoumt lowall
conditioms,, g?FSOMMQﬂ, etec., It would be necessary for the
CIJE, both natiomall and locall, to create the conditioms which
will make this work possible (eg. create speciiall forums for
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lg@@ﬂ educators to invest extra-time im plammimyg, traimimy.
ete. ; bfiﬂ? in outside consultamts, sg]ﬂa us  expertts,,  and
trainers 1in appropriate subject matter areas, etc.).. Im
additiom, by arranging locall community-wide conferemces for
educators who are dealing with similar issues Im sosLs
developmemﬁq the CIJE would be enablimg them to learm from
each other's experiences ({this 1is ~another example of how
community-wide processes can <create a greater inputt imto
Jewish educatiom; alse, the Mamdell Institutte"s research om
common minimall gears for Jewish educatiom could be usefl]l att
such a conferemce)).. Similarly. it would be necessary for the
CIJE's monitorimg,. evaluatiom™ & feedback team to consider its
role in facilitatimg the evarwazzon of practice im the locall
educatiomall institutloms in terms of thelr sears.

.. A second level of THE GOALS PROJECT woullll be undertakem
while this first levell would be implememttad.. This lewsll 13
related to the concerm for the develgpment of &osus om the
basis of thorough and long-winded deliberattiom (movimg frem
concepvions 0f humam and socieffall excellemce t0 pPRINCTFUES
and gearLs for educatiom). It 1is om this lewsl] that the
Mandell Imstitute's project on "the educated Jew"™ would be
available as a resource.,

The bulk of the effort on this lewell wowld be with the
central agencies of the denomimatioms (this dees net exclude
efforts fo work with the Jewish Communmity Cemfer Assochaftlion
or directly with noij-affiliated and/or commumity instiitutiions
in lead communities ). As they would be workimg to prowide
goais 0 their constituents " in lead =~ commumiitties,  the
denominations would also be encouraged by the CIJE to
yndertake more thorough efforts at developimg their goaus for
Jewish edueatiom. This @ffgrt could be enhamced by intemsiwe
$eminars 6n any 6r all of the three statememts of sosus for
Jewish edueatiom developed at the Mamdell Instituwte and/or by
consultation with the Institute's staff om  appropriate
methods and procedures for developimy their own statements off
GOALS.,

In the fipall analysis, the aim of THE GOALS PROJELT
w%uld be tor this second level %@ have a bearimy om the werk
6f the  leeall constituemts of the denomimalttions 1m lead
communities.  Havipg set Uup & primary  infrastructure for

WOFrking  wWith gducats | ipstitutiors ' im @
€OMmMUY ?tﬁ%% W@E %EséVé tua?l% be ready f@% ang @gp@hﬂ@ off
@ﬁ§i%@fiﬁ@ WOF Wigh the mere thoreughly an @@@%ﬂw
§rmulated statements o

Ggﬂ%s derived from the werk of the

denominations 6n the Seceh evell.,



CIJE GOALS SEMINAR
JULY 1994
SUMMARY REPORT

Professor Daniel Pekarsky
University of Wisconsin

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

Organized by CLJE in collaboration with the Mandel Institute for the Advanced Study and
Development of Jewish Education, the seminar represented the culmination of a lengthy process
off planning and the beginnings of an exciting process of 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 of 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 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 diverse 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 menitoring and evaluation, eareful
attention fo the goals of Jewish education on the part of educating institutions and ether bodies
concerned with Jewish education is of decisive importanee if the field as a whele is te make
significant progress.

As common sense and evidenee from general edueation suggest, a powerful visien of what



one i educating lawards is 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 de - accountable in ways that will enhance their efforts
amd Hiwminate decision-making at institutional and communal levels. The Mandel Institute's
Educated Jew Project and CIJE's Goals Project were both bora of these concenns.

The Goals Seminar was designed to offer participants an opportunity to deepem their
wnderstanding of the place of goals in Jewish education, to surface and explore pertiment issues;
to develop a shared universe of concepts, assumptions, questions, insights, and issues that will
provide a framework and agenda for continuing discussions; and te give participamts 2 chamce to
think aibout how to encourage a goals-agenda in their local communmities. Thus, the Goalls
Semimar was designed as the beginning of a process of collaboration, not as an isolated event cut
offf from future efforts.

Defining a Vision-driven Institutiom

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

As a counterpoint to this analysis, participants examined educating institutions im wikich
ewrricnlum, pedagogy, social and physical organization, and the selection of educators are
guided by clear goals, goals which are themselves anchored in a compelling vision of the kind of
person and community that should be cultivated. These examples of "vision-driven institutfioms"
were drawn from the world of both Jewish and general education. They included Johm Dewey's
tum-of-the-century school in Chicago,; the educational ideology and practices associated witlh
early Secullar Zionism; Yeshivat Har-Etzion in Istael; and a very non-traditional yeshiva-like
study-community ealled Ellul. Examination of these institutions made very vivid what it meuns
flor 2 imstitution to be guided by a compelling vision and set of goals, as well as the ways in
which this can enhanee edueational quality and euteomes.

In the course off this examinatien, five eritical and inter-related features of vision-diiven
institutions were identified:

Il the prédenpecsénceledrs shegadshaid Gorigetiin oikiuh Uit ¢ ifl okindmih beizy beige and
commumnity that sheuld be sultivated;



2. educational goals that are anchored in this vision:

3. curieulum, pedagegy, ethes, secial and physical organization that reflect the visiom andl
the goals;

4. educators who wholeheartedly identify with the institution’s vision and godls;

5. insiztent offorts to identify and close gaps between the vision aspired to and actual
Qutcomes.

The nature of guiding visions and their relationship to educational practice were further
ilfumimated in sessions that considered work going on under the auspices of the Mandel
Imstitwte’s Educated Jew Project. The seminar focused on an essay written by Professor Moshe
Greenlberg in which he articulated his vision of the ideal product of a Jewish education. Througb
disoussion with Professor Greenberg and study of his essay, seminar participants were affordied
am opportunity to better understand his view, to clarify their own, and to think about the kinds of
guidimg visions that might have a chance of thriving in American educational settings. Equally
innportant, the encounter with Greenberg's work offered an opportunity to wrestle with the
diffficultt but critical question of moving from vision to educational practice: if ome were
seniously committed 1o Greenberg's vision of the aims of Jewish education, what implications
would this carry for educational practice -- for the selection of materials and of educators, for
pedagogy, for the organization off 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
rellationship between vision, goals, and educational practice, it was also important for them to
stnugele with the difficult question of catalyzing improvement in existing institutions that are nott
presently driven by a coherent vision or set of goals. Given the diverse array of groups and
outlooks that make up many contemporary congregations and free-standing educating
imstitwdions; as well as other complicating variables (for example, the often complex
rellationships between lay and professional stakehelders), it is often diffieult for an institution
that is not already committed to 8 clear and compelling vision of what it wants te) aceomplish i
edlueation to atrive at one.

With the aid of @ structured exercise and a case-study that loeked carefully at one
imstittution's effort to develop a vision that weuld guide its practice, seminar participamis
sucoeeded in identifying signifieant issues and insights that are pertinent to any effert ©
emcourage existing institutions to develep a coherent and esmpelling set of educational goals,



Vision in Communities: A Shared Jewish Universe

Since many of the participants in the seminar came as representatives of communities and
not off 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 of
American Jewish communities does not preciude the development of 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) of the same sacred literature that addresses
matters off ultimate concern;

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

3. centain 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 of communal and educational goals that
cam be shared across denominational and other divides.

From Study to Actionm: Next Steps

The seminar offered much food for thought, but it was designed to stimulate action as well
as thought. The last part of 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 diseussion.



In the first stage, Alan Heffmann discussed the place of the Goals Project in the context of
EHE's gverall effiorts, and he then went on to detail some concrete ways in which CLJE might
CMEGiptE (8 PrOgress on the goals-front in local commuaities represented at the semimar.
Heffimann explained CIJE's interest in sponsoring a series of seminars in local communmities
iepresented ak the conference, seminars designed to engage the energies of representatives of
Ival educating institutions in the effort to wrestle, both intellectually and very practically, witih
e probliem of identifying a set of meaningful educational goals and developing educatiom:al
puaciiices that are comsonant with these goals. CIJE will work with interested commumities im
developing the agenda for these seminars. It is anticipated that from among institutions
paiticipating in these seminars, some will meet criteria that render them appropriate candidates
fiow imttemsive work aimed at becoming significantly more vision-dirivem. CIJE anticipaties
waonkimg indirectly with such institutions, primarily through seminars and consuitatioms offered
o edlicators identified by a commuaity or an institution to oversee and guide the process of
self-mnprovement.

In the second stage off the seminar's last discussion, participants heard from the three major
diegations represented at the seminar (Baltimore, Cleveland, and Milwaukee) concering their
emerging plans off action. Each day of the seminar, time had been allotted for participants from
eacth 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 of actiom
discwswsed im this last session indicated the significant progress these communities had made im
tibesikr 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
semimar. CIJE stafff 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 fo the seminar.



ISSUES FOR PRACTICE

1., How and by whom will the goals project be explained to the
matisnal CIJE ((imeluding the Gamoranm team)),, the locall CIJE;,
local lay leaders, local educators?

2. How will the lay leaders" demand for goals be presented to

the lay Ileaders and educators in institutions in lead
communi ties?

3. How will educators in imstitutions 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 whatt
authority will they allow outside evaluators te come in and
check their goals out? Who will do this evaluatiom?

4. How will the tthamnhmg inssittodtiborss be brought to gpoegeare a
first iteration of their goals statements for lead
communities? Who will be responsible for this?

5., How will the ttamabnimg 1hssittudtigmss be brought to engageinn
the Llomg-winded cpreesss odf déved bgnimgy thderrggahs3?



Deay Shulamit:

The following is a summary of our thoughts on the goals
preject 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 beginnimg, this can no longer be delaywd.,
This is evident for a number of reasoms. First,, simple
common sense would dictate that it is difficult to create
change without knowing what it is that one wants to achiexe..
Second, as scholars of general education such as MarsMall
Smith, Sara Lightfoot, and David Cohem, have cl
effective schooling happens in places where a clear visioem of
goals  is shared by all. Finally, as Adam Gamoram has arguﬁﬂ
educational programs can be evaluated only in terms of
goals which are set out for them.

2. In lead communities, the issue of goals is directl
pertinent to the work of local schools and institutioms o
Informal educatiomn.

Regarding these institutions, the first gquestiom is
whether they do indeed have a clear conception of their
goals. Educatienal institutions often think that their
mission statements provide a statement of their goals. In
some casesf one can indeed see a reflection of these missiom
statements in all areas of an educational institution's wourk.
In others, however, these mission Stdtements are mnelitwer
feormulated ner agw¥eedd ugeen adll thee Ml imvelwes ard
are somewhat diverced from institutional realities.,

The leocal seheels and iﬁ§€i€uti@ﬂ§ 6f informal educatiem
wmay or may net have a elear vision eof their goals. In
institutions which do have clear g@éls” the questlan is how
te enhanee @ﬁf@@tiv&n@@g threough e use of theose goals.
This = may be Eh?@u E e éVéiﬁéEi@ﬁ @f the iAstitution’s work

iR Light ef i€s§ s, R SH9g é§t@6n off tGeadHing
metheds and @dﬁ@éﬁi@ﬁa P?é@ti@@% wh may pe  mere
apprepriate for Wi attalimwint h falbs e

ﬁgﬁ@ﬁmuiagi@ﬁ of @@alg iR the iight @f @xehang@ @f ideaw,
ete. ..

In iAstitutiens in whé@h Ehéf@ is a laek ef @iar&tg
ig, the questien weuld bBe whethe¥ ef not esduecators am
e¥s feél the need feor €lear g@&i% aﬂd if they s
tﬁ@ﬁ@é@&ggSaQSb@@ﬁ@gcggaabéeo@ dé@é@é ap8d weekingg thhh
£hew These  Wer ;Wg éﬁ@m ﬁa 1@&&1 if titﬁ%a
%ggth@d@x, @@ﬁ§@fVéEi f@ forned, az feel the ne
consult with e6F reeeive guidanee’ ff@m Eh@ 8REFa a&%a%%
of their mevements. Others - fer example, commuRity Righ
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sehopls = may disecover that they want to carry out this task
en their own. Once formulated, however, the actual work of
%@tt;nq staffs and educators to devote their everyday work to
he implementation of goals would be a central issue. This

eould reguire much .Elagnin@" in-service traimimg, and
evaluation in each institutiom.

3, The Mangdl Imstithiuke undertbokk aa sepeaetie provjectt iHm
developing alternative conceptions of goals for Jewish

education., This could be  a resource for local educatiomal
institutions in lead communities.

The project worked on two levels. On the one hamd, it
worked wilith scholars and educators in producing three actual
conceptions of goals for Jewish educatioms. The formulatioms
of tiheme - coTwItinons weeree Imadgde fAinsdt im teems  off
philosophical statements on the ideally educated Jew and them

In terms of their actual implications for educatiomal
practice..

The philosophical C 1} ware  foomullated by
Professor Isadore Twersky = whom we believe presents a
osition of orthodoxy, Professor Moshe Greenberg — whom we
elieve presents a position which approximates that of
classical conservative Judaism, and Professor Menachem
Brinker - whom we believe presents a position reflectimg
(mom—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 scholams,
the Institute's staff, Professor Israel Scheffler (director
of Harvard's Philosophy of Education Research Centter)),,
Professor Michael Rosenak, various graduates of the Jerusalem
Fellows, and other affiliates.

The second level of the project was concerned with the
th@@r¥ of developing conceptions of ‘goals for Jewish
education as well as for applyihg such conceptions te the
world of practice. This heoretical analysis is being
developed on the basis of the experience of developing the
above three conceptions as well as on research currenmtl
being undertaken in a collaborative effort between the Mand
Institute and Barvard Univereity's Philosophy of Education
Research Center. The aim here is to provide a methed for
developing and implementing conceptions of goals, which could
be used by institutione and movements of Jewish education (in
lead communitiee 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 denominatiomal institutions
fFing that th@% need to develop and work with a eleay
conception of their goals, they would indeed turmn to their
central agencies for help. =~ Their request could be for
gulidance both in the setting of goals and in the in=service
training of staff and educaters.

This anticipated problem was brought te the attemtion of
the head offices of the respective North Americam
denominations (Yeshiva University,, Jewish Theological
Seminary, Hebrew Union College)). In the context of the
discussions it became apparent that these central ag@h@i@%
wanted to be able to provide assistance to lead communitiiess..

Each agency has begun to focus on the question of hew it
can use its wealth of resources ((scholarshiyp, expertise on
education, experience at working with its own constituents
etc.) in order to be ready to assume a reole in lead
communities. This is true both in terms of the ferseen need
ffor educational goals which are clearly formulated and
operative as well as for appropriate in-service traiming.

5 The goals projeet, as we see it, would invelve brimnging
these three goals undertakings = in loecal 4institutiens in
lead communities, at the Mandel Institute, and at the central

agencies of the various denominational meovements = te bear on
€ach other.

A8 werk in each area proceeds, the desired aim would be
te infiuse ehergy inte lead communities. Educators and lay
ers weoild be involved in systematic efforts for the
attainfment of their geals in their respective institutions. A
constant exchange of ideas and practices in working with
geals weild take place between those working in and with lead
coiminiEies. Leeal institutions would collaberate with
Sthers Whe are wWorking on aspects of goals development and
ggg%gﬁeﬂtatiehq Whethe¥ it be the central agencies of the
inatiens, the Mandel Institute, of outside consultants,
evaluators, €te..

Igeally, the euteceme of this project would be for all
@d@@atiﬁg instititions in lead ecemMunities te be invelved in
AN ©Ongeing precess ef déV@l@ﬁiﬂg & implementing their geals
25 part of their seareh for an effegtive and powerfwul Jewish
education. This process weuld Be driven By an ongeing
evaluation of practiee in light of explieit geals, as well as
by a constant reformiulation 6f goals iR E€he 1ight of the
éxperience ef practiee.



- 4 =

Some collaborative work is alread underway.. In the
context of the discussions with the centrai agencies of the
denoeminational 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 guestiom
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 possihble and important to
involve various sectors in the communitg 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.™



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 Dbe 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 1in
the "best" and "new" practices for denominational
institutions in lead communities (means working with Gamoran
team as well). This should include high 1level educators,

including those already 1living 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.



It would be the CIJE')s job to explaim to the
denomination/training imstitutions why it would be im their
interest to recruilt all these people and to suggest resources
and methods ffor this task.

2. IN—SERVICE TRAINING:
This could take on a number of formats:

- lim-service trainer is brought inte 1lead community fer
seminars or "coaching" sessions;:

- teachers are brought to central denominational/training
imstitutions or to Israel on holidays or in summer for longer
Semimanss;;

- through written communicatiems, either on the basis of a
BITNET office hours arrangement or some kind of published
educational responsar

-~  through implementation projects - eg. the development of
a school"s history syllakus.

The issue here is how to make a difference through in=-
service training and how not to allow it to become a rituwal
imposed from above. Denominations/training institutions may
have to consider providing personal incentives for teachers
(special certifieation, benefits, ete.)). In addition, they
would need to deal with the question of how to ensure that
im-service training seminars have an impact on the way
practice is dene. This ceuld invelve researech and development
in the ¢€raining institutiens themselves, across the board
cOREEEEREes Oh in-service training and wmueh work with the
people responsible for Moniterimg, Evaluation & Feedbadk.

3, PROGRAMATIC OPTIONS:

Eaeh of the deneminatiens/training ipnstitutioms has
specifie area8d in whieh it may make a ecentribution te Lead
communities iR a pregramatie area ((i.e. beyend those areas
dealt with in best praetices)). This may e¥ may not derive
frem their expertise, 6F Fesult froem a speeial stake of
interest iR a spe€ifie area. Lead cemmunities may be places
for systematie initiatives, experiments, ¥researeh iR these
BEEDS.

Some of these may be in educatien-related fields. Fer
the deneminations, this ceuld invelve issues s8sueh ag the
S ﬁ@g@@ué and ¥abbi as educational agents. Fer the JECA sf
t ederatioens it eeould inveive the whele guestien sf media
and communications as Jewish educatienal agents, oF the
development of vVelunteering eppertunities fer Jewish studem:s
as a way of deing§ Jewish edueatiom.

Other pregratatic eptiens csuld be Mere direetly reiaked



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 Dbegin 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 wus, 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 1in 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 Dbasis 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, i1if
they have the necessary leadership and senior personnel.



Dear Seymour:

. Enclosed please find a packet of materials for Schorsch.
ginee a number of items are available only in the library, it
15 gtill not complete. On the other hand,, as you can see, it

is guite 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
educatiom: 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 statememts on goals for
Conservative Jewish educatiom:z SF - Melton Faculty Seminar
Grid (with intro explanatiom)) & Ramah: A Setting For Jewish
Educatiom; MNeusmer ononthe Goals ofofJgeidsh Edduraition
(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,, Kaplam, 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,, Kaplam,, etc. on Jewish education
(il sssimay) 5

3. Greenberg's paper ((Hebrew editiom)) and four background
articles; & &Brinkerpapapers (fimmdlddimgy Boriiriker

transcript on hesitating toward Greenberw))..

I have not included the various negporsssy/iprdtoaedlss and
the Rosenak and Scheffler apers. 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/correctioms; wiith a itttk moree work,
this part could be brought teo tilwe gwint wisere iitt stends am
its own and be added to the first set of articles))..

It would probably be useful tto sord thhibs packet with
some sort odf cexphbamdtivon odf emoih off the tiree types of
articles. ITlllddo tist as soom ass IT gt pour woord on @l
thiss..
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VESEON AND EDUCATIONAL PRACTICE =- PART ONE
g

I am very imterested in the goals project and am thrilled te
have the chanee te participate with a number of you in it. I
Pelieve that attention to geals = to ,goals that are rooted im
edneatieonal visiens, whieh in turn are/rooted in a moral-religious
Vvigieh = I§ long ever=due and can prpve very helpfull.. At the same
time, I want to voice some conmerins. 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 challengimg, but that they will come away without
seeing amy sligmificant connection between these activities and
their educational work. It would be unfortunate if they came away
freeling that reflection on/visions and goals can be very rewardimg
im @& 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 arrivimg at a
meaningful wvision and’of then using that vision as a guide to
educational practice/ Drawing attention to this difficulty is
imtended mot to demoralize but to help us avoid an undesirable
owtcome through more careful design of our work with the lead
communities. /

/ IT

There would appear to be nothing more sound tham to insist om
the need for a compelling vision to guide the work of the educattmr..
Witheout some clear understanding of what it is one is hopimg - at
the level of the imdividual, the community, or the institutiem -
to bring imte being, how can one proceed to allocate resources and
to make other basic decisions? A vision of where one wamts 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
Véﬁg@iﬁﬁ@f' tant ways. There are, however, three problems that need
£ acknowledged upfromt.

The first is that the absence of a compelling vision that wims
the allegianee of leaders in the field of Jewish eduecatiom is not
an @ecident. It refleects the uneasimess, the uncertalimty, of the
Jevish commupity as a whele whieh eontinues te try te defime for
itself meaningful ways ef 1iving Jewishly while participating in
the very imviting secular culture that surrounds and, in many
Fespects, has forwed it. Te arrive at a visien that 1s at once
meaningful and @@ﬁﬁlﬁéiiiﬁ% is net an easy aehievenat. It's net
that religieus thinkers Rave net artieulated visiong from amony
vhich ©ohe might cheese, but that, for west peeple, these visieons
Have met, o ot yet,; proved compslliny guides ' iife,

The implication off tHils for uw il tHat ve PRed e careful
et te assume that "the visien thing" is easily taken eave of.
aA£hBaBEh 1L ekl 1Hn ix¥eAld pbeaassagniicaakt achisvement, it is

|l pPBRaRRYY not encugh for lay awdl mrerkassionsl lewdnnss to read a



denominational mission statement or the kind of vision propounded
by a Moshe Greenberg and to say, 'YThis 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 wvision 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 wvision 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 1s 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



implemented. And the reason is that it is at this point that a heost
of "reml 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-theught-out the Jewish vision and the educatiemall

vision that expresses it, their actual educating power depends em
soma critical matters:

1) Are the front-line teachers/educators themselwes
personally and strongly identified with the visiom of
Jewish existence and of education that presumably frames
their efforts? Given the realities in the field todawy,
one often cannot make this assumptiom. The sclutiom
would seem to be some kind of "in-service" educatiwon; but
here again, we need to avoid being naive concernimg what:
a few in-service sessions can actually accomplish in the
way of generating genuine commitment to a shared visiomf

i

2) Is the educational director a person whe, in additiom
to a commitment to a visiom, brings a high level of
educational talent and a sense of presemce to his or her
work with front-line educateors, parents and childrem? If
the imstitution’s educational leader does not possess
these characteristics, implementatiom is likely to
founder.

3) What are the values, the beliefs, the concerms - the
human outleok - of the community from which the clientele
for the educational program will come? The bhest laid
plans of mice and men often go awry because of a failure
to take inte account this crucial matter —- namely, the
readiness of the clientele for the kind of educaticmal
institution and program that have been developed on their
behalf. If the gap is substantial bhetweem what the
educatienal vision assumes about the nature and the
bacskground of the "students™ and who they really are,
suceess is highly unlikely. ([A curriculum put together by
the Eduecatienal Develeopment Ceorporatien might be
@en@egtual 1y very well-thougit-out, givem the assumptioms
ef the develepers. But it deesn't f£follew that the
currieulum will be universally effectiwe: evem if it's
effective in Newtem, Mass. ((say, because the develepenss'
understanding of what students are like iz based en the
kinds ef students one would encounter in Newten), it
deesn’t fellow that it weuld werk with the kinds of
students one weuld meet up with in Rexbury or Lewistem,
Maine. ]

What happens all-tee-eften is this: a teacher = perhaps am
eld-timer whe has eover time developed a fairly stable style eof
teaehing, or a new teaeher, prebably with net a great deal eof
experience or Judaie knewledge - is infermed that the seheel has
developed a new currieculum that is reeted in the ipstitutien's
larger sense of missioem. The teaeher is asked to partieipate ip a
few im-seryiee sessiens, designed te familiarize Rhim of her with



the institutional mission and the curriculum that flews frem it.
Whether at the end of this process the teacher identifies with €Ris
enterprise at all, much less in the necessary strong sense, is
doubtful. When this teacher finally meets up with the studemts, he
or she finds it very hard to engage the students with £he
curriculum: the students are bhored, they are antsy, they are
beginning to act up. Pretty soom, with or without anneuneing it te
the powers~that-the, the teacher abandons the curriculum in faver ef
"what works®™ —- where "what works"l is defined by what engages the
students” energies, or (short of this) by what keeps them under
controll. "Keeping them under control and interested" become’ the
criterion for success and the basis for determining appropriate

learning experiemces. So much for the guiding moral and currieular
visiom!

How might this problem be addressed? One solution might be to
make clear to all relevant leaders - lay, rabbimic, and educatiomal
- that the vision/educatiomal 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 willingmess te re-ghape
the approach being recommended so that it has a chance of meshing
with the particular client-populatiam. Note, thougi, 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.Recogmimimg iftpatthibe thalturalurobtkodk coX d&he the
students and their families is 1light-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
experiemces;,, that might cleose this gap? Plate, for one, recognized
that our abkility to learn certain things depends in no small
measure on the readiness of the soul, a readiness that grows out of
prier seeializing experiemces. The point should not be lost on
Jewish educaters.. They need to be askimg: What background of
beliefs, knowledge, and attitudes will ready a student for an
education that is organized aroumd, say, Greenberg's ideas? Amnd,
how is this background to be achieved? Educatiomal design that is
werth 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 occasioms;,, I believe Dewey offers some
interesting possibilities to consider in this domaim. But time
precludes proceeding further at this minute.
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VISION = PHILOSOPHY OF EDUCATION

PORTRAIT OF AN INSTITUTION BASED ON THE VISION
PTRANSLATION” TO AREAS OF PRACTICE:

= EDUCATIONAL POLICY

~ INSTITUTIONAL SETTING AND CULTURE

- SYLLABUS

= CUORRICULA

= TEACHER TRAINING

INPLEMENTATION

EVALUATION (@#EREDBACK LOOP))



TOWARDS A CIJE WORKPLAN FOR 1993-4

This is a first crude iteration towards a plan for the
period September 1lst. 1993 through August 31lst. 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.



By the end of August 1994, the CIJE should attaim the
fellowing benchmarks:

1.

THE CIJE

a.Board:

b.Staff:

€.

Admim:

ITSELF

A clear artieulation of the missiom of
CIJE and an undertanding of the comtimwumn:
mission-strategy-programs

An active Executive committee that has met
three times and a working ‘&camper” system
using core CIJE staff.

Three board committees operatimg (LC's,, MEX,,
Researcin))

3 nevw board members and 6 candidates for

1994-5
Two communicatioms to the wider commihity of
professionals and lay leadenss.

Understand the mission and have
ability to explain it coheremtly to other
professionals and community leademss.

Clear job defimitions for all staff and
consultamts, ineluding role eof Mamdel
Institute for 1994-985 and beyond

Planning consultant or planmer in place

Regular neetimgs of the core staff (probably
in Cleveland twice every 8 wesks)

Three meetings of senier advisery growp

Central office establishedr! -
mini=-gatellite offiees ip New York dsafry and
Gail)) and Jerusalem with a eleaw
communicatieng protecel bkeoth withip apd
withewt.



= AR operating calendar of events across all
areas of CIJE work and a full-blowm calemdar
For 1994-5 and an outlinme for 19956

- Operating budget with clear indepemdemt CIJE
procediures for all aspects of budgett. Agreed
upon budget for 1994-5 and gross budget
projection for 1995-6

d. Fund- raisimg:
- Significant contributioms from local
foundationsin LC’s

~ Commitments of national foupdatioms (excludimg
three) to specific pieces of work of CIJE:.

- Plan for fund-raising with § targets over time
and a strategy for potential funders

e. Successor
- Located or final stages of seardcih.

- Detailed traiping program for 1994-% ™ =

- Crude plan for overlap in 1995-6¢
developed.

f. Communicatioms:
= Advisery greur"' natienally ef educatenss,
community professionmals

= Plan for econference in 1994-5 for sharimg the
developments.

= Brechure en EIJE

= VCIJE Educatiepn Letter” = three issueg inm
develepment fer 1994=5

= Plan with Federatiems fer LC dissemimatiom
g. Natiepal Organizatioms:
= Framewerk/s ereated for coRpexioms with

majer erganizatieoms: €JP, Jeld,
Deneminations, ete.,



LEAD COMMUNITIES

a. Wall-to-Wall Leadership Coalition ((pre. and lay)
- established in each LC with
defined Ycomcentrie rirgs"
as discussed Jerusalem/Cleveland

a. CalerdsEn:: = Fully fleshed-out operating calendar
for each LC both 'withim" and “across"
Joint action plan in place.

= Fine-tuned calendar for 1994-5
= Gross calendar 1995-€¢

b. Mission ~ Local LC staff, Local Commissieom,
Federation key pros., Federation
leaders;, rabbis and educateors ALL
understand the missioen and roi/3 of
CIJE. ((Probably by several semimars
in LC's)

"Enabling eptiems’; "scope"';
"systemic change".,

c. Staff — Core team developed for each LC from
CIJE, local commissieomn, federatiem,
MEF - meets regularly.,

- Gail Deorph is 'project officer” teo
that team.

d. Persemmel] ~ MEF professional survey results in
diagnostic profile of all personmel
personnel needs leading teo a multi-
year plan for persormel devl.,

— Summer 1994: Summer Institute for
targetted strategic personnel groups.

- At least twe Senier Educators or
Jerusalem Felleows frem each L€ te be
trained ip 1994-=-5..




- Projection of future pre-service needs
and fleshed-out plam with traiming
institutions.

- Graduates of Senior Educators,, JF and
training institutions to fill key
positions.

d. Staff - Ongoing monthly semimar in LC's with
CIJE core stafff, local pros.

e. Lay Leadership
- Wall to wall commissiom in each
LC in place

— Seminar on Goals has takem place im
each community for the local
Commission and maybe for the wider

-edduadtey/ RRabli/ ppwo,. coommuuriiiy..

~ Development of a commumity ‘champiaom'’
and hooking him/her into CIJEZ ’
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 completiom of planning of
additionmal projects for 1994-9%

- CIJE ceonsultants engaged for pilet
projects

Israel summer semimar feor pileot
projects

- Syﬁtem in place for networking betweem
3 LC’'s on pilet projects

MEF in place eon prejects



§: MEF

h. Goals Project

BEdueaters survey completed amd
analyzed with detailed pelicy
Feccomendations.

Feedback leeop designed and implememted
in iadividual communities and feedback
system created for CIJE core staff

mid-year report presemted and
summative year-end report processed
through staff, consuiltants, MI and
CIJE lay subcommittee

Seminar with CIJE staff so that they
understand the praject.

- Seminar in each lead community om
~"Goals™ for local Commissieom

)

3. BUILDING THE PROFESSION

@.Training Institutioms:

b.CIJE:

- Develop first iteratiom of a plam

for perseonnel

Give them clear brief om needs of LCT"ss
from their institutiems

Complete at least ome major
consultation with traimimg
institutions includimg Israell.,

First iteration of plam feor perseomml
from within CIJE linkimng LC needis,
training institutiom capability ard
articulating unpmet needss.



4.

5.

RESEARCH

COMMUNITY LEADERSHIP

Matrix created of eommuniifiles,,
folRdations, deneminations ete. by
develepment of secret infermatiem
system.

lised LE story to interest and enthuse
designated additisnal ceommunity
leaders ocutside of LC's but withim
the matrix. Connected teo
gommuhications.

“Qamper” program for key indiwidiallss.
Begin planning for majer Bostom

conference for Felp. 1995 om
work of CIJE (@and ™MI).

-~ Professional consultation ~ .  xg£ .
completed and a strategy of how to deal with

Creation of a professional advisory pamel om
research and a first meetimg by summer 19%4.



SHMUEL WYGODYDANIEL MAROM

After simuiabing & discussion between the Milwaukee Jewish Day School (Liberal)
widl e MI/CIUEE on dhe basis off the fourth draft of its. "HEBREW/JUDAICA
WISHION STATIEMENT (3/9/93)* (appended to this document), we have arrived at

he following et off first thoughts om the goals defining process in lead
O

([ The process off defining or redefining goals involves thorough and painstalking
Irdlimeation off gemeral aims into operative and evaluable directives (eg, the goal of
jo*mitment to Medinat Yisrael" would have to be refined in terms of what attitudes,
el dwiions, amdl sikiillls are specifically meant by "commitment” and by what aspects of
muxtizm Israel are specifically meant by "Medinat Yisrael " Whether because of its
teemd for imstintfional nteprity and arduous effort work or because of its
mykications for fhe reorganization offeveryday life in the school, this process can be
reary tireatening.

"/ The goalls defining process demamds facilitation by an outside expert/s. The
aciilitaton/s role would be to guide e process through asking questions, making
listimetions and posing suggeasiions until it has produced goals statments which are

agreed wpon by the various players in the school's leadership (lay, administrative,
1), pareits, efte.)

are capable of being implemented by the school's stafif (with appropriate in-
;eeviiee firaining iff necessary and available)

il bbe evaluated.

Mhewgh the fasilitator/s would have to “translate” the eoneerns and understadings of
-ath effthhe players in the goals defining process, it would not be the facilitator/s's
sils to slhape selool poliey in any way. Similarly, theugh the need for elarity would
wecassaily imvelve inguiiy inte issues eff priority and value, the facilitator/s would
it atiampt do raise the level off discourse on geals to the level sought out in the
vapReEs o the edueaied Jow.

it A sehoolls siatement of gensral aims (as i the appended Milwamkes Jewish Day
schiaastl nission statement) ean be a useful statting point if it refleets, even in a very
cereall way, something of an authentie vision. Honest nuanees in sueh a decument
an be "exploded” inte a series of speeific questions; eclarifications. and
lifteeaniiaiions which are nesessary for the definition of goals (eg the goal of
reparing studonts for "possessing and valuing 4 Jewish lifestyle” makes mamy
scurmprions sbowt what 2 sehoel must present 1o shidents as a viable way of Jewish
iiving, abowt hew these mvst be presented; and about what if means for a shident 19

1 abowtt oach one off thess lifestyles and to chosse one of them for him/hereld).



goalls defining process than when there is no statement at all. In cases in which even
#hiss kimd off miggion statement is unavailable, one would have to think about how to
gonenate i production or suggest that the process begin on the basis of a "content
anallysis” (an exmapolation of goals statements from an analysis of its existing
programs and practice).

4. The question off how to initiate the goals defining process in schools in lead
oommmities is very semsitive and complex. We do not know how many of the 60 =
schools i lead commumities (early childhood, day, and supplementary), would
wani to umdergo such a process. Since the process can be threatening, it may safely
be asswmed that many schools will not be inmmediately open to the idea Though
pressure from lay leaders and force management could create the basis for such a
process, ome must also consider the possibility that those who implement a vision
will not do so with great emergy and conviction, even if the "guillotine™ of
accountability is hanging over their heads, unless they believe in the school's visiom
and see fhamssives as having some role in its conception. Furthermore, we have no
iidea off how many outside experts are available for such a process (certainly not
" Sgh 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 off the MI-CUUE would be well invested, at least at
fiiest, e an indensive goals defining undertaking with one or two schools in each
lead community The advantage off this approach is that the MI-CUE could choose
fio werk with schoels whese desire to enter into a goals defining process is assured
firom the ouiset. In addition, it weuld be possible te consider recruiting these
seheels it the precess whieh, when seen entering the process, would provide an
imesitive for other sehools to do the same. Yet another advantage is that the smaller
wndlenialding soulld provide the MI-CUE with valuable experience in preparation for
tihe lasgsr goals project in and acress lead communities (this could possibly make
the simalller wndertaking appropriate for the pilot project stage).

$. Liilked (o the issue of ipitiating the geals defining process is that of the specific
players which would have (o be invelved. As was stated above, being invelved in
th~ PFOEESS €3 be an impertant fastor in smpowering and energizing players for the
. ilemeavaiion precess. This would logieally lead to the eonclusion that it would
e important to include as bread a base as possible in the process. On the other
lhand, besides the great burden that a broad base places en efficiency, the sources of
awthority i the decision making process and the internal pelities will be different in
cash schosl. TRils could ebviously have great impact on the questien of whe it
wewld be nessssary, advisable, oF eptional to inelude in the geals defining precess.
Ome pessibility of dealing with this issue weuld be te werk with a eemmitiee of
representatives off each off the esnstituents in a sehool (lay, administrative, pro,
pasents; els.) i producing draft formulations of geals and then with each
respreseniative and histher constituent in suggesting smendations. This eould alse
overk the other way around - first goals formulations esuld be dene with each of the
comnitinents and their representatives separately and then emandatiens eould be
done by & comvintics of all the representatives: In beth eases; it is reasonable to
assume Wt thers would be a series of Founds oF mevemenis made Between the fwe
SFOups ¥ order to Feach 2 final formulation of the schaal's gaals:



A related question for many offthe schools will be the role of the central offices
off e Fespective denomimations Even in cases in which a denomination had
drvriieped s own definition off goals - with or without the facilitation of the MI-
CIE - i s diffieul to assume that local schools would not want to go through their
Qi goals defining process. Some schools may, off course, feel comfortable using
dRrominional goals statements as a framework within which they could taper and
reformuiate it own goals. Others may be more open to considering goals
fformiiaied by the central denominational offices when those offices offer immediate
sigpott for the mmplementation off those goals through cusricula and in-service
frmining. But sinoe the goals defining process is itselff a factor in creating energy,
effficiency, amd accounfialbility in a school, even in these cases effort would have to
be imwesied m locally m order to ensure that the various players in a school
wmikarstand, desire and are capable off implementing centrally formulated goals. It
woulld thherefore be necessary to consider how, in each case, a fruitful working
relationship could be negofiated between the central denominational offices and
tienir local constituents in lead commmanities,

In comsidering this issue, it could be important to keep in mind that the
demomumaiions may choose to embark on a long-winded search for educational goals
om e basis off the conceptions developed in the Ml's educated Jew project. In
cases m which dhis indeed tramspires, it would be possible for the central
denomumational offices to raise the standards and level of discourse on goals among
thair constituents,  Assuming that a fruitful relationship with the central
densrminational offices had been built in to the goals defining proeess in sehools in
lead conmmumiiies, this would provide a solid basis for such a develepment in lead
communtiies - one which eould indeed provide a model for ether communities.

The guestion off owiside expertise is, of course, also pertinent to the question of
whe sits around the table in the goals defining process. It is important here to
distingwish 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
thesretical basis for ideas and programs, and the latter should be evaluated in light
oXftthe former, it is eritical to separate these two aetivities. As was stated above, it is
Ahififiewilt te assume that the MI-CUE has enough stafif available te werk with all of
156 sehoolls im lead sommumidies at the same time. Even in working with small
muther of schosls, all of whieh weuld agres to working with ap outsider, the
quesiion off how to work (ogether needs attention. Possibilities range from long
e, oR-site, “hands-on" cooperation on site o fax relationships. The question of
whethar o pet if weuld be pessible te train loeal experts for this assignment may be
worth eonsidering.

& I order (o prossed, we suggest that this doeument be diseussed with AH and SF
i preparation for the dissussien of the goals project at the coming CUE seminars.



A PRELIMINARY PLAN FOR THE INITIATION OF THE GOALS PROJECT

The following is a summary of a deliberation between Shmuel Wygoda and Daniel Marom
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 1is 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 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 CUE has related this forseen demand to each of the training
institutions (individually and as a group) and has urged them to be prepared for its arrival.
Furthermore, each of 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 of the goals
of Jewish education, particularly in the context of its "Educated Jew" project. This project
focuses on the development and formulation of goals on the basis of philosophical
approaches to Jewish education. Besides the Institute's staff, a group of scholars and
educators have been dealing with these issues in the context of 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 of this project.

b) aspects (11(1 issues in the development of a plan for the initiation of the goals
project:

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)?

2



To be sure, these questions could be raised in response to the training institutions' "cut
and paste" documents in the context of 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 of their "cut and paste" documents or to avoid reformulating
the goals in these documents in light of 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 of
the goals project assignment. This seminar would introduce aspects and issues relating to
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
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 start 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 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 of Ted Sizer's coalition of 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 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 feexamine theii own goals in the light of alternatives Following this presemation, we
thought i weuld be appropriate to intfoduce representatives from the lead commumiiies
whe weuld discuss the subject of goals development in locall schoolls from their
perspeetive (these representatives would participate in this sessiom alome). Fimally, the last
part off this seminar would be devoted to deliberation on how to proceed in the light of the
fizst two sessions. This deliberation would be based om a set of altermative routes for
progression, presented by the CIIE.

Three issues relating to this suggestion were also discussedt First, we agreed that
excepting the second part of the second seminar, it would be mistakem to involve lead
community representatives at these seminars. Qur fear was that the introduction of the
realities in lead communities from their perspective could cause major digressioms in the
discussion. The training imstitutions need "lead time™ in which they cam homestly comsider
what they want to offer lead communmities before they are put in a position wiere they
actually must deliver {see, however, two paragraphs below as to how this informatiom
could be brought imto the seminar indirectly).

Second, we could mot 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 sermimar
{imcluding potential adjunct staff, such as Jerusalem Fellows, etc)  The reasom 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) amd
to create as wide as possible a basis for deliberation within the training institutiors. Om the
other hand, it could be that the message might get across more clearly and homestly in a
small group of representatives from the training institutions at the highest levell,

Finally, we thought that it would be impertant as preparatiom for these semimars (amd
imdeed for the whole project) for background research and deliberatiom to be dome om
issues of formulating and using goals in Jewish education and to lead commmumities in
particular.  This could be done by the seminar participants not from the traiming
imstitutions. As for research on goals issues specific to Jewish educatiom, this could be
undertaken by the stafif of the Mandel Instititue (use - Shmuel Wygeda [including the
experience amassed in the syllabus prajeet]; formmluvion - Dawmiel Marom) As for
research on goals issues related to lead commumities, this eould be undertakem by CUE
staff, espeeially a representative from the monitering, evaluatiom & feedback team Ty
research would inform the seminar through the participation of these peoplie.

3. An important element in this plan (regardless of whieh of the twe routes wowld be
implemented) would be the setting up of a "eamper system” relationship betweem the CIJE
and the training iastitutions. As the prejeet gets undervway, a representative of the CIUE
(perhaps Danny Pekarsky - excluding perhaps for Orthedex) weuldl visit the traiming
institutions from time to time in order to be updated as to the progression of the gealls
formulation process and to make apprepriate suggestions The rele here woulld be @
ensure; a§ best as possible, that the tralning Instititutions are "on track™ in underiaking the
assignment of preparing to take a rele in lead eammunities This wewld help bt sides be

Y



better prepared for comtinuing seminars in which specific aspects and issues relating te
goals and their use would be discussed as well as for work in lead commumities; .

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 of 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 of the conceptions and findings which emerged from this project.



SEYMOUR FOX -- OCTOBER 4, 1993

he Goals Project as we always said involves two sides: workiimg

roM the Educated Jew project down to goals and workimg with the
denominations and anybody else on conceptioms of goals that they
mow want to hold congregations or schools accountable fom.

Mow I'm talking only about the second one now because the other
ohe == we have a different kind of conversatiom abowt. It seems
to me that we have spokem, and both of yow know that, to the
denominations about getting their act readw. They alll know abouwt

ghatitherefore” how are we now going to get them to be able to
0 it?

That requires that they — probably as a whole group, alll of them
together,, with Pekarsky and the two of yow and me — Whecause we
are going to Hawe to ssupeewiisee thrett, gauidke it, hellp itt, etec. —
either call a seminar in America or calll a seminar here, And we
have to be wery well-prepared for that semimanr. 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'we
worked out good goals,, in some cases they've worked out silly
goals — how are we gimg to get them to® ssee, nmumber 1: that
they have to come to ttiatt semiier prepened] — lbut wheat are they
prepared to commit themselves to? Them we're goimg to rum inte
all the difficulties that alll the lay people know — they dom't
want to commit themselves because if they, they're goimg to held
accountable.

So how do we deall with them psycholegicallly, theoreticallly, and
educationally - that's the question. Them, how do we teach them?
And who is are expert going to be? It's somebedy im gemerd]
edycation that will have to come inte that seminar that willll show
them how you take a goal and make it operative for a schooll.. Them
let's assume we even g%t them to do that. That was the poimt yow
were talking about Shmuel. Which of the variows 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 schodl
te learn how to work with that, to gear their curriculum to it,
to deal with mere Jofty things like gettimg their teachers to
understand thag etc. What does it meam teo undertake a goals
projeet "savir' == diteratiom number 2. Iteratieom number 2 is
where do we expeet the denominatioms to be in 2 years, im 3
years, in 5 years = that's the assignment.
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To: Seymour Fox and Anmette Hechstein
From: Adam Gamoran and Ellen Geldring

Re: Mombtorino, Evalvetthomn, and Feedbaek Plans
Dater July 25, 1993

This memo describes our plans fer Momiteriitsy, Evaluatien and
Feedback of Lead Commumities for the next vear, September ISDiBugust, 194,

Our propesal is divided inte three areas of worhs Il OAgeinyg
continuation of menitering and feedback, 2 Cendueting €he
community self-studwy, and 3 Preparing for assesswent of
cognitive OuUTLCBRESS

) ONGOING MONITORING AND FEEDBACK

In the fall, we will present to the lead commumities and CIJE a
year one, cumulative repert abeut mobilization and wvisiens. This
will follow our cumulative reports about the professional lives
of edveaitmz. Next year we will continue te meniter the three
areas that are central to the MEF plan and the L& effert:
visions, mobblizathem, and professional lives of educatans.

Visherse. The issue of goals was not addressed in A Time to Ach:
The commission report never specified what changes should oeccur
as a result of impreving Jewish edueatheom, beyoend the mest
general aim of Jewish continuity. Speeifying goals is a
challenging enterprise given the diversity within the Jewish
commimity. Noneitledbss, the lead commumities preject cannet
advance—and it ecertainly cannot be evaluated—without a
complilation of the desired outeomes.

For purpeses of the evaluation profeet, we will take goals to
mean olteemes that are desired within the lead commimiidsss. We
antieipate uncovering multiple gealls, and we expect persons in
different segments of the community to hold different and
sometimes conflieting preferencas. Our aim is not te adjudicate
ameng cempeting geoals, but to uncover and spell out the visiens
fer change that are held across the commumity. To some exteniy,
goals that emerge in lead commumities will be clearly stated by
partheipenis. Other goals, howewex;, will be implicit in plans
and prejects, and the evaluatien team will need te tease them
outx The evaluation project will consider both short-term and
long=term goalk.



Im this ares, the most exciting development during the past year
was the imitiation of the CIJE Goals Project, an effort to aseiet
‘the cemmupitiss in articulating clear andmeasurable gomls. The
Goals Project has three elememts; each of which will be menitered

by the MEF project as they come into contact with the

(@ CLJE has successfully recruited the national
denominations (withodoy, conservatiws, and reform: to
provide respurces to community institutions' (eg.,
synagogues;, schools, community centens) to help them focus
on goals that are specific to their contest=. CIJE staff
will facilitate this relatiomshiyp.

i) CLIE staff will encourage and help the local lead
community commissions to develop wvision statements that will
describe the overall purpose of the lead community profect,
and how it expects to be Judgedl

@ The Mandel Institute will share with the denomimatioms
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 articulattedl The second
task will be to establishy, in consultation with the commumidsass,
the measures needed to evaluate progress towards these goals.

Mobilization According to A Time to Act, mobjlizing community
support flor Jewish education is a “bmilding block™ of the lead
communities project, a opndition 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 fimancial resources that are committed to
educatiom. The Report gquotes one commissioner as sayimy, "The
challenge is that by the vear 2000, the vast majority of these
community leadiers shotild see education as a burning issue and the
rest should at least think it is impertmnit. When this is
achieved-money will be available to fimance fully the massive
program envisioned by the Commission (fp. 41"

Each of the communities has shown activity in this area during
the first year, although in different ways. Our task for I1993-94
will be to moniter progress in this arem, with special attention
to key issues that emerged during the previcus yeamr. Among these
are:

= AlthowytHovel]l torellssamEs st iconteEpnesssasanga s from
diverse constituenzias, there are as vet ne mechanisms for
these representatives te inform and galvanize support in
their constitvemrixws. Through what processes does
successfiill diffusion of mobilization and support occur?



= Bdhcatoys ave Playing important reles as representatives
off wheir imskitutiens. What are the means through which the
commuRities effechively encourage educators to farther the
eadh community precess through developmamt and
implensntation of edusatienal imnovatioms?

= Im sieeessiol webilization of lay leadershim, what is the
werplay betvween yecruiting leaders in support of specific
PEOITES (fdy, doy ¥zhool scholaushiyey, as compared with
headeramip for the total lead community process?

Brofesgional Lives of Jewish edusateoss. Enhancing the profession
off Jewizh education iz the secemd eritical building block
spreiiied im A Tume to Ast- The Report claims that fundamental
umprovement im Jewish education is not possible without radical
chamie Im areas aich a3 resvelimests, traimindnisalailesiesprearcer
tracks, and empowerment off echiretzors.

Durimy the first ysar, «we &stablished baseline conditions that

oam wEnve as swndards for comparison in future yeass. In 1993%, we will momitor how informaitiem
batimy wtilized Hrom the

aducator survey and professional lives of educator repemtts;, and

moniter whether a treatment plan for personnel is being

dieveloped. We will Isarm about the componemits, scopss, and

Implementation of such plans. In additiom, we will continue our

work om persomnel and professional liwves of educators by studying

infitrmal edocators and adult educatans.

Products. The products of this aspect of our monitoring and
freaiibmolk fonr mext year will include:

1) monthly ffeedback to the lead commuriitses,

3 monthly wpdates too (LIE,

3 comulative year Tweo rEfRATEs tecaomminiessndarilJEIJE about
wisions, mobilizatiom, amd personmsl], and

4) special tepics reports as issues arise (gg. the
chmnging roles of BIERL.

) GOMMUNITY BROFILES (SEUF STUDM

I wespense to the pace of implementation in the lead
SeRmumhthes, we are willimg to take on as our responsibility the
selff-study, ($9inee this is mo longer a self-study, we are termimng
this aspect of ewr werk, sswmunity prefilbes) Building full
ermunity profiles will be a twe year pressss. In the first year
ve prepese that we emphasize collecting data frem community
imsitutions and agencies te address the question: What is the
afducatienal prefile of the lead commumities? In the secend year
we prepese & meeds apalysig/mmrket eriented survey eof elients and
constituencies te determine their views and needs iR regard o
Jevish education in the lead commumiitifs.



Im the first year we will focus on the issuwes set forth ia the
planning guide concerning the self study (gmges K- The MEF
team, in comjumction with the CIJE Education Officer, will began
10 Work with the commumities to cecordinate and implement this
effort. Our goal iz to cultivate enthusiasm and secure owmership
threugh the CIJE/LC partmership

We will also meet with the LC ooordinators 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 commumiitisss.
After these consultations we will develop a methodology and
reporting form theitr can be used by all the LCs to report the
community profile informaticon The field researchers will weork
with the LC coordinators to facilitate the proemss. We will
enter the information into a data base, and provide each
community with a profile based om the analyses generated from the
information providiedl In addithom, qualitative data collected
through our ongoing monitoring process will be included as
imtegral components of the community profiles

Produetts. The outcomes of this aspect of our work will be:

1i a methodology and stamdard reporting form for commumity
profiles,

2) analyses and reports of the community profile of each IT,
and

3 A summary report of the profiles of all three L=

In order fior us to begin this aspect of our worlk, 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 additiom, the
question about resources will need to be clarified with the Is
While some of the information of the community profiles will be
readily availables, new imformation will need to be collected and
generattedl. This may incur certain expenses;, as well as ancillary
fees for mailimgs, forms, secretarial assistanes, data

Pro<essing, ete.

3 COGNITIVE OUTCOMES

Lecal data from community profiles is not sufficient for a longterm study of chamge Thus, we pragd
€ that the third part of the

MEF plan for next year begin to plan for and seek appropriate

instruments for guantitative assessment of outcome data that are

impertant te the advancement of Jewish education and centimuiitty.

This component 1is crucial in order to begin to moniter trends in

the outcomes of Jewish educatiomn.

We propose to focus the initial assessment of outcomes on Hebrew
languege. We have chosen this outcome for twe reasers: I The is
a high level of agreement that Hebrew lamguage is a crucial



outcome of Jewish education, and 2 The greater likelihood of
hinding appropriate assessmemt prosediuss.

One possibility is new work by an expert in the assessment of
Hebrew as a serond langusyes, Professor Elana Shohamy of the
Hebrew University of Jerusalem. An initial consultation with
Professor Shehamy was quite promising and we will continue to
work on this issue during the coming year.

4 OONCLUEION: FOSTERING EVALURTION-MINDED COMMUNITIES

As» we moted im this yeamr's progress report to the CIJE Boawd. the
MEF project will be successful if each Lead Community comes to
view evaluation as an essential component of all educational and
sorial service proggams, We hope to foster this attitude by
counseling reflertiwe 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 mew Lead Community initiatiwes,



Lead Communities Simulation Seminar
April 27-29, 1993

Jerusalem, Israel

Minutes

Participants:

Harriet Blumberg, Ami Bouganim, Seymour Fox, Annette Hochsteim, Alan Hofimanm,
Marshall Levin, Daniel Marom, Oriana Or, Marc Rosemsteim, Carmela Raotem, Shmmuel

Wygoda

L Comcerms That Need to bhe Addressed

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

Specifically, the communities are concerned about:

a) “false starts”

) a lack of clarity about who the CLIE is and who speaks for it

¢) a feeling that the CHJE and the community may not be pursuing the same agenda
d) confusion over the role of the field researchers placed in the eommumities

€) whether and how they ean expeet to get funding assistanee from the CIJE

i) a lack of clarity about the strueture of the relationship of the LCs to the CIJE: are they to
operate as individual elients, or as a group?

2) a lack of clarity about who holds deeision-making pewer: is this ap equall partmeniship be-

tween the LCs and the CIJE? And where do the national denomination] ergamizations fit
if?

h) alack of understanding of what is meant by systemie ehange: how broad is the seope of the
program, and hew mueh room dees it have for medest initiatives?

i) why does there ssem to be ne long-term plan; why de decisions get made on shert Retice?

The CUE is partienlarly eonecrned about the failure of the eommumnities thus far to generate
involvement by the intended broad speetrum of lay and professienal leadens:; indeed the €HE

-
17



IL.

feels rather at a loss, as this lack of involvement is accompanied by & laek of knowledge of the
dynamies and the structure of the communities’ leadership: a “mapping” is needied.

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 ecannet step
in and organize local communities, there was consensus that part of the joint planning proeess
to be carried out by core commumity leadership with CIJE staff must include the preparation
of strategies for effective commumication of the LC program to all players, and for “bringing
on board” all relevant constituencies.

It was suggested that for purposes of this commumication, communmities 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 organizatioms, foundatioms, universities

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

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 harizon of the CHE, 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 maintainming religious institutioms, and while synagogue and denominational
leadership supports and participates in the Federation process, the relationship is stiil 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 Federatiom, designed to take over control of
Jewish educatiom.

The Gaals Project may help bring these two worlds together, as it uses the resources of the
Federation and the CIJE to address issues of educational contemt, but does so through the
denominational movememtis. 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. Moreaver, this
project helps to bridge another gap: that between the “scientific” approach of communal (i.e.
Federatiom) 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, ehallenging

them 1o take an active role in supporting local communities, especially in the areas of person-
nel development, and of educational goals.

IIIl.  Scope

It is crucial to the success of the LC project that all involved understand the goal of systemie
change. If communities perceive the LC project as simply a mechanism for ebtaining 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 commumity 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 communmity mobilizatiom. We must make it
clear that the support projects (Goalls, Best Practices, Momitommg, Evaluation-Feedback) are
merely meams to address the two key issues and should not be seen as the essential core of
CLJE’s activity.

IV.  CLJE-Commumity Relationships

With respeet to funding and fundraising, it is important to clarify the process, so that the
communmities, 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 respomsibility for fundraising. The CIJE must make it clear to commumity
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 CLJE must demonstrate sensitivity to the communities” need for lead time
in planning any significant chamge in local fundraising priorities —and to the reality that while
education may now have become a higher prieriity, it is still not the only priomiiy.

If a relationship of trust is to be established between the CUJE and the local communal
leadership, we must engage in a thoughtfully designed program of joint plannimg. 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 respeet 0 decision-making regarding programmimg, the concentric hierancly (abeve)
must e fellewsd: each successive level (starting from the core) must “sign off’ om a new
program of policy before the idea is presented to the next level of leadership. While the CIJE
¢an of eourse withhold support from projects the commumity adopts over its objections —and
while the indirect costs to a commumity of flaunting CIJE opposition can be substamtial —the
CHE cannot dictate commumity policy. Clearly, if an effective joint plannimg process is in
place, such head-on collisions should be avoidable. A case in point of a plammimg glitch that
has caused tension —but which may in the end turn out to be bemeficial —is that of the statiom-
ing of the field researchers in each commumity. These were intended to serve as impartiial
observers,gathering data to do a proper evaluation of change in the commumities. Howewer,
since they landed in the commumities before any other manifestations of CIJE involvement
were apparent, they ended up being perceived as represemtimg 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 commumities 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 directlly, 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 umit
b) clarity of expectation, and Jead time: a two-year planning calendar

¢) 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 communmities that the project is real
and worthwhile

€) 8 jeint planning proeess in which both LC leadership and CIJE have power and resporsi-
bility based on a shared vision of the overall approach

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

1. Opening presentation (Henry L. Zucker) on the current understanding of the LC prexess,
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 eireles
professional leadership;development of parallel ehart for lay leadership.

3. Presentation of draft action plan and 28 month ealendar of milestones and planming semi-
nars for the CLJE with the group of three LCs (see below, “key elements of calendar”).
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Projection of developments in the two enabling options and the three suppert projeets 8
fit the proposed calendar.

5. Assignment for overnight homework for representatives of each commumiity: prepare draft
of local action plan to fit with group action plan propesed in 3-4 abeve.
Day 2
6. Integrate group and local plans to produce a master grid, to be studied in each eommumity,
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 commumity represemtatives
not dealt with in agenda thus far,
Key elements of calendar:
o key lay leaders with top professionals and CIJE will meet twice a year plus once at the GA
for a more ceremomial gatherng,
e project directors will meet as a group with CIJE staff bimomthly (except summer) plus the
three above-mentioned lay leadership meetimgs
o visits by CIJE staff to local communmities: every six weeks
o should be some kind of Israel experience each year Preparatory materialls:

It was agreed not to send participants heavy doses of background readimg, but ratttherto pme-
pare a binder containing worksheets for use during the meeting itself, to be distributeduppan
arrival.
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FIRSTTHOUGHTSIN WAKE OF A GOALS PROJECTSIMULATION

SHMUEL WYGODA/DAMEL MAROM

After simulating a discussion between the Milwaukee Jewish Day School (Liberal)
and the MI/CUE on the basis of 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 ‘mneation of general aims into operative and evaluable directives (eg, the goal of
¢''-amitment to Medinat Yisrael” would have to be refined in terms ofwhat altitudes,
1 .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 ofeveryday 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& 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 ifnecessary and available)

® I S/ (

'Tn be evaluated. .

MTbfinPoanjT?
Though the facilitator/s would have to ‘'translate" the concerns and understadings of
each ofthe 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 ofgeneral 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 ofan authentic vision. Honest nuances in such a document
can be '"exploded" into a series of 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 ofJewish
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
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gonls defining proeess than when there is no statement at all. In cases in which even
i kind offmiseion statement is unavailable, one would have to think about how to
geaeraie s production or suggest that the process begin on the basis of a "comtent
Hilywis” (an exmapolation of goals statements from an analysis of its existing
programs amd practice).

4. The question of how to initiate the goals defining process in schools in lead
comesmitis s very sensitive and complex. We do not know how many of the 60 -
80 schools im iead commumities (early childhood, day, and supplementary), would
want 1o undergo such a process. Since the process can be threatening, it may safely
be assumed st 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, owe must also comsider the possibility that those who implement a vision
will mot do so with great emergy and conviction, even if the guillotine” of
accountability is banging over their heads, unless they believe in the school's visien
amdl see themselves as having some role in its conception. Furthermore, we have no
"Yea off how many outside experts are available for such a process (certaimly not
sanugh to work with all the schools in a lead community at once) nor do we know
now mmch fime would be necessary in order to achieve appropriate results,

It may be that the resomress.off the MI-CUE would be well invested, at least at
first, iimto an imtemsive goals defining undertaking with one or two schools in each
llead community The advantage off this approach is that the MI-QUE could choose
to work with schools whose desire to enter into a goals defining process is assured
from the ostet! In addition, it would be possible to consider recruiting those
schools imto the process whieh, when seen enfering the process, would previde an
imeentive for other scheels to do the same. Yet another advantage is that the smaller
undertaking could provide the MI-CVE with veluable experience in preparation for
tthe larger goals projeet in and acress lead eommumities (this could possibly make
the smaifler undertaking appropriate for the pilot project stage).

5. Linked to the idove of initiating the geals defining proeess is that of the specific
wlayers which weuld have (o be invelved. As was stated abeve, being involved in

J proeess ean be an important faetor in empewering and energizing players for the
implementation preesss. This weuld legically lead to the eonclusion that it would
be important fo include as broad 4 base as pessible in the process, On the other
land, besides the great burden that a bread base places on sfficlency, the sourees of
authority i the decision making process and the internal pelities will be different in
sach seheol. This eould obvieusly have great impast en the gusstien of whe it
would be nesessary, advisable; oF optional to inelude in the goals defining process.
One pessibility off dealing with this jssue weuld be to work with a committee of
representatives of eash of the constituents in 4 sehoel (lay, administrative, pre,
parents, éte.) in predueing draft feppulations of geals and then with each
respresentative and his/her eonstituent in suggesting emepdations. This eeuld alse
werk the other way afound - first geals formulations esuld be done with each of the
sonstitoients and their representatives separately and then emandations ceuld be
done by a commitiee of all the representatives. In beth eases; it is reasenable @
assume that there woeuld be a seres of rounds oF mevemenis mads between the twe
groups i order to reach a final formulation ef the sehosl's geals.



A related question for many ofthe schools will be the role of the central offices
off the respective denominations Even in cases in which a denomination had
developed i own definition of goals ~ with or without the facilitation of the MI-
CUE - i iz diffievit to assimme 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
seformulate ieir 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 cumricula and in-service
imaining. 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 imvested in locally in order to ensure that the various players in a school
undierstand, desire and are capable of implementing centrally formulated goals. It
would therefore be necessary to comsider how, in each case, a fruitful working
relationship could be negofiiated between the central denominational offices and
likesiit local constituents in lead commumities,

In congidering this issue, it could be important to keep in mind that the
d smimetions may choose to embark on a long-winded search for educational goals
on the basis off the conceptions developed in the MI's educated Jew project In
cases im which this indeed transpires, it would be possible for the central
denominational offfices to raise the standards and 8v8! of discourse on goals among
theiir constituents,  Assuming that a fruitful relationship with the central
denominational offiices had been built in to the goals defining process in schools in
liead commumities, this would provide a solid basis for such a development in lead
comumitiies - one which coulld indeed provide a model for other communities.

The question of oufiside sxpertise is, of course, also pertinent ta the question of
who sits around the table in the goals defining process. It is important here to
distingnish between the task of facilitating the formulation off clear goals and
suggesting ideas or programs in order to implement these goals. Since goals set a
ttheoretical 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-CITE has epough stafff available to wark with all of
th' schools im lead commmmities at the same time. Even in werking with small
nunper off schools, all of which would agree to werking with an outsider, the
question of how to work together needs attention. Possibilities range from long
term, on-sits, "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. Im omder to proceed, we suggest that this document be discussed with AH and SF
in preparation for the discussion of'the goals projeet at the coming CUE seminars,
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HEEREW/JUDAICA MISSION’ STATEMENT Draft S4: 3/9/93

The mission of MJDS 1is 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.
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PROGRAM GOALS draft ¥3: 3/9/93

Gradiates of MJDS wil]. have attained the following goals: :
s (it %( J Wigui
1. knowledge amd understanding of the tull range of Jewish beliefs and observanwess.,
2. knowledge of and familiarity with Jewish sources..
3. understanding of the development of Jewish traditiom.

4. kmowledge of Jewish history.

In the area of Jewish skills:

L, tHee aillithy to eguedl, mend, wrlitee aadd wdeesttand e Hédresw LEmpusge.
2. thHee aiilkity to pruitiicipatte im aud leiddadysmgogromesorstapid teftéfiahah) .
3, thee @bility. to prrttidisdtes im audd lkeeail Hume st holidEy cellsirations.

4, te aniliity to studly Jevisth ssowcess indmearddantly .
In the area of Jewish attitwdiss:

1. committment te gemilut chasadim (Gets of leving kirdmess)).
2. commitment te Klal ¥Yisrael (Jewish commumitty) .
3. commitment te Medinat Yisrael (khe medern State of Israel).

“,5-‘*?‘- positive feeslings abeut Jewish 1life, eeisbratieny, and learningh,



Mandel Institute M9nn TN

For the Advanced Study and Development of Jewish Education
CUE - SIMULATION SEMINAR 1II
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 s pros s/ educators / rabbis etc.
ADH’s day-by-day schedule 18/7/93 - 12/8/93

Barry Holtz’s day-by-day schedule 18/7/93 - Rosh Hashana

Gail Dorph’s day-by-day schedule 18/7/93 - Rosh Hashana

SF’s schedule in U.S.A.

ARH’s schedule in U.S.A.

SW'’s schedule in U.S.A.

5@ 0 o T

2. The new 7bessora” 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 ((jpalr, BP, MEF)

10. Role of Pekarsky, Elkin, Bieler, others

11. New MO (Method of Operation). Presentation to MLM

P.O.B. 4497 Jerusalem 91044. Isracl Tel. 02-618728; Fax. 02-619951 ©ps ;02-618728 1950 91044 DOWIV 4497 1.7
bitnetno.-mandel @huj lvms- VIV DN



BALTIMORE

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

d.. Standards, scope

Seeing lay people, persommell, goals, Israel
CIJE contribution

= Who will what

Seeing the support projects
Monitoring, Evaluation and Feedback

Best Practices

//,planning process

Therefore year 1 plan
\“~pilets

Werking tegether
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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

systemnatic 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 Jarge 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 reponts 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 partiaily 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

gefting to that peint, 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: Bditing those reperts
Stage six: Printing the edited version
Stage seven:" Advertising” and Distributing the edited version

Next Steps

For this meme, I've taken eaeh "division" and each stage and tried to analyze where we cur-
rently are headed:



1) Supplementary scheols: 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 thre¢, 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 1o 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 BJfc
level, particulatly 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 loca] Lead Communities eommissions about the results of the
Best Practices Project, site visits by Lead Community lay leaders and planners to observe best



practices in action; visits by best practices practitioners to the Lead Communities; workshops
with educators in the Lead Communities, etc. The Best Practices Project will be involved in
developing this process of implementation in consultation with the Lead Communities and with
other members of the CIJE staff. We have already discussed possible modes of dissemimation
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 communnities
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.



4) Stafff seminar

Desired outcomes:

- BringinBingiakdl the dobe wnstafé wnst affremd tants uttayts cinvsyncegatlgegards to

the next steps of the CUE .

- Clarifying the role of each staff member and consultamt

= Defining the objectives for the short, middle and long range
{ simulation Jerusalkm )

Agenda: To be determined after the Simulation

5) CUE / LC second seminar: Baltimore

Desited outcomes:

- Reinforcing the partnership between CUE & LC
- Finalizing each LC weridoad for 1993/94
= What does each LC have to achieve

- AQquamting the LC with the full CUE team and their roles
- Presenting the CUE program for 1993/94 ( simulation )

Agenda:

Each Lead Community has been asked abeut their suggestions for the
meeting in Baltimere. Upen completion of the simulatien in Jerusalem

we will send them our propesal for comments and final setting.
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PROPEASEB €ALENDAR OF MEETINGS

LEAD COMMUNITIES AND CUIE

1993-1994

1994

MEETING
. Key Lay
Leaders &
Pras-LC.s &

CWE (2X/Year
+ GA)

Aug.

Sept

Qct. I Nov.
L X

Dec.

Jan.

Feb.

- | Apr.

May

Juimes

Juily

2. Key
Professionals
LCs & CME
(5X/Year)

3. CAE Staff
to Each LC

(Every 4-6
Weeks)

Aflanta
Baifimore

Milwaukee

4. CUE STAF
SEMINAR

5.




Dear Seymour:

%1) @mé@éee please find a timeline for the goals project
@ppended to it s the summary of our deliberatiens om the
&@{Egﬁ, whieh we discussed at our last meetimg). This willl
@ the Tocus of our meeting (SF, SW, DM) om Sunday moennimy.

@%g_ related issues which we would like to discuss with you

a) division of responsibilities (who is responsible for the
project on the whole, fiwr dihe semmbaxss, for ccommuntaat van
wit the depominatiems,,  flabachaeckgndundesresedyrch, fioor
logistics, ete.)

b) Danny Pekarsky: the earliest he could come is im the
second week in January, which overlaps with Twersky's visft;;
should we consider conference calls, bitnet communicatiion,
etc.. as an alternative?

ca mossbike dhakes and Noeatban oof senhaar: ypau ssiggees tdd
that we try to arrange this for the time youw willll be im
America in February; should we push for Harvami?)

d) sat time tho dbened bop pproegram itn mmore déedal |

22 I think that we need to respond to Twersky's fax
(@mclosed as well) pretty swon:

a) regarding his comments om aanmearihmg aat thke ssbhoodl:
suggestion is that we bring Twersky to the Fellows instead o
the schooll; another possibility would be to include more
Israelis in the educators group.

b) wegarding logistics: we need about ten mimutes with
Suzanna to work out the details,, schedulimg issues, etc.

3% we are meeting on Wednesday with the editer Deborah Reidch
at 12;30 (@AH participating as weﬂﬂg and with Greemberg at
3:00 (@t his place or at ours?).. In between, we willll have a
chance to prepare strategy for Mike Rosenak's gap@m. You wiill]
get a packet on Tuesday with the background documemits. I
would like to add to the agenda for our discussion:

- set time for regular meetimg (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 Shaley
- response to your comments on the sociall commonplace

Shabbat Shalem



Received: by HUJIVMS (HillyMail-v61):; Fri, 10 Dec 93 14:21:29 +0200

Date: Fri,, 10 Dec 93 14:16 +0200
Message=id: <101200931416496HUJIVHS>
From: <MANDEL@HUJIVMS>
Te: FPHEROR RSO S DA DM NN meatii 1. . sscoemald issom. i seC eelgiu
Ce: annatbe,
mandell

Subject: Re: Trip
Dear Danmny,,

“looked over™ d.m."'s e-maill and so your decisiem. Just
to let you know that we are delighted and alll 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-EQF,, End of messages.. Next meessage is #1
BMAIL> 4

[2) [H4 MANDEL@HUJIVMS => mandel@hujiwms; 10/12/93,, 14:16:25; *
MANDEL.MAIL

ASCIT (<MANDEL@HUJIVHS>))
[ImMIME type: text/plain

[m
coeived: by HUJIVMS (HlUyMail-V¥61); Fri,, 10 Dec 93 14:16:25 +0200
Date: Fri,, 10 Dec 93 14:14 +0200
Message—id: <101200931414590HUJIVMS>
From: <MANDEL@HUJ1VMS>
To: ammettteeddhuivms
Cc: mamdieN@hujjiiwimes

Received: by HUJIVMS via SMTP(128.104.30.18) (HUyMail-V61);
Thu,, 09 Dec 93 19:13:31 +0200



Received: from mail.soemadison.wisc.edu by wigate.mic.wisc.etu;
Thu, 09 Dec 93 07:46 CDT

Message- Id:: <9312090745. 4d072bd%. SOEGmail. soemadison. wi sc. edw>

Date: Thu, 9 Dec 1993 7:45:34 CST

from: "Dan Pekarsky™ <PEKARSKY%SOEADMIN@mail.soemadison.wisc.edu>

Swbject: Trip

To: MANDEL@VMS.HUJI.AC.IL

fit <CR> for mext page, : to skip to next part....
BRATL>

(2] [n
X-Gateway: iGate, (WP Office) vers 2.01 - 1032

It was good talking to you yesterday.. 1 discussed the
possibility of a trip with Stephanie, and timing sounds goodl. I
rave yet to arrange reservatioms,, but my hope is to leave om
Monday, January 10 so as to arrive late Tuesday. Wednesday I cam
relax, and then I'11 be read to work Thursday, Friday, and
Sunday. 1'1} try to leave late Sunday night or Monday momrmiimyg.
11 Tet you kmow further details as I get them.

Unless I mear from you today or tomorrow, I'm assumimg I showld
go ahead and purchase tickets.

Regards to everyone. I look forward to seeing you soom.

Danny
BYWAIL> file pekarsky
MATLLIST-1-EOF,, End of messages.. Next meessage is #1
RMATL> 3

[2] [W3 ANNETTE@HUJIVMS => mandel@hujivms; 10/12/93, 14:13:4%2; *
ARNETTE. MATL

ASCIT (<AWNETTEGHUJIVMS>)
[[ImNIME type: text/plain

[im
Received: by HUJIVMS (HibyMail=Y61); Fri, 10 Dee 93 14:13:42 +0200
Date: Fri, 10 Dee 93 14:13 +0200
Message=id: <10120093141314@HUIIVMS>



_I_

Received: by WUJTVMS via SNTP(U28.104.30.18) (HUyMail-Vel); =

Fri, 03 Dec 93 16:37:52 +0200 c9 f () [ wt ”“5%7
Received: Trom mail.seemadisen.wise.edy by wigate.mic.wisc. etu:

i, 03 Dee 93 08:26 CDT cv<aK

Nessage-Id: <9312030825%. 101 . 4efficse, SOE@mail. soemadison.wisc. edu>
Date: Fri, 3 Dec 93 8:26:39 CST

from: “Dan Pekarsky” <PEKARSKY%SOEADMIN@mail.soemadison.wisc.edu>
Subject: Bnelosure file: MESSAGE s

To: ALANHOF@YMS.HUJI.AC.IL

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

[ have been comntacted by Danny Marom and Seymour about the
possibility of meeting with them in Israell early in January to
make progress in this domaim. This seems do-able, though it may
e important for ws to make progress relating to dates for a
semimar in Israel this summer before that time.

I'm off to Chicago for Thanksgiving for a few days (312-324-26&%%5,
sthould you meed to be in touch).. On my returm, it might be
uwseful for a series of conversations relating to the goals
project to begin (either by phone or via email)) betweem yow, ms,
Gail, and Barry. If possible, I'1l put a few ideas om paper to
thelp forward tthe conversatiom.

I'd love to Wear about the meetings in Montresll - whidh, I heard,
went well, as well as to share with you thoughts about the

Miilwaukee experience..

T look forward to our being in touch. Have a good,, safe trip
hack home. 1711 be back on emaill as of Monday.

Take good care of yourself..

Dan



(B e

Y
: . , Gtk 1@
Received: by HUJIVMS via NJE (HHyMail-V61); Wed, 27 Oct 93 16:22:38 +0200 &

Received: from IRISHYMA (MJE erigin SMTPOIRISHWMA) by VMA.CC.ND.EDD (LMaifll’
Vi.dd/1.7f) with BSMTP id 2407; Wed, 27 Oct 1993 09:21:40 65600

Received: fTrom EXODUS,VALPO.EDU by VMA.CC.ND.EDU (IBM VM SMTP V2RD) witth
TCP;

Wed, 27 Oct 93 09:21:38 EST
Date: Wed, 27 Oct 1993 9:24:56 06600 (CDT)
from: Derothy Bass <DBASS@EXODUS.VALPO.EDU>
To:  ALANHOF%HUJIVMS@vwa. cc. nd. edu

Message=1d: <931027092456.ccl8@EXODUS. VALPO. EDU>
Subject: NOV. 4 MEETING

Dear Alan,

Thanks for contacting me about the meetimg.

 too am delighted that you will be with us.

We plan @& 2 1/2 to 3-hour session with you that aftermeon, if that fits
your schedule. Ideally, that would run from 2 to 5. If some adjustment
iim  these times,, within the basic Thursday afternoem schedwlle, 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 imterested in this question: “How cam we conduct amd shame
mesearch in such a way that it makes a differemce im religious
commumities?” It seems to me that the narrative of the CIJE effart, its
research design, and iits strategies for impact provide very stimuliattiimg
amswers to this questiom.

So I would appreciate your setting these matters forth for the group,
. dich will, T am confidemt, have many respomses. I hope that this willl
stir my group’s thinking about our plams.

After some imitial conversation about these matters, I would like to twm
the comversation fin a more normative direction. What kimd of "difference"
do you Mope to make? When we talked in Indiamapoliis, Craiig and I were
particularly imterested in the theologicall turm yow and Barry {ntroduced
iimto @ project ifmitially prompted by what I thimk you called feiviic™
comcerns.,

The social reproduction of religious cultures is importamt (for us, it
appears mow 1in concerns about deelining membershiip): but we wamt alse to
serve the deepening of wisdom and 1ife ameng religious people .

Is this sufficient guidanee for Thursday? Please ealll (evem mext weadk,



Monday eor Tuesday) or bitmaill or fax if not. 1'd be happy to have a
telephone conversation upon your returm to the states.

We will mave read A TIME TO ACT. 1Is there anything else you would like me
to distribute?

Hiow should I imtroduce you?

I believe that we sent you information about where we willll be. Let me
kmow if you meed anything else.

I cheek e-mail frequently, but am accessible primarily through the
Imternet,, as dbass@exodus.valpo.eduw. I am told that bitnet usually knows
how to find a gateway to Internet . ... or perhaps simply replyimg to this
message,, however it is return-addressed, willl worlk,

AGain,, we are all Tlooking forward to the opportumity to talk with yowu om
Thursday.. Safe travells.. Please be in touch as needed.

test wishes,,

Dorothy Bass



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 of the educated Jew:.
These papers were written by Professors Moshe Greenberg, Yitzhak Twersky, and
Menachem Brinker. Following each of these papers is a series of discussions which
attempt to "translate” the profiles into the language of educatiomal practice. These
discussions, written by Professor Fox and/or myself, include comments and clarificationms
made in a seminar with educators. The participants in this seminar were Dr. Ami
Bougamim, 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 of papers dealing with aspects relating to the development
of conceptions of the educated Jew. Professor Michael Rosemak's paper suggests a
minimal common criteria for conceptions of the educated Jew.  Professor Israel
Scheffler's papers summarize the debate on "the educated persom” in general educatiom

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 conceptioms of 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 om methodology would
address issues in the formulation of goals on the basis of a precess which moves from
philosophy to educational practiee.

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,



28
[2J [H28 ANNETTEQHUJIVMS => Mandel@HUJIVMS; 23/10/%3, 23:29:10:; =
ANNETTE.. MAIL
ASCII ((<ANNETTE@HUJIWMS)
[ImMIME type: text/plaiim

[[m
Received: by HUJIVMS (HUyMail-V61); Sat, 23 Oct 903 23:29:10 +0200
Date: Sdt, 283 (et 9B 23:299 02080
Message~iidi: €231000932329100HUJIVMS>

From:; <ANNETTE@GHUJIVMS>
To: Nebarrottel TIRHLLL MMSS
Ce: Arrreettite UL MINSS

Subject: Daniiel Marom
Hello Danny,

This being a new week, let me apologize for an ill=placed
conversation on Friday. 1 have read your memo on the 1library
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 reasoms.

Hit <CR> for next page, : to skip to next part...
BMAIL>

[2J ™
I suggest you purchase what"s in your “classies” 1ist
except for the bavly = 1 understood from Seymour that he
was leaving his in the library. Check if I understood
right. 1 not I suggest you buy just the bavly and we take
the others step by step. 1'11 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 them.

2. 1'd like to receive the Otsar Hatora Hamemuchsinaw
information -- since it pertains to my private library



at home. ..

3. I like the notion of TOP = but here tee must wait fer

January to decide. You Estelle and I should meet in early
November to discuss the rest of your propesal =- the alternative
possibilities as welfl as intermediate functionimg.

It is important that books continue to be featured and listed in the
meanwhiile. Estelle should do two printouts as soon as she

has time: by author and by title. One should be boeks the

other articles and documwents. We should then see what of

Hit <CR> for next page, : to skip to next part...,
BMAIL>

[2d ™
the books are missing in reall 1ife and go after them.

Shavua Tov

Annette
BMAIL>



GOALS FOR JEWISH EDUCATION IN
LEAD COMMDUNITIES

The Commission on Jewish Edueation in North America did not deal with the issue of godls
for Jewish education in order to achieve consemsus. However, the Commission knew that it
would be impessible to avoid the issue of goals for Jewish education, whem the recommenmnda-
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;

) Iieis difficult to introduce change without deciding what it is that ome wamts to achiewe.

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

3) The evalluation project in Lead Commumities cannot be successfullly undertakem without a
clear articulation of goals.

Goals should be articulated for each of the institutioms that are involved in education im the
Lead Communities and for the communmity as a whole. At presemt there are veny few cases
wihere imstitutions or communities have undertaken a serious and systematic consideration of
goals, It is necessary to determine the status of this effort in the Leadl Commumifess. There
may be individual institutions (e.g. schools, JCCs) that have undertakem or completed a seriows
sysitematic consideration of their goals. It is important to learn from their experience and to
ascemtain whether an attempt has been made to develop curriculum and teaching metthads
coterent with their goals. In the case of those institutions where little has beem dome im thits
area, it is crucial that the institutions be encouraged and helped to undertake a process thait
will liead to the articulation of goals.

The CIJE should serve as catalyst in this area. It should serve as a broker between the
imstitutions that are to begin such a process and the various resourees that exist im the Jewiish
world —scholars, thinkers and institutions that have deliberated and developed expentiise im
this area. The institutions of higher Jewish learning in Noxth America (Y.U, JITSA. and
H.U.C.), the Melton Centre at the Hebrew University and the Mandiel Institute in Jemsaliem
have all been concerned and have worked en the jssue of geals for Jewish educatitih.
Furthermore, these institutions have been alerted to the faet that the institutions in the Lead

Communities will need assistance in this area. They have expressed an {nterest in the piojest
and a willingness to assist.



The Mandel Institute has particularly concentrated efforts in this area through its projiect om
aliernative conceptions of “The Educated Jew.” The scholars involved in this project are:
Professers Moshe Greemberg, Menahem Brinker, Isadore Twersky, Michael Rosemdk, Israel
Scheffier, Seymour Fox and Daniel Marom. Accompanied by a group of talented educatars
and social scientists, they have completed several important essays offering altermative ap-
proaches to the goals of Jewish education as well as indications of how these goals should be
applied o educational settings and practice. These scholars would be willing to work witlh the
institutions of higher Jewish learning and thus enrich their contribution to this effort im Lead
Communities.

It is therefore suggested that the CIJE advance this undertakimg in the followimg ways:

1. Encourage the institutions in Lead Commuumities to consider the importance of undlerta-
ing a process that will lead to an articulation of goals.

2. Continue the work that has begun with the institutions of higher Jewish learming so that
they will be prepared and ready to undertake community-based consultatioms.

3. Offer seminars whose participants would include Lead Commumity represemtaiives 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
help and expertise.

The issue of goals fior a Lead Community as a whole, as well as the question of the relatiomshijps

of the denominations to each other and to the community as a whole will be dealt with in a
subsequent memorandum.

Sevmour Fox & Dariel Marom



This fax censists of 9 pages.. If yow have problems with ity
traAsmissiom, please contactd Roberta Goodmam in the Urnited States
at 608=-231-3534 or by fax 608-23 1-6844..

To: Annette, Seymowr and Shmuel

From: Roberta Goodmam

Adam has asked me to fax :il!i% te yow. Hope alll is well im
Jerusalem’
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MEMORANDUM
July 1%, 1903

To: Ammette, Seymour, and Shmuel

From: Adam

CC: Ellen, Roberta, Julie

Re: Ambiguities in CUE werms and concepts

Altached are two documents:

(1) A glossary of key tenms andoooneppts for (UFE, whiiebhypounmg ywidkhtao
circulate.

2) A disowssion of ambipiitees rellated to these torms antl concgpss, ik ik
intended as feedback 1o CUUE,

Here's a brief explanation of the documents:

Gllossary

At the May meetings in Cleveland it emerged that many of the key terms and comcepts of
CIUE were mot fully clear to all participants, Consequently we decided to prepare a glossary
off terms and concepts. The primary purpose of the glossary is to ensure that our owm
wmdierstandings are correct, However, we think the glossary might have more general
usefuiness. For example, you may wish to circulate it among CUE staff, Lead Commmumity
stwff, amd/or Jay people. 1"m writing to ask the following:

® Aeecpurdédinnitons saxcomante ard nerspmdilly compibees?

® [Tfypouwisbh teoddsstrbtutes thiee glsseayy more witkid)y , azce theees astter tezmmss yyonitd
like vs to add?

Ambizuiti
Preparing the glossary provided an excellent opportunity to diseuss the issues and conceptss
represented by these terms. We reviewed many long-standing ambiguities and raised new
issues as well. Hence, another reason 1"m writing is te advise you of the ambiguities we
discussed. Some of these may be easily seitled by you; if so, we’d appreciate your quiek
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 eommunities and
others, Thus, the discussion of ambiguities is intended te be feedbaek to CUE.
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CIJE -- A GLOSSARY OF TERMS AND CONCEPTS
July 1993
Abbreviations used in the Glossary

ATA: A TTimerdo Agt, TRee RRgpottoff thbe (oommnisssdononn) ewiskh EBdve tinonianNGotih
Am@ﬂea, Lanham, MD Umverslty Press of America, 1990.

BPSS: & : Sid i ,eddueddbbzymaryymmzz,
CIJE 11993

CSR: *The Challionges of Systemic Reform; Lessons firom the New Futtiress Tnitiative
for the CUE,"” by Adam Gamoran, CIJE 1992,

GJE: "Gl fiorr Jewitdh Fdiveaiion in Leat Communities,” thy Seymowr Fox and
Daniel Marom, CUE 1993,

LCAW: "I eeddCCommuititiesaatWookl, "oy yAsnpttteHidobhstein CTIEE]19993.

LCC: "I eeddCSommu ittyCoonrsliiaoot, mmintte soffthheCTIFR/ kad dOGommuitity
meetings held in Cleveland, OH, May 12-13, 1993.

PlaG: Plamning Guide. CUE, FRebmeanyy 1993,

ProG: Progeam Guidelings, CUE, Famuary 1992,

Glossary of Termis

Best Practices -- A CUE project to develop an inventory of effective educational practices

which will serve as a guide to Jewish educational success. As a resource, Best Practices can
be adapted for use in particular Lead Communities.

Further reading: ATA 67, 69; PlaG 31-32; BPSS 1.
Content/Scope/Quality -- See Lead 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 Communily -- A geographic community serving as a local Jaboratory 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-ro-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 Comumunity Project.)

Further reading: ATA 67 6%%; 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 ¢oalition.” 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 2-33,
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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 Jead community projects.

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

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

Further reading: CSR; also Marshall S. Smith and Jennifer O"Day, “Systemic Schoot
Reform,” Politics of Education Association Yearbook 1990, 233-267.

Vigion «- 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 partmership within a Lead Community among participants
across denominations and levels of agencies and institutions, It includes lay people as well
as professionals. (See also Mobijlization.)

Further reading: LCAW 4, ATA 63-66.



Ambiguities and Uncertainties
July 1993

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

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

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

“With Best Practices under way, the central challenge lies in sirengthening 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
imteract?....Will the communities initiate the relationship by requesting assistance in
particular areas? Or will Best Practices provide them with a "menu™ from which te
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 ar¢ 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 wtilizing Best Practices in the context of systemic reform. A
principal feature of the Lead Communities project is that instead of addressimg

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 om
particular institutions one at a time, appears fo conflict with the systemie approach.
How will CIJE encourage systemic use of Best Practices? Broader mebilization of the
community is required to ensure that Best Practices are drawn upor in a coerdinaied
rather than a fragmented way" (Summary Report. Feb, 1993).

This issue is a source of great confusion and uncertainty In the communities, partienlaly in
Milwaukee and Atlanta. At the meetings in May, we eame {0 understand that Best Practices
will be a resource upon which the communities ean draw as they translate their visions inie
sitivbased action. How this process will werk is still et elear In the eommunities.
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Goals Project == This is not yet a coordinated and integrated effort, and the icad
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.

Iead Community == We have observed over time, and it was clear in May, that CUE staff
use the term differently than residents of the three communities. From the commmumity
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. CILE staff know these cities were selected for
their potential for radical reform in Jewish education, and the quality of current pelicies and
programs was not the key consideration.

Thus, for example, what CUE staff term "business as usual® in Baltimore is seea 4s "the
lead community process” by members of that community. I may be oversimplifying a bit,
but 1 think it”s mot inaccurate to say that Baltimore federation leaders see their plan, which
has been progressing since 1989, as one of systemic reform, and one which is consistent with
CUE"s approach, CIJE has not effectively communicated to them, or has not succeeded in
convineing 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 chamge.

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 per se, it was very much influenced by the Mandel

Commission and by A Time 10 Acl. 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 respeets, First, the logie of
“bottom-up" vs. “top-down” implies a hierarchy, but more recently CUE has deseribed it
relationship with lead communities as a "parmerstip.” Second, "bettem=-up" implies reforms
generated from within the community, but thus far CUB has speeified not enly the twe
"building blocks," but numerous structural elements sueh as the federation as the “egntral
address" for the project, a new role of Jead community prejeet directer, mpRitering desighed
by CUE, and other specific roles for consultants and CUJE staff. Best Pragtices alse spems 8
come across as a "top-down” reform, although it is net {ntended that way.

Thus far, discussions between CIJE and the communities have mainly foeused on strietye.

Perhaps as content becomes more central, the reform proeess = and the relation behveen
CIJE and the communities —will be #eré 8Rg 6f Baﬂﬁe&hi&

vl
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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 in¢luded?

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 CIJE 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 CLIE 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 coneern is
a broader one, it still needs to be addressed.

From the community perspective, a difficulty in involving major donors now is the eurrent
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
e specifics of Lead Community Projects, professionals feel they lack suffieient
“ammunition” for soliciting funds. One can think about this problem as & sequeneing 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.

L]
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Amother ambiguity is that so far, mobilization in the communities has meant of
diverse constituencies rather than full jnvolvement 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 particularty
concerned with the involvement of educators. What CIJE or community resources will be
devoled 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. Mast of our reportimg
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 vncertainty 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 concerm 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 doners)?
Are some partners more essential than others?



HEBREW/JUDAICA MISSION STATEMENT Draft #4: 3/9/93

The mission of MJDS 1is 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.



PROGRAM GOALS draft #3: 3/9/93

Graduates of MJDS will have attained the following goals:
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knowledge and understanding of the full range of Jewish beliefs and observaness,

knowledge of and familiarity with Jewish sources..

. mnderstanding of the development of Jewish traditiem..

. knowledge of Jewish history.

the area of Jewish skille:

thee adillitly to sspedk, nessh, wriite amdd undéestant tHee Hidlvesy largiage .
thee aiillitty to partiicipshe im ard leddad wiagomeeoreitip d te¢E¢11ahgh) -
thize ity to prartiicnedee im andl 1eerd Hosee andd Hulligdsy cellairations .
e @Al to study Jewish svinasss irdhasonient Yy,

the area of Jewish attitudes:

commitment €6 gemilut chasadim (Gets ef leving Kindrpesy)-
comnitment te Klal Yisrael (Glewish eemanity)..
comiitient te Medinat Yisrael (#he medern Seakte ef fsrael)).

positive feelings abeut Jewish life, ecelsbratiom, and 1sarpiny.



GOALS PROJECT TIMELINE
STAGE ONE

IMMEDLAINE::

1. ARRANGE FQR DANNY PEKARSKY TRIP TO ISRAEL

2. ANNOUNCE SEMINAR TO HIRT., DAVIDSON/HOLTZ/ABRAWSON. LEE

3. CONSULT WITH HIRT. DAVIDQON/HOLTZ@ LEE ABOUT
DATES,, PLACE AND PARTICIPANTS IN FIRST SEMiNAR

4. SECURE PARTICIPATION OF ALL PARTICIPANTS IN SEMINAR
(INCLUDING GUEST LECTURERS)

5.. AKE LOGISTICAL ARRANGEMENTS FOR SEMINAR

6.. CONSIDER POSSIBLE PILOT ACTIVITIES IN LEAD COMMUNITIES

DECEMBER::

7.. CONSULT WITH DANNY PEKARSKY ON THE GOALS PRDJECT
8. DEVELQP PROGRAM FOR SEMINAR

9. SEND BACKGROUND MATERIALS TO SEMINAR PARTICIPANTS
10.. ARRANGE FOR PILOT ACTIVITIES IN LEAD COMMUNITIES

J ANUARYY::

11. PREPARE MI STAFF FOR SEMINAR PARTICIPATIQN

12.. PREPARE CIJE STAFF FOR SEMINAR PARTICIPATIQN

13.. PREPARE GUEST LECTURERS FOR PARTICIPATIQN

14.. PREPARE STAFF FOR PILOT ACTIVITIES IN LEAD COMMUNITIES

FEBRUARY::

14, "CAMPER SYSTEM" MEETINGS IMMEDIATELY PRIOR TQO SEMINAR

15.. CHECK CIONFERENKIED TAMLNGT FACNC ITAEBLITFOOD, EAQ@., ETC.
16.. LAST PREPARATIONS BEFGRE 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



PROGRAM GOALS draft #3: 3/9/93

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 toparticipate in and lead synagogue worship (tefillah).
3. the ability toparticipate in and lead home and holiday celebrations.
4. the ability to study Jewishsources 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.



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 assigmment?™ 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
communities. As is made clear in stage #3, this would have to be undertaken by the CIJE
staff (respomsible for communication with local staff and schools and coardinating 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
contributiom. 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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from theory to practice who does the

assignment?
</
1. from philosophy on MI + Denominations
eflPlcnfcarifilyflia + outside experts
to the educated Jew (eg. educators seminar)
2. from the educated Jew MI + Denominations
to theory ofpractice + outside experts
(eg. Bieler)
3. from theory of practice MI
or content analysis TjiLfo  CIJE+Denominations
to aims and goals for + outside experts (eg. Pekarsky)
schools
ryu™0~"i
MI
(3 “rom a’'ms an<" §oals "or o
PQJ&AUD schools to school program ClIJE+Denominations
or syllabi +outside experts (eg. IMFellows)
+school education committees
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5. from school programs or
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A GofiM  joHim2&dse™ce training Etzion, RheaHirsch)

(ana curricula?) outside experts (eg. Bieler)

local community staff

(£? from in-service training fo school staffs

fotfwoejr2.&? implementation
from implementation to
evaluation outside experts (eg. Pekarsky)
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how is the

assignment done?

MI project,
ongoing seminar

with Denominations

MI project
ongoing seminar
with Denominations
J22 ¢
MI goals department
CIJE goals project

MI goals department
CIJE goals project

MI content master plan

MAF grants

regular school work

MI goals department
CLJE goals project
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SEYMOUR FOX -- OCTOBER 4, 1993

The Goals Projeet as we always said involves two sides: workimg
trom the Educated Jew project down to goals and workimg with the
deneminations and anybody eise on conceptioms of goals that they
new 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 conversatiem about. It seems
to me that we have spokem, and both of yow know that, to the
denominations about getting their act ready. They alll know abouwt
;liha*@;.ithereﬁ‘om,, how are we now going to get them to be able to
0 it?

That requires that they — probably as a whole group, alll of them
together,, with Pekarsky and the two of you amd me — because we
are going to hame to superwise thadr, gauidee it;, help it, etc. —
either call a seminar in America or calll a semimar here, And we
have to be wery well-prepared for that semimar. Now what that
means about being prepared for that seminar is to fimd out how deo
we teach them how to take their goals — in some cases they'we
worked out good goals, in some cases they've worked out silly
goals — how are we guimg t® gett tham to ssee, nmwhber 1: that
they have to come to thldt seminsar pre@aned — lput wheatt are they
prepared to commit themselves to? Them we're goimg to rum inte
all the difficulties that all the lay people know — they don''t
want to commit themselves because if they, they'wre going to held
accountable,

So how do we deal with them psychologicallly, theoreticalllly, and
educationally — that's the questiom. Them, how do we teach them?
And who is are expert going to be? It's somebody im gemenall
education that will have to come into that semimar that willl show
them how you take a goall and make it operative for a schewoll.. Them
let's assume we even got them to do that. That was the poimt you
were talking about Shmuel. Which of the varieus list of goals
that they have — and there are mamy curriculum — and are now
ready to be held accountable for.

Now if they have one, what are they goimg to do to get a schoal
to Jearn how to work with that, to gear their curriculum to it,
to deal with more lofty things like gettimg their teachers to
understand that etc. What does it meam to undertake a goals
project “savir®™ -— iteratiom number 2. Iteratiom number 2 is
where do we expect the denominatioms te be in 2 years, im 3
years,, in 5 years — that's the assigmmantt.
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GOALS PRORECT TIMELINE
STAGE ONE

IMMEDIATE:

& ANOONEE St 10" Wher s oAb B ddLES nmmmson 1pe

3. CONSULT WITH HIRT, DAVID ﬁ@N/H LTZ/ AB@Mﬂ
DATES, PLACE AND PARTICIPANTS IN FIRST SEMiNAR

4. SECURE PARTICIPATION OF ALL PARTICIPANTS IN SEMIMAR
INCLUDING GUEST LECTURERS

5. MAKE ILOGISTICAL 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 backgr@wmd docwmentt)
9, SEND BACKGROUND MATERIALS TO SEMINAR ARTICIPANTS
10. ARRANGE FOR PILOT ACTIVITIES FOR LEAD COMMUNITIIES

JANUARY :

I1. PREPARE MI STAFF FOR SEMINAR PARTICIPATIQW
(Gimcludes research on various curricular goals
roduced by the denominatioms
12.. PREPARE CIJE STAFF FOR SEMINAR PARTICIPATIQW
13.. PREPARE GUEST LECTURERS FOR PARTICIPATIQWN
14.. PREPARE FOR PILOT ACTIVITIES FOR LEAD COMMUNITIES

FEBRUARY :

14, “CAMPER SYSTEM" MEETINGS IMMEDIATELY PRIOR TQ SEMINAR

15. CHECK CONFERENKEERDOME TAMINGTFACNGITAES,ITFODD, KD, 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.. TMPLEMENTATION OF PILOT ACTIVITIES FOR LEAD COMMUNITIES



Mande! Institute ST Y

Tel: 972-2-66 5333-

FFax: 972-2- 543237
Facsimile Transmission

i@ R Banny Pefarky, Madisen Baig’ January 17, 1994

— Shrmuel Wygoda, Jerusalem NG. Ba@&:

001 608 262-9074

10

Fax Niwmber:

Dear Dammy,
It was good having the opportunity to work with you, even if this time it was; quite:
short. || hope it will be longer next time!

Attached lsend you as promised all the prints that were on the board winilk We Wal:
working .. I hope they will be of help to you.

Damny Marom and myself hope to finish our " homework " by next Tuesday.
We all hope you had a pleasant flight home, and that you farmily and frirmds are all

well,

@Y TPIT

ﬁj J’ll_d-} !

SN
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Community
Denominations

Settings

Players: rabbi, educaters, lay leaders, federation pegplss,

community center peopls,

Board of Jewish education people



Imputs

Reality

Content analysis
Committees

Study

Educated Jew

Twersky



CIJE Staff
Harvard-CIJE -=- Digeusses and Decides

BEduecation/Engagement of Players:

L@y People = Commission
Clients

Edwucators

EXperts

School

Teachar

Rabbi

M.I. & CIJE

Israel

Harvard

Locally: lead community
Regicnally

Nationally: Sizer 1-4
Imternationally
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Resources
Resources

NaNatienabrguganizabhens 6Ersrainingpinstitutiens

Today

Togﬁgrt—term
Shpshg et

Long-term



Goals Project:

Cakalyze vision-drivenness in lead communities and beyond via:

1. Develop a packet or arsenal of pertimemt materials including
conceptual pleces, examples, strategies & human resources
((imcludiing Sizer etc..))

2. ety Aeroooraage el apomunari 11 bas

3. Hroomusgge dderomiirattions amd otieass too bee mosaattinee

4. s it off drdineen inrshitruttibors in ezad commmuuard thees
and beyond



AGENDA

4-.
5.

A time to decide on commitment to goals projeci:
* FHTougth  espesttiittiioom

* aariityy wdilll copmee wdiitthh furthesr irvelviemestic
* Ghreedt espesadtapticon eSS VAN RITesSs

Restatement of the thecry of the goals prejeet ((the
whole which makes the parts cleamn)
* The premise of effectiveness associated with
lead communities is bound up with vision=drivemnness
* Staagpes [1-5 + evallsdtioon : philesaphy of educatien
leads to portrait of a setting which leads to
translation to practice which leads to various
levels of planning ((iteacher trainimgy, syllabws;,
curricula buildimgy, consensus buildimg, ete.)) leads
to implementation followed by evaluation at all
the above levels (@iich is critical because it
holds the promise of accountability)
* Bresmiding the lock on Jewish ediusdtioon: Mididem
agreement to sustain mediocrity and limit resources
¥ Thweo MgEjjcor gpmalss -
1. Give and take/resonance/tension between
theory and practice
2. Building of a culture through deliberation
and clarification of aims
(8. The above are facilitated through inguiry
which is disciplined/red lines/integrity/
screw-tightening/not just values clarificaftiomn)
¥ Tro peovidie exseanplless witiicth anee cronffiideree bod 15d byg,
inspirimgy, illustrative and demonstratiwes..

Factors to be considered in practice:

* Three audiences: lay, individual settimgss,
denominations and others, 23 -

¥ lesremss antl adsstedlesy/ Adtedtice  (escampbe : peayitygg
teachers for extra hours)

* Exgeedied ooy Areapeaessess

¥ Motdicdigedtes negpesdt oy gpedlss Faom dberoom redt Dorss
and their preparation

* TrH s liss aan esstestesiion off Hesdt preattitess

GIUFE pserssonné ] , eemeyyy, pPrioiitess

Myrpdilleayidlliittyy off M4 1T . shedff, aatijunodt stedfs, HEoxoon,

experts, consultants

gt

Thdlexedtiion odff failure

T inee

THimeditee ({13-3 years, etc.))

L

L

Alternative routes available

Back to number 1.



ALTERNATIVE ROUTES

A.

Education of lay leaders

* Summer seminar -- the role of goals, educated Jew,

goals in lead communities (&tate of the art and how
to get involwed))

* Corsidlidaatioon oon conmmurittyywitde gpedbs  (exscampee :
Milwaukee visioning process and documenit))

* H%%ﬁ?ﬂnm%@ﬂbmﬁﬂﬁﬁ(ﬁﬁw:Bﬂhﬂkﬂﬁﬂ%ﬁﬂi&ﬂﬁﬁatﬁﬁ@md/
Bellow

* Eillogt mpogpett wiidth aoree qgedl (execampée : Tgwedl
Experiemae)

Work with Imdividual Settings

¥ Whorkk wditth aomee sddivedl com meaxiimmam iimred beseent iin
goals process (@ork is in the school at all levels:
lay, pro, parents, etc..))

* TheaiiTiingg off FRseoon gyoaoygp odf 155 arorssulltbartiiss 1n ocodder
to facilitate coalition medel or other possibilities

* el ssdtomdls iim lle=ad commmuiit e s : medd imm iinved reameatit
with medium number of schools (6 or 7)) (work is on
the school with an education committee with reps
from lay, pre, PTA, and lead teachers)
¥ Bilbdt ppeg et iin core gpadl aarea aaxcorsss 1kedd coommuntiees
Denominations
¥ Tigo Saemimar romiee (sase BW aanad DM ddoonernk )

* Eeigedesd Jeew ssominar (possiilly fHor eegbhddenombaat don
alone))

* oortestt aardles s
* Omee dderominrdtbon flll adtesrnt don

# PRiDbst ppeddett —=- 11 ssbbgett, carampde : BRbbee



Sk DENOMINATIONS

Example:: YU

Seminary Number 1 (@ith CIJE consultamts)

b

L

Clarify rationsle of grells gmooiertt
On besis of o o il ] ]

Comtemit arsplpedsa: Soloveitchick/s Maimoriitdss Rdiomd) /
the choice to learn moed instead of nezikim

Normam Lamm’s book on the Wdlgjim Yeshive curriculum
Twershky

Seminar Number 2: Internal Seminar {(mo consultants)

w

Translate raw mEteriials imteo wodsble greals faor
different settings under the demand for accountability

Towands a plan for implensntation outsidie leahd
communities by lead schools

Imipllementtaitiion

Im-tbettween the Two Semimsmrs:

+*

+

Tdenitiiffyy wasakdingy tresam

Farmiilllieaydizee wairkingy tesam withthheoyy of the first
seminar, schools in the field, and subject matter
experts

QigRdingg ewrsdliedd benpombhatbrdng, egec,

Regarding CIJE Staff Meeting Agenda:
Enabling faeter: future plan (3 momths, 6 momth®)

18
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THE GOALS PROJECT:
PROPBSAL OF @@NTENE AND QUTCOMES OF THE MEETING
WITH DANNY BEKARSKY

OUTCOME #1: 6 BEFINE THE CONCEPTION OF WORKING WiTh GOALS

T RMS FOR STAGES LEADING FRGH.EDUCATED JEW THROUGH
%E Emigﬁ ,? CKGROUND BOCUMEN 5 = SF.,S PROLEGOMENON,, ‘s "’S[J

A=t
HE THEOGRY OF fHE eeaLs PROJEETY)

QUTCOME #2: TO DEFINE THE ASSIGNMENT
THE ASSIGNMENT IS FOR THE CIJE TO HELP THREE AUDIEMCES:
A) NATIONAL DENOMINATIONS

B) COMMUMITIES AS A WHOLE - IN LEAD COMMUNITIES fh
C) ITHDIVIDUAL EDUCATIONAL SETTINGS - IN LEAD COMMUNITIES A

js, vjrn

TO WORK WITH THEIR GOALS THOUGH: o
A) EX W"#&k0O 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

OQUTCOME #3é5T0 SET THE STRATEGY FOR WORKIMNG WITH EACH ONE_OfF
TIHE AUDTENCES::

ITEMS ARE ARRANGED IN ORDER OF PROGRESSION:

A) NATIOHNAL DENOMINATIONS - TWO SEMINAR APPROACH: SEMINAR #1
= SET THE ASSIGNMEMT; SEMINAR #2 = A FEW MONTHS LATER,
COMPARE OUTPUTS; BETWEEN THE TWO SEMINARS: CAMPER SYSTEM.
SEE DOCUMENRT ENTITLED "A PRELIMINARY PLAN EFOR THE INITIATION
OF THE GOALS PROJECT".

B) CoMMUNITY AS A WHOLE - SUGGESTION: IMMEOIATELY:
EDUCATION OF LAY LEADERS ON ISSUES AND CONTENT RELATED TO
GOALS/EDUCATED JEW) Mip rANGE: MI CONSULTATION ON GOALS TO

LEAD COMMUNITIES AT VARTOUS STAGES OF THE PLANNING PR

Long RANGE: (SF 10EA) RESEARCH ON CONSENSUS ON GOALS IN
INDIVIDUAL EDUCATIONAL SETTINGS LEADING TO COMMUNITY
ANNOUNCING SPECIFIC GOALS AS BEING ON THE COMMUNITY AGEWNDA:

MI RESEARCH ON ALTERNATIVE CONCEPTIONS OF COMMUNITY Wlh@
GDALS FOR JEWISH EDUCATION.



¢) INDIVIDUAL EDUCATIONAL SETTINGS - BACKGROUND DOCUMENT:
FIRST THOUGHTS 1IN WAKE OF A GOALS PROJECT SIMULATION”;
SUGGESTION: RILOT PROJECT WITH A TOTAL 0F 6 VYLEAD ScHOOLS"
(RERHAPS 2 FROM EACH _LEAD COMMUNITY) - CHAREDI, ORTHODDX,
CONSERVATIWVE, REFORM, JCCA, AND UNAFFILIATED {(SHOULD COVER
TYPES OF PROGRAMS AS WELL, EG. EARLY CHILDHOOD EDUCATION,
SUPPLEMENTARY AND DAY SCHOOL, INFORMAL EDUCATI@N, 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: 70 ARRIVE AT A FEASIBLE DIVISiON OF LABOUR
SUGGESTION::

1) ONGOING ADMINISTRATION AND COMMUN ICATION WITH
DENOMINATIONS, LEADP COMMUNITIES, AN® Ihdividual
SETTINGS: CIJE STAFF (EXEEUDING SPECIAL S

educational

* TETENGS)

2) PLANNING AND DESIGN OF WARIOUS PRuETss. CLIE STARR
(EXCLUDING ASPECTS RELATED TO ThHS Educarsa JEW ﬁa@%ac )
WITH BACKGROUND RESEARCH AND CONSULTATION FROM MI Tﬂgk"
3) TIMPLEEMENPAT DON :

aLways: CIJE STAFF H

AT SPECIFIC STRATEGIC POINTS IN ALL PROJECTS: MI !TEEF

TN DENOMINATIONAL AND INDIVIDUAL EDUCATIONAL SETTINGS:
DENOMINATIONAL CONSULTANTS (EG. BlELER FOR ORTﬂﬂ@Jm);:

EDUCATED JEW SCHOLARS / / "

OUTSIDE CONSULTANTS
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g0o/s project meetings: proposed anemia

L. clarifications on the ground rules for the project:

- the assignment: to help the cije help the denominatioms, LC"s, and
eduncational institutions within LC's develop or improve upow their
goals, begin the process of moving firom geals to practice, get involved
in a discussion of the educatedjjew .

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

stragegios.
- goals project/ educated Jew project distinction and interrelatiiom.

= the movement irom formulation of goals to implementation to evaluation
and back to fevmmlation is a fluidlloming one rather than a mechanical
or engineered progression which is not based on an interaction with the
realities off theffield

constraints such as the difficulty in creating concensus around goafs,
motivating teachers fo change their ways in order to try out new geuwll;,

etc. are understood as a given; how we propose to deal with such constraints
is the topic of 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 pireject

ANFEY ~ A ASAL w <¥ fioSa&Muyrri+if. n &

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

a) denominations (for background, see SW/DM "preliminary plam ") too
b) community as a whole (for background, see Gamovan M.EF. docuwens) /

€) educational institutions within the eommunity (for backgrownd, see }
SW/DM "first thoughts in wake of a simulbation )
A 9iuz T'Peaygjr h
3. summation of alternative strategies in preparation for february dije staff meeting




THE GOALS PROJECT::
PROPOSAL OF GONTENB AND QUTCOMES OF THE MEETING
WITH DANNY PEKARSKY

%OT COMM N TERMS FOR STAGES LEADING FR M EBUCATEB JEW TH
TION (BaCK@ROUND BOCUMENTS = F's PROLEGOMENON,
THE tHEBRy OF THE GOALS PROJEECT').

OUTCOME #2: TO DEFINE THE ASSIGNMENT

THE ASSIGNMENT IS FOR THE CIJE TO HELP THREE AUDIERCHES::
A)) MATIONAL DENOMINATIONS

B) COMMUNITIES AS A WHOLE - IN LEAD COMMUNITIES

€) 1mp1lviouAal EDUCATIONAL SETTINGS - IN LEAD COMMUNITIES
TO WORK WITH THEIR GOALS THOUGH:

A)) EX NIHILO ARTICULATION OF GOALS

B)) MODIFICATION AND IMPROVEMENT OF EXISTING GOALS

€) IMVOLVEMERT 1IN THE OiSCUSSION Of THE EOUCATED Jem

D) BEGINNING THE PROCESS OF MOVING FROM GOALS T PRACTICE

QUTCOME #3ES¥O SET THE STRATEGY FOR WORKIMG WITH EACH OWE OQfF
TIHE _AUDTENC

IteMs ARE ARRANGED IN ORDER OF PROGRESSION:
A) NATIONAL DENOMINATIONS - TWO SEMINAR APPROACH: SEMINAR #1

= SEY THE ASSIGHNMENT; SEMINAR #2 = A FEW MONTHS LATER,
COMPARE OUTPUTS; BETWEEN THE TWO SEMIWORG: CANPER SWSTEM,
See oOocumeRt ERtitlied "A PRELIMINARY PLAN FOR THE INITIATION
OF THE GOALS PROJECTU.

B) CoMMuRITY AS A WHOLE & SugeESTION: IMMEDIATELY:
EPUEATION OF LAY LEADE&S ON iSSUES AND CONTENT RELATED TO®
@OALS /EDUCATED JEW Mip : MI CONSULTATION ON GOALS TO

LEAB éQMMUNiTiES AT VARIOUS STAGES OF TiE PLANNING PROTESS;
Lone RANGE: (SF 1IDBEA) RESEARCH ON CONSENSUS ON GOALS IN
INPEVIBUAL EOUEATIONAL SETTINGS LEADING TO COMMUNETY
ANNBUNEING SPECIFIE GBALS AS BEING ON THE COMMUNETY AGEWW:

MI RESEARCH ON ALTERNATIVE CONCEPTEONS OF COMMUNITY WEDE
G0ALS FOR JEWISH EBUCATION.



ﬁ% INQIVIDUAL EDUCATIONAL SETTINGS - BACKGROUND OOCUMENT:
IRST THOUGHTS IN WAKE OF A GOALS PROJECT SIMULATIONH;

UGGESTION: BILOT PROJEECT WITH A TOTAL 6F & "LEAD SCHOOLS'

PERHAPS 2 FROM EACH_ _LEAD COMMUMITY) - CHAREDL, ORTHIDON,
CONSERVATIWE, REFORM, JCCA, AND UNAFFILIATED (SHOULD COVER
TYPES OF PROGRAMS AS WELL, EG. EARLY CHILDMO®@D EDUCATTION,
SUPPLEMENTARY AND DAY SCHOOL, INFORMAL EDUCATIDN, ETC.)),J THIS
WOULD INVOLVE SEPARATE AND PLENARY CONSULTATIOMS INCLUDING,
AT DIFFERENT LEVELS, STAFF AND LAY REPRESENTATIVES FROM EACH
SCHOOL AND DENOMINATIGW, CIJE stvaF¥,, MI STAFF,, AMD OUTSIDE
EXPERTS (EG. SCHEFFLER)).

OUTCOME #4-: TO ARRIVE AT A FEASIBLE DIVISIONW GF LABOQUR
SuggEsSTION:

1) ONGOING ADMINISTRATIOM AND COMMUNICATION  WETH
DEMOMINATIONS, LEAD COMMUNITIES, AND INDIVIDWAL EDUCATIONAL
SETTIN@S; CIJE STAFF (EXCLUDING SPECIAL SF-MIGH LEVEILL
MEETINGS

2) PLANNING AMD DESIGW QF WARTOUS PRODECES: CITIHE STAFH
(EXCLUDING ASPECTS RELATED VO THE Epucateo JEw ER®§ECTE
WITH BACKGROUND RESEARCH AND CONSULTATIOM FROM MI STAHL..

3) IMPLLEMENTPATIOON

Always: CIJE STAFF rT10 P
AT SPECIFIC STRATEGIC POINTS IN ALL PROJECTS: MI STAFF
iN PENOMINATIONAL AND INDIVIDUAL EDUCATIONAL SETTIWGS:
= DENOMINATIONAL EONSULTANTS (EG. BIELER FOR ORTHADDX);;
- EDUCATED JEW SCHOLARS
- QUTSIDE CONSULTANTS
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cv" 'GOALS FOR JEWISH EDUCATION IN LEAJD COMMUNITIES

" | J M [ |

..Th6 Commission Jewioh Education in North Amarioa did not deal with

the diaouo of goals for Jawiah education 1in ordar to achieve,
aoneepeue. It would tce impossible to avoid the issue of goals for
Jewish education. Whon tho recommendations of the commission would
be acted upon. I’;
IV = : I,
With "“ork in Lead Communitioa underway, tho issue of goals aan no
longot b# delayed for eevaral reasons!
) It is diffioult to introduce change without deciding
3 what 1itlis that one wants toachieve,
. 3) Resaarohcra such as Marshall Smith, Coro Lightfoot and
.+t David Cohen have offoctivolyargued that impact in
B education is dependent on a olaar vicion of goalo..
v M3 ( The?. evaluation project in Load Communities cannot be
'i  successfully undertaken without N clear articulation of
| Bgoals. 1

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 intw»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 vyoé&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.
e i : ;o : ‘ o .
The cue should serve as catalyst in this area. .It alioulU aerv« a:s
a broker between the instil.tutiw!th that are to begin suchla. process
and the various reaourC-ese 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 Mé&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 igE%Eesg_in the project and a willingness to assist.

The Mandel Institute ha® particularly concentrated efforts in this
area through it* project on alternative conceptions ot "The
Educated Jewe~” . The scholars involved 1in this project are:
e rrofes*ors Moshe’ Greenberg, Menahem Brinker, isadbre Twersky,
Michael Rosenak, Israel Soheffler and SeymoUr Fox. ZAccompanied by

Irvitrurz+j' - 1-C &Y\ S' /IW <r—CXOT?-<_~

A
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« group of talented ,educator® and eocial ooicntists, they have
complatad eaveral 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 Jpa: willing'to work with the institutions of
hiahar Jewish learning,and thua enrich thuir contribution to this'
effort in Load Communities.

; It. 48 tharafora suggested that the CIJE advance this undertaking in
the following ways : Te 3 L2

1,;' MEncourage tha institutions in I«od' Communities ,to consider the
importance of sundertaking a process ;that ;will'. lead to an
articulation of gool'a*for institutions.; H ;7

2J 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.. \=-\7;

R T e oot djesl!
3V.10f 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. |

e il t1 s - e W - e item !

The icouc of qg.p.sle..;for''a L«ad Commun itY .ag a wholeos well as tha
question of the relatlonshlps of the denominations “to .each other
‘and to the community as a whole will be dealt with in a eubiequwnU
tmemorandum® e ST LN S
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From: "Dan Pekarsky" <PEKARSKY @mail.soemadison.wisc.edu>

Reply-To: PEKARSKY @soemadison.wise.edu )

To: MANDEL@VMS.HUJLAC.IL J7%T oP
Date: Thu, 24 Mar 1994 11:30:00 600-

Subject: Israel Seminar

SO TT&f

Dear Danny, Shmuel, Barry, Gail, and Alan: LMr M ff

;jfti0jaa**"* *W jnAfAA T
As all ofyou know, we're about to get involved in systematically
developing the Summer Seminar in Israel concerning Goals. As an A AN ~/RYT P hiT
aid to my own thinking, I would find it enormously helpful if, S Wi ~>S5>,
prior to any conversations among us, each ofus 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 400/ T
guidance? I am not hoping to get back from you anything terribly r]4-0Arj
formal -- just some first thoughts. C

°CA /fhr

jwb-ur-?

It might be useful to keep in mind that we have said ofthe
summer seminar that its primary purposes are: 1) to bring
participants to an appreciation ofthe critical role that having
a driving vision can play in rendering Jewish education more
effective; 2) to have a chance to encounter some visions ofa
meaningful Jewish existence (or an educated Jew), and perhaps to 6~ itdrh, —
think about one's own views on this matter; 3) to have a chance

. . o=k ke < U fel
to better understand and to wrestle with the challenges that will
face an institution that wants to become vision-driven (e.g., the .UJQfir' CM Qogqis fa,6yfure*P1
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

~> XSy~Ctylo jrocrSrQAvt
ot limited to developing a clientele for the local seminars). V/|S//70,Jt>/,J I\J/IQA'y Q
\

cv-4wlU~«7,

> iMHrro yw02rajr™*> 1 ®%**
PiPPcmM* <9CIHxA1
iACojM giT"W) QuuSthi"v

I look forward to hearing from all of you concerning this matter.
Whatever preliminary thoughts you have about the *S g XfriftsS'.
direction/substance ofthe seminar will prove invaluable. heE

N >u*. KA# /jvOMen-,

Chag Same'ach. V> *IyTp/hjrdt, PO2,
t e

Daniel Pekarsky /rivifbo
b>ri*nd)"
f t _ p48e! v
N Tirte'v *
1% - UNRAIr]irte'v V()))O\I’,

Sfe&cMW S5~
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WHAT IS THE GOALS PROJECT?

The Goals Project is a nailti-pronged effort to encourage
Jewish educating institutions to beeowe substantially sore, vision-
driven than most typically are. To describe a Jewish educating
institution as vision"driven is to say that it is anidktad by a

vision or conception of the kind of Jewish human beif;g ~ -Wtrying™
to cultivate - The G0Oa’® Project will encourage vision“- ;,*nness
through efforts to foster an appreciation among relevant

LtuenciAs of the importance of being vision-dri'-Ma a!,1 through
R7ies designed to encourage educating institutions to work
the articulation of their underlying vision~ and to

.. and actualize the educational implications of these
visions.

RATIONALE
7> eft
g0adreducational sense, an 1institution's decisions
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
te’LLau+& g _questlorfc what kind of a Jewish parsone,¢' Feafuring

~ / rwhat constellation of beliefs, attitudes, skills, commitments, and

dispositions, should we be cultivating? An adequate guiding vision
does not offer a laundryWElist 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 adi*~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
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,

\II VM»_thT

The content ion =tjiat vision is indispensable in, of course, not
intended to suggest the desirability of any particular vision. Xt
Xm 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

0 »ferm
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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 £ meaningful way 1is 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 wvision 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 1Israel 1lay and professional 1leaders 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 wvarious
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 CUE 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 1long pondered the
question of what 1is an educated Jew, of what Jewish education

686
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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. » 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 chanceto visit,, via literature/" via f£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 1local educating institutions in the coming year to
become engaged in the process of becoming more vision-driven.

in.M.ea.d. -0 mufli.tl.eff. f.and fegygMLt. CUE 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 comments

CXJE does not believe that becoming vision-driven is easy or
that it is sufficient to remedy the 1ills 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 wvision thing" among

educating institutions in Lead Communities and elsewhere.
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GOALS PROJECT SUMMER SEMINAR, JULY 10-14/ 1994
INTRODUCTION

CUE ‘# Goal Project is an effort to encourage Jewish educating
institution* to become much more vision-driven than ra03t “7e today.

To deecribe a Jewish educating institution 18 wvial” en is to
say that it is animated by a vision or conception B 7inS of
Jewish human being it is trying to cultivate, It ‘wer to
the question, ,What kind of a Jewish pereon, f«*te ; 4g what
constellation of beliefs, attitudes, commitments an~# * are we
trying to cultivate?", and it haa found mean ways of
embodying this anewer in the i itution's daily 1lii*. The Goals

Project grow* out of the conviction that the offoctiveness of
Jewish education in America will be substantially enhanced if its
constituent institution# eao become more vifion~driv»n-

The CUE summer seminar is on'¢ of several activities org*nit*ed
by CUE 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*"* an
appreciation for the critical role that visio.* plays in Jewish
education and to think thrauai! 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 1local cé&amunitiee,
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?-'’/ "7-“n#" th *
Goals Project

Presentation: Daniel Pekareky

12-1 Lunch
157 Field Trip to a Vision-Driven Institution! Gueh
Btsion

Conversation with Ha-Rav Lichtenstein
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Analysis of field-trip experience.

Return to Jerusalem by 6 pm.

DAY 2!

8t30 ~ 9 Coffee

9 9:45 — Text Study
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
terml?

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!
Con3lderations

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
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Seymour Fox

11:30 - 12130 . LUNCH
:lL " —
I2£30 - 6:30 pm Field-trip tc & vision-driven *ecular-Zionist
educating institution
DAY 4 , v,
8130 9 — COffee
9 - 9>45 Text study T
5:45 - xROOTN on Developing A shared vision Under Mesey
Conditions: perspective® on a Problem

participante: Isa Aron, Seymour Foxi# Barry Kelts!,
Daniel PefcarsXy

Noon - 1 pm LUNCH

1 T pm Towards the Development of A Shared Vision
—Small work-groups

COFFEE BREAK

3:30 - 5 Discussion

DINNER BREAK

30:? - @13 ? SPECIAL EVENING PROGRAM [A very special speaker, to be
determined, addressing a theme pertinent to our seminar]

DAY 5

8:30 - 9 COFFEE

9 9:45 —- Text Study

9:45 - noon where do »e 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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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/ »hk ] 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 1lay and
professional leaders in Jewish education, primarily but not
exclusively from Lead communities, for a period of intanaiv* study
and planning. It is on# of several activities organised by CUE 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¥*
anismted by a vision or conception of the kind of Jewish human
btfingi it ie trying to cultivate. It has an answer to the quastion,

4 m *Whet kind of Jewish parson, featuring what constellation or

wJ
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bel*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 wvision 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 aie and how they give coherence and direation to the
,1*wnitlftii the challenge, at the 1local 1level, of arriving at a
vision that is *hared, compelling, and concrete enough to guide
practice,/ the process of devising educational arrangements that are
informed by a designated vision; strategies for engaging 1local
educating institutions in the effort to become vision-driven. The
seminar will include a variety of activities, 1lncluAicg.””%eld tr-i“e
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 CUE in its efforts to encourage
/local initiatives in this important area.

0L \(J 1 pyoo?s.s’
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WHAT IS THE GOALS PROJECT?

The Goals Project is a multi-pronged effort to ateourage
Jewish educating institutions to become substantially r=avft 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 wunderlying visions and to

identify and actualize the educational implications of these
isions ~

RATIONALE

to make good- ed*2c5H nal sense, an institution's decisions
concerning what M®curricul goals to pursue, as w«l1l as how to
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
does not offer a laundry-liet of such characteristics but exhibits
how they fit together to compose a picture of a meaningful form of
Jewish existence. Absent— auah_.a visIonf not only are basic
decisions concerning Curricular gajSl -to £*¢0. 6KWlably. 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
B*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 1literature 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 wvision. 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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yer 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 1little 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 1lay 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 CUE 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

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?l”, and it has found meaningful ways ©f embodying this
answer in the institution's daily lifee The seminar is designed to
foster an appreciation for the important role that wvision 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 1local 1level, 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 CUE in its efforts to encourage
local initiatives in this 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 wvision 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 wvisions 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, wvia 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 wvision that will be compelling, shared, and
concrete enough to offer practical educational guidance?

6. A chance to develop concrete, practical strategies for
stimulating 1local educating institutions in the coming year to
become engaged in the process of becoming more vision-driven.

140cal seminars in ,Lead Communities (and beyond) , CUE 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 1local 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

CUE does not believe that becoming vision-driven is easy or
that it is sufficient to remedy the 1ills 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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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.

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, Dboth 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 wvision-driven, This library of materials will
he made available to communities and educating institutions that
are interested in fostering vision-drivennefis.

h summer Se.rolnar in Jerusalem. The Summer Seminar will bring
to 1Israel lay and professional 1leaders 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 wvarious
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 CUE in its efforts to cncourags! 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.

3. A chance to read articles by and to meet with
exceptioné&lly thoughtful individuals who have 1lony pondé6r®d the
question of what is an educated jew, of what Jewish education
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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 1little 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
relfll 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 1Israel 1lay and
pr*. £fsssional leaders in Jewish education, primarily but not
exclusively from Lead Communities, for a period of intensive study
<nfi planning. It. is on® of several aetiviti&s orgé&niaed by CUE 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
by»»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 1looal 1level, 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 1local
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 win collaborate with CUE in its efforts to encourage
local initiatives in this important ayé&a.



From: Dan Pekaraky (PEKARS5KY)

To: Marom
Datfl: Friday, April 15, 19947 ;59um
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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Exem s Pan Pekazsiky (BEKARSEKY))
Tot Maxam
Date: Feiday, April 15, 19%4 2:59 pm

Subject: Summer SemiRar

One of the things I did mot inelude heavily in my
characterigation Sewminar 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 te the
suggestions I've made. I look forward t6 hearing fram you.

Regards to all.

b.P.



preblem of weunded egos in a collaborative effort. In ary,,
€asé, I ¢hink that this shows how closely linked the
adfinistrative and content issuedof the seminar can be. This
ig a topie which I have discussed with Alan and the
administrative staff. I hope that in your discussions om
the summer semimar, the duality between content ard
administration gets broken dowm.

3, ISRAEL ELEMENT: Israel is both a rescource 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 oppositiom
might be handled. I imaaine that one point is that the
seminar is seeking out the foeMr* available resources on the
international level in order to solve the problem of geoals
in North America. The Mandel Institute and the Educated Jew
scholars are here, sO:: - ynzr'

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 cam and has been
done. In additiom, this is why I suggested that the seminar
doef£3 imgn to the gquestion of realities in Lead or other
communities in relationship to goals develcopment processess.
We have to consider what success would mean for each and
every participanmt, what we would want them to do whem they go
home, and then plan accordimgly.

Second, I think that Israeli education may indeed
provide a vicarious example of the issues, dangers and
poessibilities invelved in determining goals for Jewish
education, I am not sure that we should rigk a trip to any
partieular institution and say "here, this is a vision drivenm
institutien, " Rather, I think it would be useful to examime
aspects of Israeli education which relate to the problems
which we will be discussing.

The point here, 4ironically, would be to show hew
difficult the problem of vision ie in Jewish education in the
Israeli as well as in the diaspera setting. Let us enable
the participants to take out their frustratiens against
realities which <constrain developing geals fer dJdewish
education in relation to a context other than their eowm. Le¢
them feel that if they deal with this issue in their eouwn
settings, +they will be taking leadership in the Jewish werld
as-rlfhors'. Whe better than Ameriean Jews//to deal with the
question of goals fer Jewish edueatien /in a “sosiety whiech
effers democratie rights and religious freedom! 1

S'ifavl £)
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¥SUPS - It is true that -ugggé is a comfortable mode of
igeourse and it lends itself to the establishment of trust.
However, d6 such group discussions provide the kind of
experienee whieh remains in oneTs mind and even transform
gomething in ene's perspective? As Seymour has pointed out to
e a number ef times, a discussion between two or three
people in front of a whole plenum can be equally 1f not more*
effective.

Another problem which emerges from the collaboratiwe
nature of this undertaking is that of wounded egos.. It is, 1
think, a problem in all forms of adult educatiom, 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 dom?t have to worry about our
own dignity and self respect ((!?). Howevenr,, how do we get
everybody else to understand that they are all egqually
importamt! to the process of determining and implementimg
educational content

Here we are, the CIJE has turned to community lay
leaders to mandate educational change, to the federatiom
people to plan and oversee it, and to educators to implememt
it, and yet this can turn into guite a Polish Jewish family
drama with everybody busying themselves with what's behimd
everbody else% underwear. Without gettimg inte too much
detail, the CILIJE"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 cam
openly patronize lay leaders)).

My sense is that we have to overcome this problem on a
number of levels. First, I think that every participamt
needs to be treated like a board member, as if to say, this
is how Jewish education respects those who earnestly get
invelved in— This may mean that every staff member should
be responsible for the care and understanding of a givem
number of participants. Second, I think that there should be
an atmosphere of the Philadelphian "constitutiomall cengress'™
at this seminar ((the fact that the seminar room has no
windews might be a useful detail here)). It is as if to eay
that we are all involved in some kind of happening here = not
a regular conference with all 4its coffee and cake ard
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. ne ''skippirg
class" allowed -~ full partieipation at all meetings,
everybody eats together, etc.)v_"

Of course, none of this should be miscenstrued as saying
that the CIJE will provide whatever anybedy needs for Jewish
education. We have discussed the problem of promising tee
much a Aumber of times. However, the idea is te asseeiate a
gualitative businesslike atmosphere in erder to dispell the



than any one else will be capable of helping the participanits
meve frem the language of community leadership and planning
€@ the language of educatiom. And third,, of course, we have
the educators and planners on the CIJE and NI staff (Alam,
Gail, Barry, yourself, Shmuel, Annette, and myself) wheo
provide a wealth of personal experience on many different
levels as a testimony to the intimate link between contemt
and practice.

These resources are up against a serious set of
constraints. As I mentioned above, issues of educatiomal
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 banalizedl. How do we
ignite this inguiry in an honest and inspiring way? Its a
difficult pedagogical guestiom.

prr’

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 teld you on the phome, 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 distinctiom
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 professiomal and
Jemdlsh , thliis is not going to be easy.

2. THE COLLABORETIVEKJIFFQRT: The summer seminar provides a
difficult challenge to those of us pityful academics who want
te 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 educatoers entering
into the arena of education in order teo hammer out some
cemmon understandinga about what and how things should be
dene.. If ever there was a context which demonstrates
Schwab's claims about the multifaceted and complex nature of
the educational undertakirg, about its working on se many
levels at the same time, here it is. And yet, research has
shown that education is plagued by an incapacity te develep
successful collaborative relatiomshiips:.

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 upigue modes of
exchange will facilitate true diseourse ip this semiparx? Hew
will we train ourselves te implement these medes of exchange?
How will we know we have succeeded? These and similar
guestions should keep us sweating frem new until July.. Just
te get the ball relling, I want te suggest that vwe de net
necessarily assume that the best way is te break up inte



the partieipants into the discussion of contemt, to get them
uhderstand what is at stake in terms of their own personal,

inskitutional and communal commitments to the aims of Jewish
educatiom.

lhrM
. I am reminded of a wonderful moment in a master class
given by Isaac Stern to a young violinist in Chima.. It was
filmed in a documentary called "From Mao to Mozart.™ After

witnessing a virtuosoe, but cold technical playing of a Mozart
sonata, Stern sensitively approached the child violimist and
invited him to play the music with instrument rather than the
instrument with the music. As they worked togetle, what
emerged was a tender, if flawed, rendition of the music
through this childils own voice. The child did alot to fight
it, but in the end, he had to became, as youw sav,__ Hanimated"
by the his own understanding of the music.. IZs unemotional
face even cracked into a bittersweet anguish at a specific
point in the playing.

Trie' seminar will have succeeded, in my opiniom, 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 isswes, that they need the input of the

communityls finest minds,, its central j*enGminBatipnal,
institutions., and its more sensitive and professional
educators, vVv.) o

If all they come out with is the additiom of wexds such
as "“wision-drivenness" and "institutional mobilization arcund
goals" te 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 straim
in my owSunderstamding of the goals project - we have to get
these jaeWr~H1l pecple to go back to America with a sense of
persenal stake in the content of Jewish educatiem.

Ism"'t 4it £funny Danny +that +this is the kind of
oppertunity 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 tfeat"-we—have forgetten--it? I feel
that it was a necesgary diversiom, because it is impertant te
formulate the invitation to deal with content in preofessiomal
terms which c¢an capture the attention and trust of the
community. However, the peint remaims. Thig seminar¥
provides an ultimate Jewish educational opportunity and
challenge in that it finally enables us te get the eommunity
invelved in the gquestions which have been bugging us for a

leng time.

? am assuming that we have three kind of resources for
this task. First, we have the educated Jew preoject = its
sStery, ratienale, library of materials, staff and ef ecoursze,
its schelars. Second, we have Seymour Fox = whe perhaps mere



Dear Danny:

The following is a summary of what I would see as seme
of the educatiomal challenges of the summer goals prejest
seminar in Israel. Though it is an informal and free flewing
document, I hope it will be of use to you at your planning
meeting on Friday. I have no objection to your sharing any er
all of it with others at the meeting, but I +think you will
see that it should be/-higfrity—Tonfidential otherwise..

1. JTHE MQVE TO— -THE—CQMTFNT OR BETIRSTAIKYF. 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 educatiom. After all the emphasis on "enabling
options,* it is an admission that Jewish education is a human
endeavour which depends on powerful ideas Jjust as much as
personnel and community support. The best practices project
was a first move in this directioem, 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-713).. The GP prohes 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 wheole.

Iin 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 1local 1level, but also the very difficult substantive
guestione which confront American Jewry today. From our
discussiong over the years, I think that you would agree that
the problems of Jewish education in North America are also
symptome 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'
Mambiguous 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 goaleg project
reveals that the attempt to discover a criterion by which one
can allocate resources, train staff, design programs, ete.,
will necessarily lead to an inguiry into the guestion eof
"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 contemt. That is not to say that every
partiicipamt: Ito 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 te intiate



settings, they will be taking leadership in the Jewish werld.
Who better than committed American Jews sheuld deal with ¢he
question of goals for Jewish education in a seeiety whieh
offers democratic rights and religioues freedem?!

Correct me if I am wrong, but it appears te me that mest
of the participants will have been in Israel before. I say
this in order to rule out the need teo 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 encugh 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 exceptioms..
First, I think it is important to have good Israeli lunches,,
which could be perhaps be followed by some musical interlude.
Secord, 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 ((Meltom,
Melitz, etc.).

Of course, all of this is my opinion and I would love to
be shot dowm. 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 geals 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'e 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 goed 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.

Ociay aboub dhae esenfusien rar @hia liwele pleasa. T inbarproetad
Alan’s request for a short plece 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

revieions, let me know. Feel free to call me at home up til
midnight my time or early in the morning. I’m up at S: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...®

Tha Summer Seminar on Goals brings to Israel lay and
profassional leadars in Jewish educatioen, primarily but not
excluaively from Lead Communities, for a peried of intensive study
and planning. It is one of several activities organized by CIJE to
foster a climate and initiatives that will encourage Jewish
aducating institutions to become vision-driven. To describe a
Jewish educating institution as vision-driven is to say that it inm
animated by a vision or conception of the kind of Jewiah human
baing it is trying to cultivate. It has an answer t¢ the guestion,
"what kind of Jewlah person, faaturing what constallation of
beliefs, attitudes, commitments, and skills are we trying to
cultivatae?", and it has found meaningful ways of embedylng this
answer in the institution’s daily 1ifa. The saminar is designed to
foater an appreclation for the important role that vision should,
but too ovften does not, play in Jawish education and to think
through various issues that must be addressed if Jewish aducating
institutions are to becomo more vision-driven. Topics include: what
vi 'ons are and how they give occherence and direction to the
the challenge, at the local level, <¢f arriving at a
vision that is shared, compelling, and concrete enough to guilde
practice/ the process of devising educational arrangementas that ars
inform by a designated vision; strategles for engaging 1loocal

ing institutions in the effort to become vision-driven. The
ar will inolude a variety of activities, including field trips
ocal vision~driven institutions. The seminar is designed with
tre expectation that on their return to their local communities,
artioipants will collaborate with CIJE in its efforts to encourage
loocal initiatives in this important area. .
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Per Abby’e request for a description of the goale 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 toc be intended for a different
purpose and wasn’t thinking in terms of short paragraph to go into
a brochure. If you think this pilece needs stylistic or otherwise

raevisions, 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
) and leave "' e house ually by 6:10). By the way, perhaps

it would be good teo have a new paragraph beginning with the
sentence "The seminar is designed..."

The Summer Seminar on Goala brings to Israel lay and
professional leaders in Jewish education, primarily Dbut not
exclusivaely from Lead Communities, for a period of intenaiva study
and planning. It is cne of several activities organized by CIJE to
foater a climate and initiatives that will encourage Jewiah
educating institutions to beoome viaion-driven. Ts describe a
Jewish educating inatitution as vision-driven is to say that it is
animated by a vision or oonception of the kind of Jewish human
being it is trying to cultivate. It haa an answer to the quastion,
"what xind of Jewish persen, featuring what constallation of
beliers, attitudes, commitments, and skills ara wa trying to
cultivate?”, and it has found meaningful ways of embedying this
answer in the institution’s daily life. The meminar is deaigned to
feater an appreciation fer the important role that vision shoulq,
but too often doas not, play in Jevish education and to think
through various issues that musat ba addreseed if Jawish eduoating
institutions are to begcome more vision-arivan. Topilecas include: what
visiona are and how they give coherence 14 direction to <the
education; the challenge, at the local level, of arriving at a
vision that 1s shared, compelling, and concrete anough 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 bacome vision-driven. The
seminar will include a variety of activitiea, inocluding field trips
to local vision-driven institutions. The semninar is designed with
the aexpectation that en their return to their local communities,

participants will collaborate with CIJE in its efforts to enccurage
looal initiativas in this important area, :
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WHAT IS THE GOALS PROJECT?

The Goals Project is a multi-pronged effort to eptourage
Jewish educating institutions to become substantially moré vision-
driven than most typically ars. To describe a Jewisly educating
institution as vision-driven ia to say that it is apimated by a
vieion or conception of the kind of Jewish human being it is trying
to cultivate. 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 institutiona to work
towards the articulation of theilr underlying visions and to

\{ \ identify and actualize the educational implications of these
isions,

RATIONALE M *LM’ '
e N S

To make good

i6nal sense, an instituti®h’s decisions
4 concerning what .a¥ goals to pursue, as well as how to
y interpret and pricritize them, need to be anchored 1in, and
{%%i:ﬁy justified by, a coherent vision of what it is trying to achieve.
!
/)

That is, its efforts need to be gulided by & compelling answer to

the following guestion: what kind of a Jewish person, feantulr:ing(:A_,M-""""}"S
what constellation of beliefs, attitudes, skills, commitments, and uw%r
dispositions, should we be cultivating? An adequate guiding vision KW
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 éizz}cular g 1E“htf&—to—ra&sonahly_make+%§2_7{

too are decisions concern1ng~o:hef9fmportant matters, including the Lay A
orgar :at! of the phyeical and seocial environment, appropriate

forms of pedagogy, and the s8killas desirable in educators. In

addition, the absence of a vislon of the kind of human beings it is

N oping to cultivate deprives an educational institution of an
iuw#rﬁﬁmportant 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 vieion-driven
than they typically are, the guality 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.
Q o ff‘here—i'y grounded literature from general
, education that idenfifies the presence of a substantive guiding

vision as indispensable to an educating institution’s success.

The contention that vision ls indispensable is, of course, not
intended to suggest the desirability of any particular vision. It
ls 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 embhody, or to 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 worked out in a meaningful way is a labor-intensiva,
intellectually and Jewishly demanding activity, It requires careful
thinking, educational expertise of varied kinds, ingenuity, soul-
searching, and study. And because 1t is likely that participanta 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-drivennaess in Jewish education,

A librarv 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 educatiocnal goals and practice, as well as to the
process of becoming vision-driven. This library of materials wiil
be mada available to communities and educating institutions that
are interested in fostering vision=drivenness.

A_Summer Seminar in Jerusalem. Tha Summer Seminar will bring
to 1Isramael lay and professional leaders in Jewish education,
primarily but not exclueively from Lead Communities, for an
intensive period of st "y 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.

The summer seminar will include the following elements:

1. Oppurtunities 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 chancae to
look at empirical studies that suggest the power of vision.

2. A chance to read articles by and to meet with some
excoptionally thoughtful individuals who have long pondered the
question of what is an educated Jew, of what Jewish education

ID: E@B 255 2765 PAGE q
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should be educating towards. Encountering and wrestling with the
visions propounded by these individuals is deeigned not only to
clarify for participants what it means to have a vieion 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 visione encountered in the seminar: what
implicatione does a given vislon 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 thelir efforts.

5. A chance to wrestle with the difficult question: What kinds
of technigues, processes and activities show promise of leading the
relevant etakeholderse 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 engagad in the process of becoming more vision-driven.

Local seminars in  Lead cCommunjities (and beyopd). CIJE will

gpongor 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 aducating institutions to begin the process of
bacoming, or becoming wmore, 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 wvision thing" among
educating institutions in Lead Communities and elsewhere.



APR~-17-849 @B8:22 FROM: KINKO™"S MADISON-WI .

ID: @8 255 2755 PAGE B

GOALS PROJECT SUMMER BEMINAR, JULY 10-14, 19%4
INTRODUCTION

CIJE’s Goal Project is an effort to sncourage Jewish educating
institutions to become much mora vision-driven than most are today.
To describe a Jewish sducating institution as vision-driven is to
say that it ils animated by a vision or conception of the kind of
Jewish human being it is trying to cultivata. It has an answer to
the question, "What kind of a Jawish paerson, featuring what
constellation of beliefs, attitudes, commitmenta and skills are we
trying t cultivatae?", and it has found meaningful ways of
embodying this answer in the imstitution’a daily lifa. The Goals
Project growa out of the conviction that thae effectiveness of
Jevwish education in America will be substantially enhanced if its
constituent institutions can become more visien-driven.

The CIJE Bummer Seminar is cna of several activities erganized
by CIJE to foster a climata and initiatives that will encourage
vision-drivenness among Jewish educating institutions. The seminar
brings to Israel lay and profeszional leadars in Jewish education,
primarily but not exolusively frem Lead oemmunities, for a period
of study and planning, The seminar is designed to foster an
appreclation for the oritical role that vision plays in Jewiah
eduoation and to think through various issues that must be
addressed if Jewish educating institutions =sre teo become mora
vision-driven than they typloally are. The seminar is designed with
the axpectation that on their return to their local communities,
partiolpanta will collaborate with CIJE in its efforta to encourage
local initiatives in this impertant area.

TENTATIVE SCHEDULE OF EVENTS
DAY 1:
9:00-11:00 Introduction to the seminar

Led by Alan Hoffmanr, Seymour Fox, Daniel Pekarsky

_ffes-] 12k

11;15~12315 Vision, Goals, and Bducation: The Theory behind tha
Goals Project

Presentation: Danial Pekaraky

12-1 Lunch

Fleld Trip to a Vision-Driven Institution: Gush
Etszsion

Conversation with Ha-Rav Liechtenstein




APR~-17-894 ©8:22 FROM: KINKQ"S MADISON~-W] , ID: BE0B 255 276EB FAGE 7

Analysis of field-trip experience.
Raturn to Jarusalem by 6 pm,
DAY 2:
8:30 - 9 Coffae
9 - 9:45 Text Etudy

[Note: Each day, beginning on Day 2, 45 minutes will ba
davoted to study of a classical Jewish text, Rabbinioc or
otherwise, that illuminates the subject of viaion and
education. These sesslons will be guided by a gifted
teacher ~ Who? Jonny Cohen, Mike Rosenak? Whoe?...]

9:45-noon Professor Greenbarg’s Vieion of an Educated Jew
Guent: Professor Moshe Greenberg

Noon- 1 pm LUNCH

1 - 2:30 pm From Vision to Fducational Design: What would it mean
to tranaslate Greenberg’s ideas into educational

tarme?

Small Group Actilvity, with haelp of Marom, Wygoda,
Holtz, and Dorph

2:45 - 4 Bharing/Discussing Products of Bmall Group Activity
with Professor Greenberg

4 ~ 4330 Coffes-break

4:30 - 6:00 From Vision to Education Design - Thecoretiocal
conslderations

Daniel Pekxarsky
DINNER BREAK
8 - 10 Panel Discussion - 3 Educators Interpret the educational

implications of Professor Qreenherg’s ideas,
and Greenberg reaesponda.

DAY 3
8:30 - 9 Coffen
9 - 9:45 Text Study

9:45 =-11:30 From Vision to Practice: the Ramah Experience
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Seymour Fox
11330 - 123530 LUNCH
12:30 - 6130 pm Field-trip to a vision-driven secular-Zionist
educating institution
DAY 4
8:30 - 9 Coffee

9 = 93145 Text Btudy

9:45 - Noon On Developing A Bhared Vision Under Messy
Conditions: Perspectives on a Problenm

Participants: Isa Aron, Bsymour Fox, Barry Holts,
Daniel Pekaraky

Noon - 1 pm LUNCH

1L - 3 pm Towards the Development of A Bhared vision
Bmnall work-groups

COFFEE BREAK

3130 - 5 Discussion

DINNER BREAK

7130 — 9:30 S8PECIAL EVENING PROGRAM [A vary special speaker, to be
datarmined, addressing a thems pertinent to ocur seminar)

DAY 5

B:30 - 9 COFFEE

9 = 9:45 Text Btudy

9:45 - noon Whera do we go from here? What to do back home?
Hoffmann, Dorph, Holtz, Pekarsky

Noon — 1 Lunch

Afterncon Session Loosa Pnds and Evaluation of HSeminar



Dear Danny:

The following is a summary of what I would see as some
of the educational challenges of the summer goals project
geminar in Israel. Though it is an informal and free flowing
document, I hope it willll e of use Hw you ot your Planmiing
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 EDUCATIOMN: The
goals project in general, and the Israel summer seminar in
Particular mark a significant move towards the cgntent or
siifest"Qce of educatiomn. After all the emphasis cn "enablimg
optians,” it is an admission that Jewish educatiom is a humam
endeavour which depends on powerful ideas just as much as on

)] 1 [" personnel amil covmmunittyy syuppert. Thhke Heest peadtiiess pogeedt

.was a firstt meose iin thhibs dinsedtibon, Mt it ibs diffferent iin

that it brought the Hdm=stt off witsst exiibdtss on tike aporttiimertt s aa
resource to the lead Communities. The goals project probes
imto 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 gquestion not
only the haphazard manner in which Jewish education rums 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 alseo
symptoms of deeper issues and ambivalences which have oftemn
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. "Ambiguouse goals,™ he explaims,, '"function as an
effective conflict-management device by encompassing and
subsuming the private goals of individual participants withim
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 prejeet
reveals that the attempt to discover a eriterien by whiech ene
can allocate resources, train staff, design programs, ete.,,
will necessarily lead to an inquiry inte the dquestien of
"what is a meaningful Jewish existence?"

I think that one of the educatienal challenges eof the
summer seminar is te facilitate a smooeth meve inte the unigue
issues of educational contemnt. That is not te say that every
participant needs to come out with his/her ewn eoneeptien of
the educated Jew. Far from it, It seems te me that ene of the



Dear Annette, Seymotur, and Shmuel:

Encloesed pNrewse Ifind Hhmwe donumerits whiicth Dammy Rekarssky
just sent te mMmenmewbly fSax (Jommébhing bwekee diown iin tihe
Bithet communicatiom, so I did not have these beforw)).. These
are all documents which he wants to make use of at this
Fridiay'1ls 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 possihile.. This could
be done by ™y sSsmmanviiwg coomeertts wihictih yorou coxr  wooar
secretaries could pass on to me, or by me writimg a respomse
and you making corrections/additicms. 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 semimmr, which Danmy
wants to discuss imtermally with the CIJE staff.

DOCUMENT # #3: A oome eage dissnrijdticon off thee ssummesr sSemimar
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 semimar..

I have enclesed as well our joint communicatiom to Danny as

well as one which I persconally wrote to him in response to am
earlier draft of document #1.

& o M U
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Dear Danny:

I finally have a response to your earlier letter about the
content offthe 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 of 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. Regandimg your sthort picoe on the poals project. Simee [ do
not know exactly who your audience is here and what you see
as the purpose off the document it is hard for me to judge it. It
is certainly beautifuily 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 oflay leaders the seductive
part off the goals project is the possibility of demanding
accountability from educators. In the case of federation pros,
the important point might be that educational goals are of a
particular and unique nature and that working with them
demands different processes, inputs, and formulations tham
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 of 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" of 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 suecess with those
outside lead communities.

The goals project is based on the assumption that the policy of
being driven by a vision will produce practices which are more



effective. The Commission had to suspend a discussion on the
content and vision of 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 of
the educatiomal 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 of primary sources whieh
enable one to demonstrate the power of vision and vision
driven practice. In and of themselves, these sources will not be
understandable. We need to discuss how they can be presented
in a way which maximizes their impact. 1 hope to have a
critical mass ready for the summer seminar and would hope to
develop some form of live presentation for themm. This
provides a great opportunity to distinguish between vision and
mission statements, etc.

3. 1 apologize for the delay on the Twersky piece. We are still
working on a revised version of 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 of Jewish education based on an
halachic conception of Judaism. According to this conceptiom,
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 beliefin a myriad of actions and expressions in daily
life), the actual practice of halachah has the capacity to enahle
the Jew to achieve high levels of religious understanding and
experience. Whether or not this is achieved is a function of
education

That is to say that in the context of practicing halachah, one is
invited to study and understand its inherint conceptual deptis.

According to Twersky, Maimonides was halachah's most apt
spokesman in that his understanding and presentation of
halachah works on both the practical and spiritual level. This
applies to his presentation of each and every halachah as wefl
as of the halachah as a whole. Consequentlly, Twersky
suggests Maimonides' own discussions of the laws of Talmud
Torah as well as his larger conception of halachic education as
a basis for the determination of aims for Jewish education
based on halachakh.



According to Maimonides, understanding the conceptual
depths off halacha involves a three pronged program of study
involving llearning on three levels simoultaneously:

a) Milkra - the study of written Torah for basic understanding
and erudition;

b) Mishna - the study of the oral Torah for a comprehemsive
view offthe law and the basic necessary knowledge for its
practical implementation;

¢) Gemara - the study off the written and oral Torah in terms of
their conceptual depths; this includes Pardes or philosoplhical
studies based on metaphysics and theology.

The vitimate goal ofthis program of study would be to
habituate the student into a practice of halacha which is
infiormed and inspired by an understanding of its spiritual
depths. The result off such practice would be the exalted
religious experience of Ahavat Hashem. At the same time,
Abavat Hashem drives the student to use his/her deeper
understanding of the halachah to worship God on growing
levels off sophistication. The practice of 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 of Ahavat HaShem and
Avedat HaShem based on deeper conceptual understanding of
the halachah is an ongeing and infinite one which can be
achieved only through continuous praetice and study:

Is this off any use?

4. Greenberg knews about the summer seminar and is ieedly 1o
present his paper. We have not decided or ¢losed down
anything with the others yet.

Lets continue to be in elose eontaet. 1 have no sepse of
your agenda until the summer seminar. When, where, to
whem, how do you have te present the geals prejeet? Hew is
it perceived by the staff and various constituents in the fleld?
Is it a prierity? How is it understeod? Misinterpreied? What
expectations does it produee? Whe sees it how? Whe are
Fesaurees for us? Perhaps we should start instituting a weekly
phene eall. What do you say?

Danry



Dear Danny:

I hope all is well with you and your family. As you requested, I passed om your
query about fenting an apartrment 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 weil. A number of points emerged from these preliminary
deliberations which I would like to share with you here:

I. The summer seminar is a launching point for the goals project. Consequenily, in
establishing a content for this seminar, it is important to consider not only the internal
logical consistency of the topics to be presented and discussed. In additiom, we need
to consider in advance where the discussion could lead to and if we feel capable of
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 of 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 of 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 of thinking also
brings us back to the possible role of the denominational training institutions in the
goals project as well. We need to consider in advance that the eventual outcome of
the discussion which begins at the seminar this summer can be a request for goals
from the denominations on the part of 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 of the seminar? What would be the
exam they could pass, as it were, if we were successful? A number of points emerged
as desirable outcomes:

- understanding the serious effort necessary for developing visions for educatiom: 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 articulatiom, the
concern for issues of feasibility, the difficulties of establishing consensus around
particular values, the difficulties of 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 ineluding
conceptions of the educated Jew, a portrait of a school, modes of planning and
implementation (eg. the development of a culture or learning environment in the
educational setting, of syllabus & curricula, of in-service teacher education, ete.) and
evaluation;



= awareness and appreciation of various examples of 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 of lay leaders as a "lever" for
goals development (through their demand for accountability in institutions of Jewish
education).

I hope that we can continue this discussion after we speak with Alam.

| v



Dear Danny:

I hope all is well with you and your family. As you requested, I passed om your
Query about renting an apartiment 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 Alam
Hoffiman this week as well. A number of points emerged from these preliminary
deliberations which I would like to share with you here:

il. The summer seminar is a launching point for the goals project. Consequently, im
establishing a content for this seminar, it is important to consider not only the intexmail
logical consistency of the topics to be presented and discussed. In additiom, we need
to comsider in advance where the discussion could lead to and if we feel capable of
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 of consultants inte 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 of your earlier documents, that the CIJE is prepared to traim those
who would provide goals consultation to teams from schools (¢g. lay leader,
principal, and a Jewish studies curriculum specialist). This kind of thinking also
brings us back to the possible role of the denominational training institutioms in the
goals project as well. We need to consider in advance that the eventual outcome of
the diseussion which begins at the seminar this summer can be a request for goals
frem the denominations on the part of local schools.

2. We found it useful to explore the content issue by asking ourselves what the
participants should eome out with at the end of the seminar? What would be the
exam they could pass, as it were, if we were successful? A number of points emerged
as desirable outcomes:

= widtarstanding the seriows effifort necessary for developing visions for education. the
complexity, the need for expertise in many areas, the need for diseiplined and lengthy
collaborative effort, the need for precision, coherence and eare in articulation. the
coneern for issues of feasibility, the difficulties of establishing consensus around
particular values, the difficulties of remobilizing an educatiomal institution arownd
new goals, ete. ete. (and all this as distinguished from "visioning" in the less seriows
sense);

- understanding the varieus levels upen whieh vision ean inform praetice ineluding
coneeptions of the edueated Jew, a perirait of a scheoel, medes of planning and
implementation (eg. the development of a eulture or learning envirenmeni in the
edueational setting, of syllabus & eurrieula, of in-serviee teacher education. ete.) and
evaluation;



- awareness and appreciation of various exampies of authentic visions and successful

viston-driven practices (historical and contemporary, including from the educated Jew
project);

- preliminary implications for Jewish education in lead communities; this relates

speeifically to what we have referred to as the input of lay leaders as a "lever" for

goals development (through their demand for accountability in institutions of Jewish
education).

I hope that we can continue this discussion after we speak with Alam.

Danny



ate:  Tue, 5 Apr 94 17:50 +0300 ty..?
Message-id: <05040094175004@HUIIVMS>

From: <ALANHOF@HUJIVMS>

To: Daniel Pekarsky <danpek@macc wisc.edu>

Ce: Danny Meeemy<vharddel @hajdeighujivms>

Swbject: Goals Seminar

Danny,

We need a more concrete description of the summer Goals Seminar
fior those who are considering attending. Basically, it should be a
one page, rough draft of a day to day program which, of 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
"Alithough details . . . "™ through " ... encourage.”

T will be in America from Sunday, staying at the Mayflower.
Regards,

Talk to you next week

Alan

/T
21/Q



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 of a short piece, some
form off which may go to people interested in the Summer Seminar.
It inclindes a sketch of some general ideas for the seminar. I am,

by the way, still interested in getting something from you that
articulates your own preliminary thoughts conceming how the time
in Jerusalem should be spent. The sooner you could get something
to me the better. Thanks.

2. The document speaks of developing a resource library of
materials that deal with issues of vision and the development of
vision. In my recollection, you were going to coordinate the
development of this library of 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' seen a revised version of

the Twersky piece (in English) and/or a precis of 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)

C1JE’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 of what it wants to achieve, of the kinds of
human beings it is trying to cultivate. To speak of 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, 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 threugh strategies designed to encourage educating
institutions to work towards the articulation of their underlying
yisions and to identify and actualize the educational
implications of these visions.

RATIONALE

To make good educational sense, an institution's decisions
concerning what curricular goals to pursue, as well as how te
inferpret and prieritize them, need to be anchored in, and
justified by, a eoherent vision of what it is trying to bring
into being. To knew what it is about, what it is really afier,
an institution must have a eompelling answer to the following
question: what kind of a Jewish person, featuring what



constellation of beliefs, attitudes, skills, commitments, and
dispositions, should we be cultivating?

An adequate guiding vision does not only offer a laundry-list of
such characteristics but also 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
gurricular goals hard to reasomably make, so too are decisions
concerning the organization of the physical and social
environment, appropriate forms of pedagogy, the background and
skills desirable in educators, etc. In addition, the absence of

a vision of the kind of human beings one is hoping to cultivate
deprives an educational institution of the most important basis
for evaluating the success of its efforts.

Given the important role that a vision plays in guiding the
work off an educating institution, it is very unfortunate = but
also unfortunately true - that many Jewish educating institutions
lack the sense of direction that grows out of having a clear and
compelling vision of what they want to accomplish. True,
educating institutions do often seem to have visions of sorts in
the form of 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 of 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, of course, vital matters,
but they do not offer a sufficient basis for determining or
evaluating educational practice.

The guiding principle of the Goals Project is that enhancing
the effectiveness of 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 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 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 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 imstitution 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 itselfa very significant and difficult. But as
imgportant as it is to achieve a vision that captures the
imagimation of critical stakeholders, it is but one step in the
process off becoming vision-driven, and there is hard work ahead
One reason for this 15 that there is no formula that takes one
from a vision of the kind of human beings or community one is
hoping to bring into being to a picture of the educatiomal
environment that will correspond to and support this vision.
Various understandings (concerning, for example, teachimg,
learning, human nature, human growth, the power of the social
environment, and the characteristics of the parent and student
community) enter into the effort to trace out the vision's
edueational implications and to understand how they might be
embaodied in practice.

In other words, the development of a vision that is
compelling te the relevant stakeholders and whose educatiomal
implications have been weorked out is a labor-intensive,
intelleetually and Jewishly demanding activity. It requires
careful thinking, ingenuity, soul-searching, study, and a measure
off negotiation among the partieipants. It is also true that
there are ne guarantees of suceess; but the potemtial rewards for
the participants in the proeess, beth as individuals and as
representatives of their institutions, ean be very signifieant

Date: 4/01/1994 12:46 pm (Friday)



TH TS AGENDA

The Geals Preject wiil be spearhieading a number of efforts
0 encourage vision-drivenness in Jewish education.

A liiary of edueational 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 off becoming vision-driven. This library of materials
will be made available t6 communities and educating institutions
that are interested in fostering vision-drivenness.

A Summer Seminar in Jerusalems. The Summer Seminar waill
bring to Israel lay and professional leaders in Jewish educatiom,
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 tssues that must be addressed if Jewish educating
imstitutions, in general and in their local commumities, are to
become more vision-driven than they typically are. The seminar
i5 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 of the ways in
which having a vision can contribute to the design and
effectiveness off an educating institution. as well as a chance to
look at empirical studies that suggest the power of visiom.

2. A chance to read articles by and to meet with some
exceptionally thoughtful individuals who have long pondered the
question of what is an educated Jew, of what Jewish edueation
should be educating towards. Encountering and wrestling with the

visions propounded by these individuals is designed not enly to
clarify for participants what it means te have & vision of a
meaningful Jewish existence, but alse to encourage them te
develop or refine their own visions.



3. A chanee te think through the educational implications of
one of mere 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
iilumaimate 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 wrestle with the
diffiicult question: how stimulate the relevant stake-holders of
an educating institution to work towards being vision-driven? How
approach the task of 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 Jocal educating institutions in the process of becoming
more vision-driven.

Local seminars in Lead Communities (and beyond). CHE will
sponsor a series of seminars in each Lead Community next year for
the representatives of local educating institutioms. To
partigipate 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 (typically, the
Rabbi; the educational director, the Chairperson of the Board of
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 respomsibility 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.



ate:  Tue, 5 Apr 94 17:50+0300

Message-id: <05040094175004@HUJIVMS>
From: <ALANHOF@HUJIVMS>

To:  Manind] Fekasiky <danpai@nrace wikse ety
Cec: Danmy Morm <imenddi@hygfvs>
Subject: Goals Seminar

Danuy,

We need a more concrete description of the summer Goals Seminar
for those who are considering attending. Basically, it should be a
one page, rough draft of a day to day program which, of 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



Wed, 06 Apr 94 20:08:56 +0300

From: "Dan Pekarsky” <PEKARSKY @mail soemadison.wisc.edu>

Subject; Misc,

Hi, Danmy. 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 of a short piece, some
form of which may go to people interested in the Summer Seminar-
It includes a sketch of 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 of developing a resource library of
matenals that deal with issues of vision and the development of
vision. In my recollection, you were going to coordinate the
development of this library of materials and were going to begin
gathering some. Do | 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 of
the Twersky piece (in English) and/or a precis of 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



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)

CLIE'S GOALS PROJECT

WHAT IS THE GOALS PROJRCTF7

The Goals Project is a multi-pronged effort to catalyze
vision-drivenness in Jewish educating institutioms. A
vision-driven educating instifution is one that is guided by a
substantive vision of what it wants to achieve, of the kinds of
human beings it is trying to cultivate. To speak of 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, 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 of their underlying
visions and to identify and actualize the educatiomal
implications of these visions.

RATIONALE

To make good educational sense, an institution's decisions
concerming 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
questionm: what kind of a Jewish person, featuring what



constellation of beliefs, attitudes, skills, commitments, and
dispositions, should we be cultivating?

An adequate guiding vision does not only offer a laundry-list ef
such characteristics but also exhibits how they fit together to
compose a picture of 2 meaningful form of Jewish existenee.
Absent such a vision, not only are basic decisions coneerning
curricular goals hard to reasomably make, so too are decisions
concerning the orgamization of the physical and social
environment, appropriate forms of pedagogy, the background and
skills desirable in educaters, etc. In addition, the absence of

a vision of the kind of human beings one is hoping to cuitivate
deprives an educatiomal institution of the most important basis
for evaluating the success of 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 institutions
lack the sense of direction that grows out of having a clear and
compelling vision of what they want to accomplish. True,
educating institutions do often seem to have visions of sorts in
the form of 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 of 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, of course, vital matters,
but they do not offer a sufficient basis for determining or
evaluating educational practice.

The guiding principle of the Goals Project is that enhancing
the effectiveness of 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 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
visiom. It is intended to suggest that it is important for each
educating institution to identify or refine the vision



Appropriats 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 TRAVELLKED

The Goals Project does not assume that it is easy for an
educating imstitution 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 itselffa very significant and difficult. But as
nmportant as it is to achieve a vision that captures the
imagimation off critical stakeholders, it is but one step in the
process off becoming vision-driven, and there is hard work ahead
One reason for this iis that there is no formula that takes one
firom a vision of the kind of human beings or community one is
hoping to bring into being to a picture of the educatiomal
environment that will correspond to and support this vision.
Various understandings (concerning, for example, teaching,
learning, human nature, human growth, the power of 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 of a vision that is
compelling to the relevant stakeholders and whose educatiomal
implications have been worked out is a labor-intemsive,
intelleetually and Jewishly demanding activity. It requires
eareful thinking, ingenuity, soul-searching, study, and a measure
off negotiation ameng the partieipants. It is alse true that
there are ne guaraniees of sueeess; but the potential rewards for
the partieipants in the process, beth as individuals and as
representatives of their institutions, ean be very significant.

Date: 4/01/1994 12:46 pm (Friday)



ROJECT’S AGENDA

The Goais Project will be spearheading a number of efforts
to encourage vision-drivenness in Jewish educatiom.

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 educatiom,
primarily but not exclusively from Lead Communities, for an
imtensive 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 encourage work in this arena in their home-commumities.

Although details of the Summer Seminar are still being
worked out, the following elements will be included:

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 individuals who have long pondered the
question of what is an educated Jew, of 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 of a
meaningful Jewish existence, but also to encourage them to
develop or refine their own visions.



3. A chanee to think through the educational implications of
one of mere ol 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
matiers 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
illumimate 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 wrestle with the
difficult question: how stimulate the relevant stake-holders of
an educating institution to work towards being vision-driven? How
approach the task of 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 of becoming
more vision-driven.

Local seminars in Lead Communities (and beyond). CUE 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 (typically, the
Rabbi, the educational director, the Chairperson of the Board of
Education, and a teacher). The seminars are designed to encourage
local educating nstitutions to begin the process of becoming, or
becoming more, vision-driven. It is the respomsibility of the
community's lay and professional leadership to develop the
cligntele for these seminars



CONCLUDING COMMENTS

CIJE does not believe that becoming vision-driven is easy or
that it is sufficient to remedy the ilis of Jewish educating
institutions. But it is convinced that it is indispensabie 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 of 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 visiom and
iits 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 educatimg,
imstitutions 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
te fester in partieipants an appreciation for the critical role that vision plays in Jewish
cdueatien and to think through various issues that must be addressed if Jewish educatimg
iAstitutions, in general and in their local communities, are to become more vision-drivem than
they typieally are. The seminar is designed with the expectation that on their returm from the
seminar, participants will eollaberate with CIJE in its efforts to encourage work in this arema
i their home-communities.

Although details ef the Summer Seminar are still being worked out, the following
slements will be ineluded:

1. Oppertunities to develop an understanding of the ways in which having a vision cam
contribuie o the design and effeetiveness of an edueating institution, as well as a chanee to
Josk at empirical studies that suggest the power of vision.

2. A chanee to read ariicles by and to meet with seme exeeptionally thowughiful
individuals whe have long pendered the question of what is an edueated Jew, of what Jewish
cdusation should be educating towards. Encountering and wrestling with the visions
prepeunded by these individuals is designed net enly to elarify for paricipamis what it means
{9 have a vision of a meaningful Jewish existenee, but also te eneourage thewm 9
develsp of refing their owh visions.

3. A chanee tg think through the educational implications of one oF more of e



institutions lack the sense of direction that grows out of having & elear and

compelling vision of what they want to accomplish. True,educating institutions de eften seem
to have visions of sorts in the form of mission-statements; but typieally, 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 of compelling visions, many Jewish edueating

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, of esurse,
vital matters, but they do not offer a sufficient basis for determining er

evaluating educatiomal practice.

The guiding principle of the Goals Project is that enhancing the effectiveness of
Jewish educatton in America will depend substantially on whether educating institutions ean
become significantly more vision-driven than most now are. This principle ean be defended
on theoretical grounds, but not only on such grounds. There is ample empirically 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 any 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 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
beeome vision-diivem. In fact, the opposite is the case. For an institution to develap a vision
that is net enly shared but also genuinely compelling to the key stakeholders is itself a very
signifieant and difficalt. But as important as it is to achieve a vision that captures the
imagination of critical stakeholders, it is but one step in the process of becoming
visipn=driven, and there is hard work ahead. One reason for this is that there is no formula
that takes one from a vision of the kind of human beings or community one is
hoping to bring into being to a picture of the educational environment that will correspond to
and suppert this vision. Various understandings (concerning, for example, teaching,
learning, human nature, human growth, the power of 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 of 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 of negotiation among the participants. It is also true that
there are no guarantees of success, but the potential rewards for the participants in the
process, both as individuals and as representatives of their institutions, can be very significant.



From: "Dan Pekarsky"

Reply-To: PEKARSKY

To: ALANHOF

Date: Fri, 01 Apr 1994 12:48:00 -600
Subject: summer-partl

Date: 4/01/1994 12:45 pm (Friday)

Subject: summer-partl

CIUE'S GOALS PROJECT
WHAT IS THE GOALS PROJECT?

The Goals Project is a multi-pronged effort to catalyze vision-drivemmess in Jewish
educating institutions. A vision-driven educating institution is one that is guided by a
substantive vision of what it wants to achieve, of the kinds of human beings it is trying to
cultivate. To speak of a Jewish educating institution as vision-driven is to say that it is
amimated by a vision or conception of the kind of 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
imstitutions to work towards the articulation of their underlying visions and to identify and
actualize the educational implications of these visiouns.

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 of a Jewish person, featuring what constellation of beliefs, attitades,
skills, commitments, and dispositions, should we be cultivating? An adequate guiding vision
does not only offer a laundry-list of such characteristics but also exhibits how they fit together
to compose a picture of a meaningful form of Jewish existence. Absent such a vision, not
only are basie decisions concerning curricular goals hard to reasonably make, so toe are
decisions coneerning the organization of the physical and social environment, appropriate
forms of pedagogy, the background and skills desirable in educators, ete. In additien, the
absence of a vision of the kind of human beings one is hoping to eultivate
deprives an educational institution of the most imporiant basis for evaluating the sueeess of its
efforts.

Given the important role that a vision plays in guiding the werk of an edueating
institution, it is very unfortunate - but also unfortunately true - that many Jewish edueating



vigions encountered in the seminar: what implications does a given visiom have for the
determination and interpretation of educational priorities, as well as for such

matkers as the design of the educational setting, the training of educators, and so forth? The
i9ad from vision w0 education design is by no means an easy one, and the seminar will try to
iluminate the kinds of knowledge that are necessary to make this jowrney, as well as
sigmificant challenges that need to be addressed along the way.

4. A chance to wrestle with the difficult question: how stimulate the relevant
stake-holders off an educating institution to work towards being vision-diriven? How approach
the task off 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 givem coherence
amgd direction to their efforts.

6. A chance to develop concrete, practical strategies for engaging local educating
imstitutions in the process of becoming more vision-diriwen.

Local seminars in Lead Communities (and beyond). CIJE will sponsor a series of seminans
in €ach Lead Community next year for the representatives of local educating institutions. Te
participate an institution will need to agree to come to all of the sessions and to have in
attendance the key stakcholders from its professional and educational leadership (typically, the
Rabbi, the educational director, the Chairperson of the Board of Educatiom, and a teachen).
The seminars are designed to emcourage local 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 these seminans.

CONCLUDING COMMENTS

CIJE does net believe that becoming vision-driven is easy or that it is suffieient @
remedy the ills of Jewish educating institutions. But it is convineed that it is indispensable to
sucesss; and it weleomes your participation in the effort to encourage mere eareful attention
to “the vision thing" among educating institutions in Lead Communities and elsewheie.



Date: 14 Mar 94 21:44:00 EST
From: "Alan D. Hoffmann"™ <73321.1220&ConpuSerwe..COM>
To: Abby Pitkowsky <ABBY@vms.huji.ac.il>
Cc: Gail Dorph <73321.1217Q@CompuServe.COH>,,
Ellen Goldring
<GOLDRIEBRcitrwax..vanderpilt..edu>,
Alan Hoffmann <73321.12200CompuServe..COM>,
Barry Holtz <73321.122]ECompuServe..COM>,
Virginia Levi <73321.1223@CompuSerwe..COM>,
Danny Merom <mandel@wms.huji.ac.il>,
Daniel Pekarsky
<PERARSKY@Emeill..soemadison.wisc.edu>

Swbject: 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 Duet+goals seminaeminar
Date: I33+Mar934 aat (P 1E4

From: TN ERRRNEFIT: AN DL e gy i sac. i1 ],
IWTERNET :MANDEL®@vms ..huj i..ac..il

To: Alan D. Hoffmann,73321.1220
73321,1220

Ce: abby@hujivms

Subject: goals seminar

Hi Alam,

Caroline and I are working on making arrangements feor
the Goals Seminar this July. We have some
imformatiem, and want to share it with yow, and
receive some feedback.

Regarding sleeping arrangememits, we have already
reserved 20 rooms at Mishkenot Sh'ananim
(amproximately $100). There is alse the pessibility
of the Hyatt. We have net placed a reservatien yet as
we will be obligated te pay for any caneellatiem. It



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 SROULD 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
T™WO 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 (tthis ratewill change) .

KEEP TALRING TO THE LAROMME = WE MAY NEED EXTRA ROOMS
LATER ON AS MORE PEOPLE REGISTER. BUT UNDER NO
CIRCUMSTANCES GIVE UP ROOMS AT MISHREENR

In amswer 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 sectiom
that is available, and the week after, there is full
availability. Agaim, we need to know about these as
soons as possible in order to secure reservatioms..

GINNY = PLEASE MAKE SURE THAT OUR THREE MAIN CONTACT
PEOPLE KNOW ABOUT MISHKENOT'S CONSTRAINIS.,

ABBY -~ FLEASE 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 Mishkemot, we may use cone of
their meeting rooms that is located right outside the
complex, and it is possible to have meals there as
welll..

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 ef
using a meeting room at Beit Meiersderf e¥ using the
meeting room at the Hyatt. Caroline speke t@dég wikh
Alegra at Meltom, who will get baek te us regarding



the possibilities of an available meeting room at
Beit Meiersdorff. Alegra also spoke to us about
having our meals at the dining room of Meiersdowrff.

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. Alsw,
Caroline is checking at Binyanei Ha-oomm;; they have
new facilities which Caroline feels is worth
checkimy..

Carcline 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?
{(Mssuming 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 CQUPLES FROM MILWAUKEE OUT OF 6-8
MILWAUKEE PARTICIPANTS. ALL THE REST IS FUZZY

4, Do you think we will have answers to all these
guestions 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 neighborhoed. Do you have any
suggestions to, whom we can turn to regarding this?

SPEAK TO HIS FRIENDS TEE BANS {((PR. RONNIE)} AND TO VIC
HOFFMAN OF HINDA AND VIC.

ALAN
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HINUIES,; CIJE LEAD COMMUNITIES SEMINAR -~ ATLANTA

DATE OF MEETING: March 8-9, 1994

DATE MINUTES ISSUED: March 21, 1994

PRESENT: Janice Alper, Lauren Azoulai, Chaim Betwinielk,

Steve Chervim, Ruth Cohem, Gail Dorph, Jane Gellmam,
Ellen Goldrimg, Roberta Goodmam, Stephen Hoffmein,
Alan Hoffmamm, Barry Holtz, Virginia Levi, Daniel
Fekarsky, William Robinsom, Ina Regosim, David Sarnat,,
William Schattem, Arnold Sidmam, Louise Steim, Julie

Tammivera
GUESIS;: Isa Arom, Shirley Brickmam, Carol Ingall, Stuart Seltzer
COPY TO: Genine Fidlewr, Seymour Fox, Darrell Friedmamn, Annette

Hochstein, Morton L. Mandel, Rick Meyer, Ilene
Vogelsteim, Henry L. Zucker

..........................................................................

Prior to the first formal session of the meetimg, the group heard an
informative and entertaining imtroduction to Jewish Atlanta by Shirley
Brickmam, chair of “Creating Commumity," a prejeet of Atlamta's Jewish
Heritage Center.

I..

..

Imttroductory Remarks

Alan Hoffmann opened the meetimg, thanking the Atlanta Jewish Federation
for its hospitality in hosting this meetimg. He welcomed especially the
following people, who were asttending their first Lead Gommunities
Seminar: Steve Chervim, Ina Regesim, Bill Robimsom, and Armie Sidmam.
He expressed the apologies of Genine Fidler and Ilene Vegelstein of
Baltimore, neither of whom was able teo =ftend,

Visions for Jewish Fdueatiem: The Geals Proiect

Jane Gelman and Leuise Stein of Milwaukee served as chairs of the
session. Loulse opened the sesgionm, noting that Milwaukee has
epproached the Lead Community prejeet with a belisf that the setting of
goals is an intrinsic part ¢f systemie change. They eonsider it fhe
third building bleock, aleng with persennel and cemiunity mebilizatiem.
Louise noted that one of the best gifts we could provide a cemmunity is
the empowerment to move forward with a fecus. Shetbhan intreduced
Daniel Pekarsky to make a presentation on visienaan@opdals.

Daniel noted that the goals project captures a vitally impertant
dimension of the work of CIJB. 1In order for an educational institutien
to be effective, it needs a driving conceptien of what it is Erying €e
accomplish. For a Jewish educatiecnal iastitutiom, its vision would be a
conception of a meaningful Jewish existenee whieh would animake thak
imstitution. A clear vision is indispensable e a thriving iRstituciom.
The purpose of the geals project is te create a eulture that appreciaes
vision and that will eatalyze efferts to establish visien driven
RS EWE LRSS, -



MHR 24 'S4 71834 T8 € 1JE ERROEL FREE .8

Page 2

When 1% is elear what an imstitutien is trying to accomplish, it becomes
rehatively easy te determine the curriculum and the skills and attitudes
ReCRsEAFY %o Implement that eurrieulum. A vision provides the
tondption fer declsiommsking within an institutiom. Educational goals
shewld be anehered im an underlying vision. A vision provides the
ingtlitetion with & basis for determining reasonable goals.

In zddiition te helping with decisionmakimg, a clear vision and
aceompanylng set of goals provide a basis for effective assessmemt of a
program, Amn fmstitutienal vision can help to energize the institution

@8 people who participate have a sense off winat they ame atewt and and a
belieff im its importance.

Daniel used the example of the role of "Kimchens" iin warboskikindefof
educational imstitutions to illustrate the impact off wiibon. He noted
that the underlying vision determines whether the kitchen is
sfigmificant, to whom it is significamt, the role of the teacher in its
wtilizationm, and whether a school has been successful in using the
kitehen as its vision suggests that it should.

Turning to Jewish education, and especially the congregational schewll,,
fit was noted that typically there is no clear visiom., There are
sanetimes mission statements, but if they are even shared with the staff
tiey are usually vague and offer little guidamce. In practice the
cwmrriculum, teacher training, and selection of persommel show
programmatic imccherence. Practice is more often guided by a desire to
keep tibe students engaged and under control.

The follewing steps might be taken in order to help an educatiomaml
fimstitwtion become vision drivem.

A. Convince the lmstitution that it needs to be vision driwvem.

B. Werk on an imstitution-wide basis to develop a guiding vizion. The
central players must believe in it. It must be compelling and
SaeEgilFiig.,

€, Work together te translate the vision inte educatiomal temms.,
D. Find the right persennel to earry out the visiem,

It was neted that this ie net an easy task. It requires time and

cofifid tient. It is particularly diffiecult in a congregatiemal setting teo
develep a €lear visien, beeause the mere definite it is, the meye likely
it fis to leave some pesple eut.

The goals preject prepesed by €IJE is intended te fester appreeciatien
for the igportance of develeping ah anibating visien ameng Ehe
Leadership of compunities and institutions and te eatalyze efforks te &
se, T€ will b?iﬁg’éﬁﬁﬁ@ﬂiﬁ{ leaders teogether £ eneourage the
development of iastitutisonal visiens and gealw,

CIJE iis now ia the precess of developing & library of materials relating
to visien 2hd geals. Tt will ipelude materials whieh feeus e theony
andl gtrategies and vill previde examples of visien driveR institutions:
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The prepesed summer seminar is intended to foster an appreciation of the
eoneept of wislen driven institutions among lay and professiomal
leadership. 1In addition to deepening the appreciation of the role of
vision among participmmrs, it will provide them with oppertunities to
encounter examples, to look at obstacles and challenges to transforming
vision to meaningful practice, and to plan together.

It is imtended that the summer seminar will be followed by a series of
local seminars to eceur in each Lead Community during the 1994-95
academlic year. These will be for representatives of individual
educational institutions in each commumity. Conditions of participation
will include an agreement to attend regularly and to send a core of
people from a particular Imstitution who can take the ideas back and
work on their implementatiom. Based on participation in these seminars,
CIJE may decide to propose the establishment of a consortium of wision
driven imstitutiomns.

In the discussion that followed it was agreed that there are many steps
that can be taken toward the upgrading of personmnel while work on
imstitutional visions is under way. Work should contimue on a personnel
action plan and on the first stages of its implementation while work on
vision fis 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
seiinar and, if it remains a serious approach, will be developed for
discussioen in the communities during the coming year. At presemt, the
goals project is fimtended more to enhance community mobilization than
develop persemmel., 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.

I1I.. The Congregational Supplementarv School: Reflection and Direction

Bill Schatten of Atlanta chaired this sessiom. He began by introducing
the three presenters: Carel Ingall, whe is completing her Ph.D. at
Boston University, was a researcher on the Best Practices in
Supplementary Schoeols Project and former director of the Providence
Bureau of Jewish Educatiom; Stuart Seltzer, Principal of the Chizuk
Amuno Religious Schoel in Baltimere, a schoel identified in the Best
Practices volume; and Isa Arom, Professor of Jewish Eduecation at the
Rhea Hirsch School of Hebrew Union College in les Angeles.

A. Carol Ingall described an effective schoel 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 twe hours at a
sessiom.,

The goals of this school are €lear and pervasive. There is
agreement that prayer is very important and that an educated Jew
knows how to behave in a synagogue settimg. There is a clear
expectation that students will pray together and that their families
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will join them in their learnimg. The rabbis and eanter are
invelved in the school and are aware of the rele ef the sehool in
the total life of the synagegue. Older students serve a8 Terah
tutors for the younger students and are henored for deing so by the
total congregatiem. The vision of the scheel is visible.

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

The mest important element in creating the culture of the scheol is
the primeipal. The principal is a serious Jewish professienal whe
came to the job having had secular education trainmimg. The
synageogue and the local bureau jeined with the prineipal te help
cover the cost of a master'ls degree at JTS.

This is an educational institution that has a clear visiom, has the
involvement of the clergy, ard does well what ft has chosen te do.

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 abeut ourselves. A myth tells who we are and what we can
become. He noted that the supplementary school has been held
e€aptive 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 withiinnaacoemesxtcluirmstielzaddpythhefolldelidgring:

1. Comniiment to ceomesnt ddees et memanchdn tlelamriripquusts the be
borimg.

2. Synagogue education is family educatiom.

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

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

5. The studemtz" llieas aree ctimnect By chee esvpearilance.

He noted that the primmdipedl''ss rodke igistdaol vuwethbemywhih, or "wid'iggidn, "
of the institution in order to inspire. He must provide optimizwm,
passiom, and support. If the myth maker is successful, everyone in

the school should be able to tell the story. Aa personnel are

identified and hired, they must be peeple whe are committed te 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 whe study
and learn together. The teachers work together in teams and share
their special skills.
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Ihiz congregatienal seheel is unique in that it shares space with a
day, seheel. Many of the teachers alse teach in the day school and
there is a elese working zelationship between the tws.

The scheol werks to develop a sense of commumity. Its programs for
fumilies validate what is happening in the classroom.

¢, Tsa Aron spoke of a project of the Rhea Hirsch Bchool of Hebrew
Union College, an experiment simed at reconfiguring the
cengregational schewl..

During & year of planning, the Rhea Hirseh School learned that
rellatively few of its education graduates found themselves satisfied
by work im congregational school educatiom. Many £felt that they had
taken their schools as far as they could go, but that ™good enough”
was not satisfactory. Schools were running smoothily, but with
little depth. People who were satisfied with their congregatiomal
scihool experience had very low expectatioms. Based on this sort of
imfformation, 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 questicns as "What would it take to go
from good emough to outstanding?" 1Tt was noted that the problems of
relligious school go beyond what is lacking in educators and
materials, Tt fs an issue of attitude among congregautioms.. Studies
sthould be woven into the fabrlec of congregational life, mot simply
mellegated to a scheol. The model of Jewish education in
supplementary schoels today was developed in 1910 te reflect the
kind of education undertaken in Christian religious schoels. It is
guestionable whether the same model applies today.

It was suggested that the primary goal of religious education today
iils enculturatien rather than instructiom. It is to "create Jewish
souls' more than to transmit information and develep skills.

with this in mind, HUC has fnvited five congregatiomal schoeols to
participate fm aA experiment. In each of the selected religious
schools, the culture is communal and collegial. The educateors are
part of & team. FEach of the five schoels will rethink ies
educational geals and the structures for reaching these goals.. HKUC
will previde agvise¥s and prescribe preecess, but will pokt pieseribe
ooatent., It is anticipated that each ¢f the five seheools will eome
out Lesking quite different firom the othens.

». BPliscussien

Im the discussion that fellewed, it was neted that the
congregational rabbi plays a pivetal rele in each of the medels
described. Any persennel actien plan must esnsider Ehe rele of the
rabbis, It was suggested that this conelusien sheuld be shared at
gatherings of rabbis sponsered by the deneminational MRS

It was neted that transforming communitiss has e Be deme on the
strength of Iaspiring fndividuals. This is 3R iBpOrbant cohceRt ta
keep in Hind 35 We train educaters-
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Milwaukee has completed both the qualitative and quantitative
surveys of personnel and the data has been analyzsdl. Amn
integrated report on the professional lives of educators has
been completed and submitted to the commumiityy. A commumity
action team on personmel has received the integrated report.
The community is now working on a plan for broadenr
disseminatiom.

A team of CIJE representatives recently met with a group of
community leaders to discuss how and when to dissemimate the
report. The challenge is to find a way to presemt data which
might be imterpreted negatively in a way that portrays positive
solutions amd opportunities for the commumiitgy.,

Other Action Aress

In addition to the personnel action team, Milwaukee is moving
forward inm three other areas. A teen action team has recently
begun work on a broad-based strategy to link formal and informal
education opportunities for adolescemts. Work is under way to
recruit participants in a family education committee. A
resource development team is reviewing structures mow in place
for raising funds to support continuity actiwiity..

Communication

The CIJE committee Is working with federation P/R staff to help
ralse community awareness of the CIUE commltteeaattivittes. Tihe
first outcome will be a periodic newsletier.,

Concerns

Milwatkes's major concern at the mement is that the wall-=to-wall
coalition originally developed to work on this project has
becetie unwieldy. It is tee large and invelves too many people
who are not actively invelved. It is heped that the larger
group will be helpful in disseminatiom, but there are concerms

about tha lack of invelvement of a portien ef that group up to
AGW .

Piseussien

It was noted that while federation leadership has invelved
itself in funding ef this preject, there is relatively little
other finteractiem. The preject has been semething of a
stepchild to the federation. It is impertant Rew £8 engagé&ngage
federation leadership e advanee this agenda.,
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B. Baltipare

¥ince September there has been & series of meetings of the CLJE
walition and related fecus groups.. A priority has been to clarify
CEhR's ¥ele in the community with a variety of community groups..

Balvimore is werking fim three areas:

L. What is the target populatiom: which fields and which educators
to work with.

2. What stee the cndittiicsll persmmoell dinlllenges.
3. What are inficdstives to Despond to e cdalllenges.

The preliminary results of the educators survey should be in
Baltimore before the end of March. A subcommittee will review the
diztta and dheay soares prelimineary comellasions. Thedr gedl iks two loak
fror "red flegs." THey pdlam to detify aditfittional coress forrossss
taibulation with & goal toward completing analysis by the end of Jume
andl beginning work on a personnel action plam. 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
winich to mobilize educators to work on a plam.

Federation leaders have shown an interest in the work of the CILJE
comeittee andl efforts are under way to integrate the CIJE process im
the Federation's strateglc action plam.

In an effort to move ahead with action before the action plam, a
preject known as Machon 1'Morim has been identified as a CIJE
project, The project, funded by a private Baltimore foundatTiom,
inveolves twelve teachers from area schools (both day schools and
congregational schools from acrosz the movemeri:s)) in an intemsiwe
training program on the teaching of Tefillah. Chaim Botwimick will
cireulate a summary of the projeet to seminar participarts.

Im addition, Baltimere has received a grant to support a fall
conference which will most Likely foeus on hest praetices and
wenitoring, evaluatien and feedback.

Atlanta

1. The Atlanta Federation has alleecated 550,000 te the Israel

Experience Committee and will be sending twe greups of youkths o
Tsrael this SWERESE.

2. Atlanta is iidentifying new funds to support eeftinuity and
edueationy,

3. Steve Chervin, whe was present at the semimaw, has Feeently heen
hired as dirscter of the Ceuneil £or Jewish CoRkimulitesy.

4, E&:ggegggi@ﬁ has approved a proposal te Rire a Jewish esducatsr for
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5. Deeisions have been made regarding the governance of a
supplementary high schoel.

6. It has been determined that the mission of the Atlanta Jewish
library will be Jewish educatiam.

7. TIssues of concern include;

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

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

With respect to the issue regarding survey data, it was
suggested that a conference c¢all 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 hew 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: Faxllw 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 4if any benefits and, as a group, have less
Judaiec knowledge than other Jewish educators.

Participants were asked to imagine that early childheed has been
identified as a eritical area for community attemtiom. One step in
an action plan might be to hold an early childhood institute for
teachers and directors of early childhood units. Direetors are
included beeause vwe kneow that if they are not committed to a
particular appreach, it will have a low likelihoed of suceess. This
institite veuld offer opportunities for early childheod teachers to
increase their Judaic knewledge and pedagegic skills at the same
time. This sheuld previde them with Judaie knowledge at the same
time 28 [t suggests a process for translating it inte their
educational settimgs.

The follewing €hart was theh presemted:

A CASE FOR EARLY CHILDHOOD EDUCATION

Teachets Judaic and pedagegy Attitudes toward Judaiea

Pirsctess Suppert teachers and Attitodes toward Judaiea
families working teward and importance of early
Judaie eentent and childhoed as ent#y peint

atmosphere in the seheel | te Jewish edueatisnm

Suppsuts: salary increments and comp time
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The chart indicates that we sre dealing with a system, beth for
teachers and directors. In order to support such an effort we might
offer salary increments for attendance as well as compensatery time.

Discussion of the concept raised the issue of licensing and
standards. In the past, communitiea have net responded faverably te
the setting of standards. This is something that ean be discussed

again in the future, and probably sheuld be part of CIJE's broader
role in building the professiem.,

A question was raised regarding whether this model refers te day
care or nursery school programs. It was suggested that in Jewish
educatiom, where the early childhood program is often the mest time
a child spends in a Jewish enviromment, we may net want to
differentiate between the twe.

It was noted that the discussion was focusing heavily on planning, a
critical step in the process of moving toward actiem. However, the
goal of this exercise is to assume the planning has been done and teo
begin to think about what action might be undertakem.

B. Case 2: Supplementa §¢ 1 Teachers

The data shows that supplementary school teachers are overwhelmingly
part tige, that spproximately 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, bepefits, 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 schoel prinecipal is critical in the
training and general quality of the teachers.

Given this scenarie, 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 Judaie
and pedagoegie content combined. Peer coaching might also be
undertakem, either within an individual school or across
institutiems. 1In any case, the leader of the school must support
any approaci. 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 tsken to work with supplementary
school leadership. It was agreed and discussion turned briefly €e
the propesed Principals Institute noew being planned for Octeber.

It was noted that these were two examples of how a eemmunity might
proceed once it decides what its highest priorities sheuld be. As
CIJE grapples with its role relative to that of the commupities, it
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is leaning toward serving as a broker to bring expertise to the
conmumities.. Each community will identify its own priorities, with

resources c¢oming from CIJE, which will clearly artieulate its own
biases and emphases.

It was suggested that a seminar in best practices in congregatiomal
schools be developed for the rabbis in each community as one way of
linking several of the themes raised in the previous sessioms. 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 futume,. We will work toward holding two meetings each year with the
next to be scheduled for early October in Milwaukea. The week of
October 3 was propeosed, with Monday and Tuesday of that week as primary
targets. 1If that does not work, we will aim toward the week of October
24, While there will be opportunities to meet around sessioms at the
GA, there will not be a separate Lead Communities seminar in Denwvex.
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From: “"Dan Pekarsky” <PEKARSKY@mail.soemadison.wisc.edu>
Reply-To: PEKARSK Y@soemadison. wisc.edu

To: MANDEL@VMS . HUJLAC.IL

Date: Fri, 04 Mar 1994 10:20:00 -600

Subject; Goals Project

First off, an apology for being out of touch for s6 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-stufff}, 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 of 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...
BMAIL>

[2T [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 concemns «- 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 fake place i July in Jerusalem and are counting
on the Mande! 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.

1 hope all is well with you, Regards to Shmuel,

Danny
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From: “Dan Pekarsky” <PEKARSKY@mail.soemadison.wisc,edu>
Reply=To:; PEKARSKY@soemadison.wisc.edu

To: MANDEL@VMS. HUJLAC.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 ta 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
CI1JE's view that Vision and Goals, properly understood and used,
play an indispensible role in the educational pracess, 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 te 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
¢) 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. T 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 ¢an guide the
educational process will be stressed (with emphasis en the
contribution of vision to a) educational decision-making in the
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areas off goal-setting, ourriculum design, personnel training,
€i€.; b) to assessment; and o) to the creation ofa motivated and
motivating social climate).

I will illustate 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
“ikitchen stafi?’ in a traditional school, in Summerhill, and in a
Dewey School,

1 will contrast what education looks like in a vision-driven
imstiiation with what it looks like in a typical Jewish
educational setting (hodge-podge informed by inadequate guiding
principles liike "Keep them interested; keep them coming; keep
them quiet,” or "They should feel at home in a synagogue..” etc.

T willl stress that having a vision and goals in a meaningful
semse goes well beyond having a mission-statement, and I will
explain this point by referring to the ways in which
missiom-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,

1 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
smpport for the vision, 4. translating the vision into meaningful
educational terms (goals and structures), and 5, actual
impliemmeny@tion under real-world conditions =——all of these, 1
B, are difficult to accomplish, They take thought, commitment,
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 ] will not yet have distinguished between communal
and imstitutional 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 Geals Project

itsellf (which is the next item).

IIT, What is the Goals Project?

A, Against the background of 1., I will identify the Geals
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Project as a CIJE initiative designed to create a climate in
Lead Communities (and eisewhere) that encourages and supports

3eFOUS attention 1o the development and actualization of visions
and goals.

B. CLARTFICATIONS The Goals Project is 1) not the Educated
Jew Project; 2) primarily concerned with visions and goals at
the level offinstitutions (and views communities as agencies of
stimulating appropriate involvement at institutional levels); 3)
concerned with substantive as distinct from instrumental geals.

C-E (below) go on toe describe the key elements in the Gaals
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
congerning the ways in which serious, sustained attention to
visien gnd goals can eontribute 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 Geals Project will launch and use its resources to
suppert & 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
standsrds that are necessary if the effort has a chance of
sweceeding,

1V. ON THE HORZON: HRET STHRS

A: LIBRARY OF MATERIALS: Efforis to develop a library of
materigls ere already beginning.

B. SUMMER SEMINAR IN ISRAEL.
The Summer Seminar is Tsrael is designed to edueate lay and

professional lesders in Lead Communlitles and In ather interested
communities coneerning the vital impoertance of visien and goals
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10 the development of effective educational institutions.

Participants will have the opportunity to wrestle with a
mumber off powerful but very difiesent visions of a meaningful
Jewish exigtence and to examine how a commitment to one of them
facilitates and guides educational docision-making at a variety
ofilevels,

END OF PART I -- PART 1l 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. HUILAC,IL

Date: Fri, 04 Mar 1994 10:26:00 400

Subjectt 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 2
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 thougiifiul,
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; ¢) an understanding of the
issues that need to be addressed in trying to translate a vision
into goals and goals into curriculum and educational siructures
{under real world conditions); d) an understanding of the
critical importance of generating broad-based support for a
proposed vision; ¢) 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 foreseem: 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 warthy institutions, Lead Community institutions
will have priority; 6. that it is up to the Jay and professional
leadership of the community (especially participants in the
Israel Seminar) to gencrate a clientele for next year’s seminars.
If there is not interest, there will be no seminars,

V, QUESTIONS/REACTIONS, ETC.
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I just ooked at my watch and realize that I have te go. I must
apologize for not having a chance to review this document for
spelling of content. But im the interests of getting feedback, I
thought iit best to send it on. There are certain points, I

sealize, that need to be clarified (even if the general substance
seems ok): for example, who from within Lead commuanities shouid

e encoutaged to come to Jerusalem, given that the seminars will
be helid im local communities next year?

T'm assuming we'll be in touch Thursday 7 a.m., my time in my
office. Iffthere's anything I should be thinking about before
then, let me know. All the best.

13
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FAX TRANSMISSION:

TO: MR ALAN HOFFMANN

¢/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 of 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 of the goals
project at Atlanta (which we just received today).

We are presently arranging a phone call with Danny Pekarsky for tommorow (probalbly
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 conversatioms.
You will be able to reach us through fax, bitnet, or phone.

Sincerely,

Danny Marom



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 6f a
coalition of vision-driven institutions from lead and ethew
communitiess..

2. The role of the CIJE is to be a catalyst, not te de hands
on work in institutioms.

3. Concern for 1lack of knowledge in this area and peel of
able resource people calls for a gradual development of this
coalitiom..

4. The plan forthhdisggzddahblddestdppmentiis as followss:

a) development ofof a 4 ibtlaryrywfometieariiallss demonstrating tihe
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 educatiaom,
should empower paparitiigigretns toto beepiim tiwo get involved with
visien in their commumitiitges,widillleam wiittth aanoonaoemsent off
coalitiomn.

e) eije sponsored set of seminars concerning vision and
geals in Lead Communities and beyondi: this is not yet the
cealitiemn; rather, these will be clones of the 1Israel
semina¥, but with the goal of getting people to start up
geals processes in their communities/institutions and to be
part ef the coalitiem; though preference will be given to
Lead Communities, no standards will have to be met in order
to get into these seminars.

a) the development of the coeoalition of vision driven
institutioms: fer 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 preferemce,
but if the lay and pro leadership ((especially participants of
the Israel Seminar)) do not generate a clientele for next
year's semimars, they will not take place.

5. The above will be presented together with a larger
discussion of vision in education in Atlamta.

6. The focus will be on working with lay and pro leadership
in the communities. The training institutions will net be
dealt with at this stage of the project..
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B. ISSUES:

1) Regarding of notien of CIJE catalyst versus hands-am: By
what standards will thee successs off thee fSatalys)7dee jiuddged
(keeping in mind that thissigsemaetliyy whhat _the .Moriitooriimy,
Evaluation & Feedback team will be looking at)?

2) Brgprding the tradnimg iastitutbiions: Shouldm"t — tite
training imstitutions be 1invited to the summer seminar so
that the guestion of their input into the goals project can
be left ovpen and imnvestigated further down the line?

3) Pagardiing the keoowhow of workimg — wihtth — goeells iin
communities and institutions: this will be a Mandel Institute
research assignmemt,.

4) Regarding the pool of able resource-people to work with
institutions in the Coalition: Doesn't this iGoalieiorn: Doesn't
separate recruitment aadd tradtvitgy edfoett ffom thee steantt??

What will happen if the Coalition gets off of the groumnd amnd

these people are not vet trained and ready to go?

5) Regerding the post—lTsreeel pre—-Coalliticon semimesrss: thiis

conception is not totally clear:

- are these seminars set 1in various local communities or
central events?

are they to be oiwvesn iln aan crmgyalny serdies cr e ssme
seminar for different communities?

- what is the difference between the intensive week-long
seminar and those spread cut throught the year?

6) I1Es tthexe enrough ittt Hee irtoo tihe dleredlogpment oof
goals on the community level as part of the Lead Communities
planning efforts?

7) Hiow wilillll ywou resgront im Mtllamte iff tihe Heendl Commumniities
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?

/e M ad>1.i ?
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1 Preparation points towards the Goals Seminar
F* Hed July 10-14, 1994
Uoilf W A ijw*] “uo - mA swry
A”Mishlenot Shaananim, Beit Meisdorf; (accommodations, mtg place, meals)

IfJA'dteouJ 1- Go and see the r00ms (do we want flowers and fruits in the rooms?), Check airconditiom

*¢! 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.

'¢Pgoo? 5. Think about the possibility of having small group mtgsin guests living rooms.
6. Prepare menus for meals (take Tisha Beav into consideration).Which meal will be
P provided during the day? VAwl>yol
J1. Which caterer? (Nomi or Mishkenot's services - go and sample), """ ( A ,
-QA'I&S0/™'0Q. What about the idea of Beit Meirsdorf for meetings? Check aircondition. r
' LefikrIXBtt) a. How many rooms do we want to occupy? 7 W
(0 erJU

b. How often do we want to meet there?
c. How do we deal with the meals that are available at Meisdorfs private dining

room. /
9. Mtg at Hovevei - do we want to have one or twa-qitgs there, maybe something informal

hnArrtt ) o
depending on number of participants

S b
B. Participant:

1. Send informational
Costs and availability of rooms at Miskenot.

Cjsttuno b. Deadline date of enrollment.

7 —« IYc. Description of content of seminar. — - Y)<m r

V2 s*-_u " d. Weans of transportation to and from aimport. e lit<sQOW> "
e. Contact person in Israel with phone, fax etc info. STIA*W/tw *of

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:
i a. His role in the community.
CttvOKo b. Details about dates of arrival and departure
i v n” *'/?  ce Required accommodations before and after seminar

d. Special requirements.
10 6mUpon 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?

AR flw ¢fc-jn i

———————— \ R 0 oLo
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C. Transportatiom

li. To and from airport? Nesher?
2. In Jerusalem?

D. Content and materials

li. 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 treztment?

4. What will be the day to day schedule? From hour to hour.

3. Decide iff at all when 1o 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 stafif working schedule.

4. Do we want to organize something special like a special dinner or ceremomy?
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. Ate we recording the seminar,



From: "Dan Pekarsky"

Reply-To: PEKARSKY

To: MANDEL

Date: Mon, 18 Apr 1994 11:41:00 -600
Subject: Re: Seminar -Reply

It was good talking with you today, Danny; but [ am concemned
that you haven't received my last email communications. Please
let me know a.s.a.p. ifthis 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" of thinking through the program conceptiom; rather,

it was suggested as a way of responding to expressions of concern
on the part of 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 obwviate 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.

DP



Dear Danmy::

1. Let me clarify as to the comment on the sweat faster en
the schedule. It was not Seymourls commemt, but my ewn, made
in response to what I thought was a different explanatien 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 Hirscheorm, 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 intreduction
to your presentation that the goals project is going to be
carefully connected to evaluatiom, 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 guidamce..

3. I have included my own document which ocutlines what I
see as the educational challenge of the summer seminar ((it
includes comments made by Shmuel as well). I hope you find it
usefwl.

4. Any other comments will come through fax or e-mail.

Leltitra'ot,,

Danny “arom

((fex the sake of efficiemcy, 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.™))



Dear Danny:

The follewing is a summary of what I would see as some
of the educational c¢hallenges 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 vyour 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 EDUCATTON: The
goals project in general, and the Israel summer seminar in
particular mark a significant move towards the content or
substance of educatiom. 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 directiom, 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.

Iin this sense, the goal project's move to content is a
very imtimate and delicate one. It calls into gquestion not
enly 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. TAmbiguous goals," he explains, ™function as an
effective conflict-management device by encompassing and
subsuming the private goals of individual participants within
the vague pronouncemenmts, 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 rescurces, train staff, design programe, ete.,
will necessarily lead to an inquiry into the gquestion of
iwhat is a meaningful Jewish existence?"

I think that one of the educational challenges 6f the
summer seminar is to facilitate a smooth meve inte the unigue
issues of educational content. That is not to say that every
participant needs to come out with his/her own conceptien of
the educated Jew. Far from it. It seems to me that one ef the



geals of the goals project seminar should be only te intiate
the participants imte the discussion of contemt, to get them
wnderstand what 1is at stake in terms of their own personal,
imgtitutional and communal commitments to the aims of Jewish
educatiomn.

I am reminded here of a wonderful moment in a master
class given by Isaac Stern to a young violinist in Chima.. 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 imstrument 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 becams, as you say,
"zmimated" by the his own understanding of the music. The
transformation occured Jjust when his unemotional face
cracked into a bittersweet anguish at a specific point in the
playving.

What will be the eguivalent here? The seminar will have
succeeded,, in my opiniom,, 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 mneed help in order to address content
issues, that they need the imput of the community's finest
minds, its central imstitutions (denominations)),, and its more
sensitive and professional educators.

If all they come out with is the addition of phrases such
as "vision-drivenness" and "imstitutional mobilization around
goals" to their already technocratic social-planning and
business linge, 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
im 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
educatiom.

fsmv€ it  funny Danny that this is the kind ef
opportunity which dreve us all into Jewish education and new
that it is at our doorstep, we find ourselves so0 inveolved in
another mode of discourse? I feel that it was a necessary
diversiemn, because it is important te fermulate the
imvitation to deal with content in professional terms which
can capture the attention and trust of the commumity.
However, the point remains. This seminar prevides an
ultimate Jewish educational opportunity and challienge in that
it finally enables us to get the community invelved in the
guestiens whieh have been bugging us for a 1leng time.



. & am assuming Ehat we have three kind of resources for
this ®ask. First, we have the educated Jew project - its
stery, ratienale, library of materials, staff and of courss,
1ts sehelars. Seeend, we have Seymour Fox - who perhaps more
than any one else will be capable of helping the participamts
Reve from the language of community leadership and planmimg
te the lamguage of educatiem.  And third, of course, we bhave
the educateors and planners on the CIJE and MI staff (Alam,
Gail, Barry, yourself, Shmuel, Annette,, and myself)) who
provide a wealth of personal experience on many differemt
levels as a testimony to the intimate link betweem comtemt
and practice.

These resources are up against a serious set of
constraints. As I mentionhed above, issues of educatiomal
content raise the temparature of any discussion on Jewish
existemre, so we have to be careful about how we get the
participants into the discussion in a fresh way, withowt:
letting it become politicized or banalized.. How do we
igmite +this imguiry in an honest and inspiring way? Its a
difficult pedagogical questiom.

Furthermore, we are asking the participants to, in a
short time, open their minds to a new language, which they
will not learm to speak well gquickly. As I told you om the

phone, my own experience in teaching the educated Jew
materials to educators at the Jerusalem Fellows and the
School ffor 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 imternalized and clear. How do we get our audience to
lower thelr defences and to bear the weight of the goals
issue on their shoulders in four days? After many years of
being  cemfertable in their own languages, both professiomall
and Jewish, this is not going to be easy.

2, THE COLLABORATIVE EFFORT: The summer seminar provides a
diffieult challenge to those of us pityful academics who wamt
te preve to ourselves that when it comes to our ideas about
the werld, we really de mean what we say. Here we have lay
Leaders, federatien planners, scholars and educators enterimg
inte the arena of educatien 1in order te hammer out sone
common understandings about what and how things sheuld bke
dene. If ever there was a context which demonstrates
Schwab'e e€laime about the multifaceted and complex mature of
the educatienal undertaking, abeut its werking on 5o Mmamny
levels at the same time, here it is. And yet, researech has
shewn that educatien is plagued by apn ineapaeity o develep
successful eellabsrative relationsghips.

T af sure that we de net assuke that we have Ehe magic
wand Wwhieh will autematieally grank us sueeess in an area
where many others have failed.  What kind of unigque medes eof
exchange will facilitate true diseeurse in this seRimraAR? HeW
will we t¥ain eurselves te implement these medes of exechange?



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 te suggest that we de Ret
necessarily assume that the best way is te break up inte
groups. It is true that this is a cemfertable mede ef
discourse and it lends itself to the establishwment ef trusik.
However,, do such group discussions provide the kind ef
experience which remains in one's mind and evern transfefrm
something in one's perspective? As Seymour has peinted eut te
me a number of times, a discussion between twe ¥ three
people in front of a whole plenum can be equally if Aet mere
effective.

Another problem which emerges from the collaberative
nature of this undertaking is that of wounded eges. It is, I
think, a problem in all forms of adult educatiem, 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 te respect its Jewish
educators most of all, so we don't have te worry abeut our
own dignity and self respect ((!?). However, how do we get
everybedy else to understand that they are all equally
important and interdependant in this process of determining
and implementing educational contentt.

Here we are, the CIJE has turned to community Ilay
leaders te mandate educational change, to the federation
peeple te plan and oversee it, and to educators to implement
it, and vyet this ean turn into quite a Polish Jewish family
drama with everybody busying themselves with what's behind
everbedy else's underwear. Without getting into too much
detail, the CIJE's experience seems to expose Jjust how
cemplex the relatiens between all these sectors can be (we
knew frem 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 thirdnk thadtat every participant
needs to be treated 1like 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 undigsstmndiimpg of a given number
of participants. Second,, II tHink tHet 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 te say that we
are all involved in some kind of happening here = not a
regular conference with all its coffee and cake and eoeektail
party ambiamce, but a unique event,, an interesting
opportumnity. We have to consider what are the minimal
conditions for this kind of atmosphere (eg. ne "skipping
class" allowed — flull pertticipstion at all mwmeetimgs,
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 teeo
mueh 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 amy,
case, I think that this shows how <closely 1linked 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 ycur discussions on
the summer seminar, the duality between content and
administration gets broken dowm..

3. THE ISRAEL ELEMENT: Israel 1is 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. T imagime tHedt come godint iks tiledt tine
seminar is seeking out the lmsst avaiilldble mesonaess oron  tie
imternational 1level 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 mountaim™ effecit.. That
is, the participants come tw Jemsalem, hawveve aan inteterse
guickee experience, andl g Heack ddirgy tthinggs eewadily tine
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. 1In additiom, this is why I suggested that the
seminar dees turn at some point to the gquestion of realities
in Lead or other communities in relatienship to goals
development precesses. We have to consider what success
woeuld mean fer each and every partieipamt, what we would want
them te dle when they go home, and then plan accordimgly..

Second, I ¢€hink that 1Israeli education may indeed
previde a viearieus example of the issues, dangers and
pessibilities invelved in determining goals for  Jewish
education. I am net sure that we sheuld risk a trip to any
particular imstitution and say "here, this is a visioen driven
institution."® Rather, I think it weuld be useful te examimne
aspects of 1Israeli education whieh relate to the problems
which we will be disecussing.

The peint here, irenically, weuld be to shew hew
difficult the problem of visien is in Jewish eduecatien in Ehe
Israeli as well as in the diaspera setting. Let us epable
the participante teo take out their frustrations agaipst
realities which censtrain develeping geals  fer ewish
education in relatien te a centext other than their own. Let
them feel that if ¢€hey deal with this issue iR their eum



settings, they will be taking leadership in the Jewish we¥ld.
Who better than committed American Jews should deal with &he
question of goals for Jewish education in a seeiety whieh
offers democratic rights and religious freedem?!!

Correct me if I am wreng, but it appears te me that mest
of the participants will have been in Israel befeore. I say
this in order to rule out the need te include a third element
here, which 1is siteseeing and general Israel mengerimng.
Mishkenot Shaananim is one of the most beautiful places in
Jerusalem and it provides enough inspiratien en this level. I
do not think we need to worry ourselves about extracurrieular
activities. Rather, we should create a board room atmesphere
which leaves no time for anything but business..

Nevertheless,, I would still suggest two exceptioms.
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
infoermation 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 ((Meltem,,
Melitz, etc.).

Of course, all of this is my opinion and I would love to
be shet dewmn. 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-promged effort to encourage
Jewish educating imstitutions to become substantially more visiom—
driven than most typically are. To describe a Jewish educating
imstitution as vision-driven is to say that it is animated by a
vision or conception of the kind of Jewish humam beimg “ft is trying
to cultivate. The Goals Project will encourage visien-drivenness
through efforts to foster an appreciatiom amomng relevamt
constituencies of the importance of being vision-drivem and througin
strategies designed to encourage educating institutiome to warkx
towards thee artilculattion of t#hebr wdberdlpiitgy wiisdiosss andd teo
identiffyy antl actumillibee thee ecthettioordl implicedtiboss off thlesse

visionss,.
RATIONALE

To make good! educaticnal semse, an institutiom's decisiors
concermiingy whedt <surpiewdmn”~gumlls too purssee, ass wedll ass hieww teo
interpret and prioritize them, need to be anchored im, and

,~6U*jg6é«IThat jis, its efforts need to be guided by a compellimg anpswer to

sthe- foilowimggueatior”: what kind of 2 Jewish person) featuring

‘y*“what comstellllsttiiono? beliefs, attitudes, skills, commitmamits, and

dispositioms, should we be cultivatimg? An adequate guidimg visiem
deoes not offer @ laundry-list of such characteristics but exhibits
how they fit together to ceompose a picture of a meanimgful form of
Jewish existence, Absent such a visiom, not only are basic
decisions €oncerning geals hard to reasormably makey, 89
teo are deeisions concerning other important mattenrsy, includimg the
organizatien ef the physical and social envirormsnit, apprepriate
ferms ef pedagogy, &and the skills desirable in educators
sdditiom, the absence of a vision of the kind of humam beirgs'"t
heping te cultivate deprivea an educatiomal institutiem of an
impertant basis feor evaluating the success of its efferts.

The guiding principle of the Geals Project is that if Jewish
educating imstitutions can beceme significantly mere visiomn-drivem
than they typically are, the gquality of Jewish edueation inm the
United States will be substantially ephamesedi. ®his pripeiphe ean
be defended on theeretieal grounds, but At SRly SR sueh .
There fis alse ggipirically grounded Literatiirg £rem
education that identifies the presence of 3 substartive guiding
visien as imdispensable to an adueating inRstitutien’'s &y :

V— ~>6V/05wuT

The centemtijon\"]lat visigp ig indispensable is, of coursk, Rot
intended te suggest ths desirability ef any 2@%%1&9&%% Vislidh, 1t
28 imtended te suggest that it is impertant for egach educakin
imstitutien to identify er refine the visien apprepriate &9 it ay
te leek for ways te embedy, AF tp Better emRRRX,, tRIS VYISiom iR 1S

w7

juedibied abyxoharenterdsionisfowhaft vWhatgitridingritincackd eachieve.
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Ber Abby's request for a description of the goals projecit:

Here ie some copy for your Brochure, Ablyy. In additiom to clearimg
this With Mandel Institute folks, I think it would be goed if yew

could alse fax a copy of this to Alam, Barry, and Gail for theirx
final approval =-- or even read it to them over the phons:,

Soxry about the confusion re: this little pieoe. I interpreted
Alam’''s reguest for a short piece to be intended for a differemt
purpose and wasn’t thinking in terms of short paragraph to go inte
a brochure. If you think this piece needs stylistic or otherwise
revisions, let me know. Feel free to call me at home uwp til
midnight my time or early in the mormimg. 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 beginnimg with the
sentence 1The seminar is designed...?

The Bummer Seminar on Goals brings to Israsl lay and
professional leaders in Jewish educatiem, primarily but neot
exclusively from Lead Communities, for a period of intensive atudy
and planning. It is one of several activitiea orgamized by CUFE to
foster & climate and initiatives that will encouraga Jewish
sefiucating institutions to become visiom-drivam. Te describa a
Jewish educating institution aas vision-driven is to say that it is
snimated by a vision or conception of the kind of Jewish humam
being it is trying to cultivata., 1t haa an answer to the questiom,
vijhat kind of Jewish persom, featuring what conatellatiom of
beiigfa, attitudes, commitmeata, and skilla are wa trying to
csultivata?', and it has found meaningful ways of embodyimg thiw
g#nsver in the institution’s daily life. The seminar is desigmed te
£66t6r 2R appreciation for the important role that visiem sheouldl,
buEé tee eften does not, play in Jewish educatiom amd te thimk
threugh varieus issuel that nmuat be addressed if Jewish educating
institutions are to become more vision-drivem. Topice includw: what
yisigns are and how they give ccherence and directiom to tha
édication) the echallenga, at the local level, of arriviag at a
visien that jis shared, cempellimg, and sencrete enough te guide
practice; the process of devising educatienal arrangementa that are
infermed by & designated viaiom; strategies for engaging 1leecal
esucating imstitutions in the effort te beceme visiom-diriivam, The
seinar will ipelude a variety of activitien, ineluding fiald trips
te lesal visien-driven imstitutions. The seminar is desighed with
the expectation that en their return te their lecal ceommumitiiam,
gﬁtieipanta will eeliaberate with GIJE in ita afforta to enceurads

6al ipitiativea in this impertant aren.

PRCE
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everyday workimgs. 1t ie this effort that the Goalsm Project hopes
to encourage.

The development of a substantive vision that is compellimg to
the relevant stakeholders and whose educatiomal implicatioms hawe
been worDked out in a meaningful way is a labor-intensive,
imtellectually and Jewishly demanding actiwvity. It requires carefwl
thinking, educational expertise of varied kimds, ingemwiity, aoul-
searching, and study. And because it is likely that participamts im
this process will bring with them diverse and sometimes comflictimg
convictions, some serious deliberation and negotiatiom will need teo
go on among them. Not only is the work hard,, it mpust be
mcknowledged that there are no guarantees of sucosss. But it must
also be stressed that the potential rewards for the participamts im
the process, both as individuals and as representatives of their
limstitutioms, can be very significamt..

THE GOALS PROJECT’S AGENDA

The Goals Project will be spearheading a number of efforts to
encourage vision-drivenness in Jewish educatiom.

A 1li ry of e ationa . The Goals Project has
begun a process of gathering materials, both theoretical and
practical, that speak to the importance of visiom amd its
Felationship to eduecational goals and practiice:,, as well as to the
process of becoming visiom-driwem. This library of materials will
be made available to communities and educating institutioms that
#Fe imterested in fostering vision=drivemresss.

A summer Seminar in Jerusallem. The Summer Semimar will brimg
te Israel 1lay and profeessional leaders in Jewish education,
primarily but net exelusively from Lead Commumities, for am
intensive peried of study and plamming).. The seminar isg desigred to
foster in participants an appreciatiom for the critical role that
¥isien plays in Jewish education and te thimk through various
issuyes that must be addressed if Jewish educating institutiionss, in
general and in their lecal communities, are te become meore visiom-
driven than they typically are. The eseminayr is desigred with the
expestation that on their return from the semiran, participamiy
will collaberate with CIJE in its effertsz te enceurage work in Ehig
aFena in their heme-communitiess.,

The summer seminar will inelude the follewing elemmmiss:

1. Oppeortunities te develep an upderstanrdipg of the vAyy im
whieh having & vision ean eontribute te the design ard
effectiveness of an eduecating institutiom, as well as 3 ehares
look at empirical studies that suggest the pewer of visicm.

2. A chance to read artieles by and te meet With sgmerr

ex¥septienally theughtful {ndividuals whe have 1oRg perdersd the
questien of what is an educated Jew, of what Jewish educatiop

iPn B8 255 z2TvEE PRGE
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should be educating towards. Encountering and wrestlimg with the
visions propeunded by these individuals is designed mot omly to
clarify for participants what it meams to have a visiom of a

meaningful Jewish existence, but alsc to encourage them to develep
or refine their own visioms.

3. A chance to think through the educatiomal implicatioms of
one or more of the visions encountered in the seminmr: what
implications does a given vision have for the determimatiom amd
imtterpretation of educational priorities, as well as for such
matters as the design of the educationmal settimy, the traimimg of
educators, and so forth? The road from visiom to educatiom desigm
is by no means an easy one, and the semimar will try to illumimate
the kinds of knowledge that are necessary to make this jourraw, as

well as significant challenges that need to be addressed aleng the
way.

4. A chance to visit,/ via litemmture/wia film, and/or via
direct encounter, educating institutioms that are vision-driwem amd
to see the way the vision functions/ to givem coheremce and
direction to their efforts.

5. A chance to wrestle with the difficult questiom: What kimds
of techniques, processes and activities show promise of leadimg the
relevant stakeholders in an educating institutiom to the
develepment of a vieion thimt wWwiilll Ye compelling, sthered, =nd
soncrete enough to offer practical educaticomal guidamce?

. A chanoe to develop concrete, practical estrategies for
stimulating losal educating instituticns in the comimg year teo
bessme engaged in the process of becomimg more visiom-dpivam,

gea ars ad Communpiities (fondl theyond?. CIJE will
sponser & series of seminars in each Lead Community next year for
the representatives of Ilocall edussting iwmsttituibboss. To

partieipate apn institution will need to agree to come to all of the
sessiens snd to have in attendance the key atakeholders from its
prefessienal and educational leadership.. The seminars are desigmed
te encourage leeal edueating institutiens te begim the preocesy of
beceming, oF beeceming more, vision=drivem. Tt is €he
Fesponsibility ef the ecemmunity’s lay and prefesgiomall leadership
to develep the elientele fer these semirars:.

EONELUBING COMMENTS

CIFE does not believe that becoming visien-drives is easy er
that it is suffieient to remedy the ills eof Jewish educating
institutioms. But it is eenvineed that it ig indispersalie 2
suecess, and it welcomes yeur partieipatiem in &he effort 9
enceurage mere careful attentien &8 ‘tha visicn thingh amnery
educating institutiens in Lead ESemmuRities aR4 slseubksss,

iBbr B@8 25% 27EE PEGE
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From: N HeAdohrekiky (FPEEEBENY )
To: Meayrom
Date: Rribdyy, Appvill 155, 1954 2:5919%2:59pm

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 reactimg to the
suggestions I've made. I look forward to hearimg from yow.

Regards to all.

D.pt‘
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GOALS PROJECT SBUMMER SEMIMAR, JULY 10-14, 1994
INTRODUCTION

CIJE'a 6oal Project is an sffort to encourage Jewish educatimg
institutions to become much mora vision-driven tham most are today.
To desaribs a Javish educating institution as vision-drivem 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 guestiom, "what kind of a Jewish persom, featuring what
constellation of beliefs, attitudes, commitments and skills are wa
trying to cultivate?”, and it has found meanimgful ways of
embodying this answer in the institution’s daily life. The Goals
Projeot grows out of the conviction that the effectivemess of
Jewish education in America will be substantially enhanced if its
constituent institutions can become more visiom-driwan.

The CIUE Summer Seminayr is one of several activities erganised
by CIJE to foster a climate and initiatives that will encourags
visicn-drivenness among Jewish educating institutiams. The seninar
brings to Israel lay and professiomal leaders in Jawisk educatiwmnm,
primarily but not exclusively from Lead communities, for a period
of study and planning. The seminar is designed to foster am
sppreciation for the oritical role that vision plays in Jewish
education and to think through various issues that must bae
addressed if Jewish educating institutions are to become wmore
vision=driven than they typically are. The seninar is designed with
the expectation that on their returm to their local commumitiies,
partieipanta will collaborate with CIJE in its efforts to encourage
lecal initiatives in this important area.

TENTATIVE SCHEDULE OF EVENTS
DAY 19

9:00-11:00 intreduction to the seminar

Led by Alan Heffmawm, Seymour Fex, Damiel Pekarsky
Coffee~break

11:16-12:15 Vision, Goals, and Educatieons The Theory behind the
Goals Project

Presentatiom: Daniel Pekaraky

i2-1 Lunch
i-E Field Trip to a Vision=-Driven Inatiputieom!: Gusal
Etnien

Convarsation with Ha=Rav Lichtenatein
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Analysis of field=trip experienss.
RebUERn e Jeruesalem by ¢ pm.
DAY 2!
8230 - 9 Coffes
P - P45 Text Btudy
[Bote: Each day, beginning on Day 2, 45 mimutes will be
devoted to study of a classical Jewish text, Rahbimic or
otherwise, that illuminates the subject of wisiom amd
education. These sessions will be guided by a gifted
teacher - Who? Jonny Cohem, Mike Rosenak? Who?....]]
P:;:.45-noon Professor Greenberg’s Vision of an Educated Jew
Guest: Professor Moshe Greenberg
Hoon- 1 pm TR
1 - 2:30 pm From Vision to Educational Desigm: What would it meam
to tranalate Greenberg's ideas into educatizwal
terms?

emall Group Actiwity, with help of Marwm, Wyguda,
Holtz, and Dorph

2:45 - & Biranriingy Missmmussiingy Rmoihaotiis off mdll Goapp Zdtinityy
vith Professor Greenberg

4 - £:30 cofCebfaedakeak

é:36 = 6:00 From Vision teo Education Desigm - Thecratical
Gensiderations

Daniel Pekarsky
DINNER BREAK
# -1D0 Fanel Discuaaion - 3 Educators Interpret the educatiomal

implications of Professeor Greenberg's ideasn,
and Greenberg reaponds.

PAY 3
8:30 = & CoffaeeCoffee
9 = 9idE TBEt sEtugy

456 =11:306 From Visien te Praetica!; the Ramah Experieics
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Beymour Fex
11130 - 12130 TTIREIK

1230 = €130 pm Hilaldhnip teo sa wiadionrdtrimem seenimr—Zlicmiist

edueating institution
DAY 4

8:30 - ® Crfttee

P -~ Prd5 Text 8Study

®:45 — MNoon dn Mevedbeiibng 22 Shared Wihibon Ubtinidéer Méssyy
Conditioms: Perspectives on a Problem

Participamts: Isa Arom, Seymour Fox, Barry Holt=x,
Daniel Pekarsky

Noon - 1 pm ILIROEH

1 -3 pm Towards the Development of A Bhared Visiom
S8mall work-groups

COFFEE BREAK

3:30 - 5 Discussion

DINNER BREAK

7:¢30 - 9:30 BSPECIAL EVENING PROGRAM [[A very special speakar, to be
determined, addressing a theme pertiment to our semiganr]]

DAY 5

$:30 - & COFFEE

P 9:9545 Text Study

P:45 = noon Where do we go from here? What to do back homa?
Hoffmamm, Dorph, Holts, Pekarsky

Noen = 1 Lunch

Afternoon session Loese Ends and Evaluatien of Semimay
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Ber ABBYy'8 request for a description of the goals projecit:

Here is SQme cepy %er your Brechure, Abby. In additiom te clearimg
this with Mandel Institute folks, I think it would be good if yow
Couid alse Fax 4 cepy ©f this te Alam, Barry, and Gail for their
Final appreval =- or even read it to them over the phoms.

Dovsy abowhs ahe senfusisn was ehie limala pleaca, T in‘hnrprnbud

hAlan‘s reguest for a short piece to be intended for a differemt
pPurpese and wasn't thiRkiRg in terms of short paragraph te go into
@a brechure. IE you think this piece needs stylistic or otherwise
revicisns, let me knew. TFeel free to call me at home wp til
midnight my time or early in the mormimg. I’m up at 5:30 am (my
kime) amnd leave the house usually by 6:1@). By the way, perhaps
it would be good to have a new paragraph beginnimg with the
sentence "The zeminar is desigresd...¥

Th«* Summer Seminar on Goala brings to Israel lay amd
professional leaders in Jewish educatiom, primarily ot neot
exclusively from Lead Communities, for a period of intensiwe atudy
and planning. It is one of meveral activities organized Iy CIJE to
foster a oclimate and initiatives that will encourages Jewish
educating institutions to become vision-driwam. To describs a
Jewish educating fimstitution as vision-driven is to say that it is
animated by & vision or conception of the kimd of Jewish human
being! it lis trying to cultivate. It has an answer to the qumstieon,
#» ,"What ~“Hw& of Jewish persom, featuring wvwhat constellatiom of
bel ief*tf; attitudes, commitmemts, and skills are we tryimg to
cultivate?", and it haa found meaningful ways of embodyimg this
ensver in the imstitution’sa daily life. The saminar is desigmad to
ffoster sn apprecilation for the important role that visiom shoulll,
but teoo often does not, play in Jewish educatiom and to thimk
threugh various issues that must be addressed if Jewish educating
fimstitutiona sre to become more visiom-driwem. Topics inclulm:; what
visiens are and how they give cocherence and directiem te the

. the c¢ballenga, at the local level, of arriwing at a
vision that is sbared, compellimg, and concrete encugh te guide
practieg/ the precess ef devising educaticnal arrangements that are
imformell by & designated vision; strategies for engagimg local

ing imstitutiona in the effort to become visiem-drijvam. The
sdgjier will include & variety of activities, including-f£4eAd tripa
to/local vision-driven institutioms. The seminar is desigmed with
the expectation that on their return teo their loecal commumiittiaes,
pertisipanta will ssiiaborate with CIUR in ita efferts to encowrada
Neosal tmitiatives in this important area.
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SUBJEET: TOWARDS AN AGENDA FOR THELEGAI.S PROJECT

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

I. INTRODUCTION

The Goals Project is a multl-pronged
wisien-drivenness” in Jewish educa
educating instictution as visiom~driiwe

kffort to catalyze what might be called
al institutioms. To refer to an

is to say that its work is guided and
energized by a substantive vislon of fhat it wants to achieve, of the kimds of
human beings it is trying to cultiwsitf, To speak of a Jewish educational
ingtitution as vision-driven is to saf of it that it is animated by a wision

imstitutions concerning the importmmcy® of vision-drivemmess and through

various strategies desigmed to facil[ifeatte and encourage both serious
reflection on underlying visions and pqually serious efforts to identify and
actualize the educational implicattiinmg of the answers arrived at through such
reflectiom.

mort summarize ideas developed in the
: in Nerth America and an intensive set
v Jerusalem held in Jammary,, 1994..

Many of the ideas expressed in this
course of discussions among CIJE stz
of meetings at the Mandel Institute

Rationale. Along with "Best Practicefs™ and "Monitoring and Evaluation®, the
Goals Project has been associated wityi the CIJE eenceptien and agenda frem the
very beginning. The reasons for this| are simple but compellimg.

The Goals Project is predicated on tHe idea that much of what passes for
Jewish education today is lacking in jany sense of directiom, much less a
compelling sense of directiom. That fis, the enterprise is mot informed by
coherent sense of what it is that omd] wants te achieve. This undermines
efforts at education in a variety of fsligmificant ways. Absent a elear sense
of what it is one wants to achieve 1@ Jewish education, there ean be ne
thoughtful basis for deciding such bgelic maktters ag the erganization of the
educational environmemt, the principgd, focus of instructlon and the
appropriate kind ef pedagopy, the kil ef curricular materials that are
apprepriate, and the kinds of charac ﬁ@sfiéﬁ that are desirable in educatenss.
Nox, 1in the absence of a clear sense jif what ene hepes to achieve, is there a
reasonable basis for evaluating eur 4fforts at education and makimg
recommendations for reform. As I haye noted in another CIJE memerandun, the
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upshot of this is that the de facto crfteria of success in Jewish education
beecome the followimg: Do the students @ontinue coming? Are they
neR-disruptive? Do they seem engaged? PJThough these are, of course, vital
matters that educatores need to attend o, they do not establish a sufficienft
bagis for determining educational pra

To put the matter positively, the Coalll
necessary condition of success in Jewikh education is the development of a
tlear and coherent vision of what it i& that one hopes to accomplish. "What it
is that one hopes to accomplish” can i#j interpreted in more than one way. It
could, for example, refer to the kind #f educational envirommemt, peopled by
what kinds of educators and featuring $hat kinds of activitides, one would like
to bring imto beimg. This is, of couwr%e, important and part of what the Goals
Project is imterested in. Notice, howgwver, that decisions concerning the kind
of educational environment one would Ufke to bring into being are themselves
dependent on answering a more fundamengsadl questiom: namely,, what kimds of
human beings, featuring what constellafiion of attitudes, understamdimgs,
commitments, and dispositioms, should i sh educational institutioms be
trying to nurture? What is one's vis¥#gn of a meaningful Jewish existemce? If
Jewish educators and those that employ] them are to take us significantly
beyond where we now are, they need to Ise guided by thoughtful answers to such
guestions., This conclusion seems to us sound not only on thecoretical groumds;;
there is also ample, empirically grow literature from general education
that identifies the existence of a sulfstantive guiding vision as a critical
ingredient of a thriving educational epvironmemt.

The contention that visloen is iﬂdiﬁpeqsable is, of course, mot intended te
suggest the desirability of any partiajillar visiom. It deoes, howewer, represemt
an endersement of the view that each gducating institution should be hard at
werk identifying the visioen appropriase for it, and then locking for ways to
better ewbedy this vision in the inst immls culture and educational
activities., It is this effort that tie Goals Project will try to encourage

and support..

Caveats., A fev caveats are in ordex:

1. Being able te articulate | guiding vision of a meamimgful
Jewish existenee and really being committed to that wision zre
twe very different things{ The power of a visien to influence
practice for the better pijobably depends substantially on genuine
commitment to the viasiom.

2, For a guiding vision to lly guide, it is importanmt that
frent-line educaters as will as lay and profesgiomal leaders come
te identify strongly withlit.

1ad

The read frem a compellifig visien ef a meanimgful Jewish
existence to the design implementation of apprepriate
ediucational arrangements §s long, cemplew, and under-determined.
In partieular, no unique pet of educatiomal arrangememits €an be
deduced frem any given vigion ef 2 meanimgful Jewizh exisktemee.
The mevement frem visien #8 a charaetevizakion of educatienal
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arrangements that offer prfmiise of realizing that wision pme-
suppeses a host of beliefslwnet contained in the origimal wistiom,
as Well as considersble imginaciom; and the movement from a
portrait of eptimal educatlemal arrangements to actwal practice in
the real world in which wellive is also anything but simple. [Time

pezmitﬁimgﬂ these points .a-@grning the relationship h@twe@m

documenit..]

Clarificatioms. The more clarity thels

is concerning the natmre and scope of
the Goals Project, the more likely it

i that we will proceed fruitfulily,.
hidip to ~ler@fy thi« enterprise.

1. The Goals Project is c¢lose
the Educated Jew Project,
research endeavor that Ling
visions of an edmcated

y linked to but is not identical with
The Educated Jew Project is a long-term

educationally speaking, tiw might imply. The ideas,, articless,
and perseonnel associated & the Educated Jew Project are
resources available to CIJE"s Goals Project,, but how they are used
and at what stage needs te be decided on a case-by-case basis.

It may, in some but not . instances, be a mistake is some
instances for the Goals Pijlmct to be the "Educated Jaw" materials
at the center of its effosts to stimulate serious thinking about
goals,.

2. Elsewhere I have drawn a #istinction between two importamr,,
inter-related but none ss differemt, kinds of goals:

substantive educational ggals (that derive from a wision of a
meaningful Jewish existende) and instrumental goals that a
community or an Institutign sets for itself.. Instrumental goals
identify desiderata that gre likely to contribute to success no
matter what one's substan@§ive vision might be (for example,,
inereasing te a given levgl the number of appropriately qualified
eduecatienal leaders or teschers in a school or cormmumity;
inereasing the number of dents in Jewish educatiomal settimgs
like seheels, summer campy, Israel programs,, etc.) It has
€lsewhere been neted thatjthe twe kinds of goals are mot as
independent 6f each etherjas the distinection might suggesit;, buir
that fs net my cencern hepe. The important question concerms
whether the Geals Pr@jectriheuld be looking at both kimds of goals
oF enly at the substanidiep educational goals. While reflectiom om
imstrumental geales will Jen in the Goals Preject, its primary
#wandate is teo stimulate ss in the area of substamtive
educatienal geals. {If t ils is true, we need to be giving mere
theught a8 a greup te thejarena in which instrumental goals ==
whieh are, I believe, invelusble - will be developed for
compunities and imstitut -]
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3, What is the appropriate
Project is comcerned with
ingeitutions, Jewish comm
interested not only in w
independently but also in
another's efforts to arti
visioms. While the Goals
three lLead Communities, i
them (@nd, im fact, as wi
go beyond them)..

II, SOME CONCRETE PROPOSALS

: e for the Geals Project? The Goals
ree majer levels: educatimg

ilttes, and the denomimmtions. It is

ing with each of these levels

couraging them to support one

late and actualize their educatiomal

oject has a special interest in the

i work 1s not necessarily limited to

be seen belew,. it may be fruitful te

There are many possible ways in which %ﬁmﬁ might try to encourage serious and
productive attention to guestions of wWision and goals, and it is am opem
gquestion precisely how much or what wej should be doimg. Relevant
considerations imclude the followimg:

a) What seem to be fruitful ways of encouraging productive work im
this area?
by What human and financial R¥sources will be required by these

different strategies, and fare they available to us?

) Whet is the appropriate ge-frame within which we should be
working?

Below 1 summarize & number of strateg@es that have been umder discussiom
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 e accepted
but that they will provide a springbo#id te serious deliberation concermimg
what the Goals Project should be doiiy; Ky hope is that by the end of the
February 10 meeting we will have srxriged at a preliminary decisiom concerming
a set of strategies that seem both fegsible and fruitful, as well as the
rudiments of a plan of actiom. The d?cision made might be te endorse ome or
more of the strategies discussed beloy, in the form presented or in a revised
form; or it might be to pursue an as~jfet unidentified route.,

A. Eneouraging visien-drivetsess via edueational effontrs.

Whatever CIJE aceomplish@g with the Geals Project will depend im
large part on whether thefrelevant groups, instivuriors,
communities, and indiwidills come te recogmize the important rele
of visilen-drivenness in efucatiem. The need ta nurkture such am
apprecfation poses a serilus eduecational challemnge for CUFE. How
this challenge s to be spdressed will vary with different
centexts;, but there are dprtain general things we ean be deing
vwhiceh may have & high pajfeff across thesge comtexts. Ip
particular, the Ceals Proffect should work syetematically e
develop & library eof mategprials that explain the impertance of and
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exenpiify vigion-drimamnﬂawh Such a resouree bank wowmld include

the fellowimg:

1. Theughtful, readily gmdeustandable diseussions of whar it
means to be gulded a visiem, ef the way visiondrivemmess
can contribute to thHpj develspment, implememtatiom, and
evaluation of educat 1 practiess, and of the accumulatimg
evidence from the weitld of general aducatiom that beimg
visien-driven pays educational dividends.

2, One pleture, the sajjlng goes, is worth a thousand womdls..
Examples of flouwdisliling educating institutioms that are
vision-driven will b invaluwable, particularly if
aceompanied by vivid] accounts of the ways in which the
vision informs what fgoes on in the institscion. Such
examples could come jfrem the world of Jewish education but
also from general edfkcatfiom. The Waldorf schoel that grows
out of the work of Htdolph Steiner has been pointed to as a
possibly interestingf example

3. Examples of instituMlons that have gone through a serious
goals-defining pro and hawe, through this process,
succeeded in tramsf@rming what they are doing in fruitfuwl
ways.. Examples miglg well be found in the work of the
Coalition of Esseritifil Scheols, as documented in their
jourmall, HORACE..

4, "The future as histagry.™ Following the lead of the Carmegie
Commission in A NATHEON PREPARED, CIJE would do well ro
commission one or mefre articles that vividly present
educating institutigms of the kind we -- or some segmemt of
*wel -~ might hope t@ see ten or twenty years down the road.
The challenge wouldifiSe 1) to make the institutiom(s) come
alive in an appealigyg way, and ii) to show how, down te its
very detalls, it re®lects a particular animating visiomn,
The suggestion that]fwore than ene such artiele be
comnissioned reflecfs our sense that we would want to see
pertraits reflecting more than one vision of a meanimgfoel
Jewish existerce.

5, The "Educated Jew™ pindiect is & potenmtially richresource,
particularly ae thejphlilesophical conceptiems that are its
starting-peint are Eranslated inte pertraits of educatiomal
Institutions that aglequately reflect that vigiem.

B, Strategies for working wﬁéﬂliﬁdividual educatiemal institutions

1, A Coalition of Visign-Driven Institutiems
This prepesal igs Eht a ecalition be established fey
edueating institw g that are serieusly interested in
going through a profiess of elarifying their upderlying
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vigion and goals, agfwell as in articulating and working
tewards the actuslizfitttion of the relevamnt educatiomal
implieations. In adfition to providing evidence of
seriousmess, partic¥sating institutioms would have to meet &
- in order to gqualify for admission and
ding. Member institutioms would be

and support their effomms..

While some institut#fehs from lead Communities might well be
interested in and q¥ilify for membership in the coalitiem,
the proposal does nef:assume that the coalition will be
limited to Lead Commffmities. On the comtrary, the hope is
that institutions i¥ other communities would want to enter
the process.

It is far from cleai] how many institutioms would be
interested in partistpating in the coalition or would
qualify. If the coalfition were to begin with omnly two or
three institutioms, fhis would by no meams be a disasten;
indeed, it might be Jdesirable. If, on the other hamd, a
host of institwtiemy were both interested and able to meet
the standards for egtry, this might create some
resource-problems fgr CITE. In partilcular, it might well
require CIJE to ideipriifiy appropriate individuals in Jewish
education from arovagd the country who could serwve as
consultants or resodmomes to the member-imstitutieoms as they
set about their worl Identifying who such people might he
and getting clearer jom their availability is some thing that
is probably worth g@uting started om.

If CIJE is to pursue
tasks lie on the im
to invite an articu
Essential Schools
from that cealition

this proposal,, a variety of importanit
fediate horizem. It might alseo be useful
hate representative of the Coalition of
b meet with us so that we canm benefit

s experience and insight..

Identify a single i#stitutiun, or perhaps one or two withim
each lead commuriinyf and werk intensively with each one om
issues of goals.

This prepesal is a sense more modest than the Cealitien
proposal (&., abovel. The intuitien that informs it is
that, particularly given pessibly scarce human reseurces
available to the pwppedt, we would be better off pouring
these resources intensively into one or a few settings tham
to risk squanderingl them by trying te address the needs ef
too many institwtidms. It {s conceivable that by investing
a whole lot of thought and energy into one institution, we
are likely to have greater sueccess than if we try te werk




to remain in good @é%n@w@, Member institutioms would be
offered a variety of CIJE-resourcas designed to facilitare
and support their efforts..

While some institutjpcms from Lead Communities might well be
interested in and g#falify for membership in the coalitiem,
the proposal does assume that the coalition will be
limited to Lead Co ities. On the contrary, the hope is
that institutions iy other communities would want to enter
the process.,

Ic is far from d :how many institutioms would be
interested in partifipatimy im the coslition or wewld]
qualify. If the coallition were to begin with only two or
three institutioms,]this would by no meams be a disaster;
indeed,, it might beldesirable. If, on the other hamd,, a
host of institutfeng were both interested and able to meet
the standards for » this might create some
resource-problems fgr CIJE. In particular, it might well
require CIJE to ideltify appropriarte individuals in Jewish
education from aroiled the country who could serve as
consultants or reso@rces to the member-imstitutioms as they
set about their worf. Identifying who such people might be

areirjon thelr availability is some thing thait
gitiing started on.

If CIJE is to purs this propesal, a variety of Important
tasks lie on the 1:%@ﬁh@te herizom. It might also be usefuwl
to invite an articuffate representative of the Cealition of
Essential Schools zg meet with us so that we can benmefit
from that coalit;onls experience and insight.,

2. Identify a single titutiem, o6r perhaps ome or twe within
each lead communit;rsand work Intensively with each one on
Issues of goals.

This proposal is Infa sense more medest tham the Coalitienm
prepesal (., above}. The intuitien that informs it is
that, particularly pilven pessibly searee human resources
available to the pﬁﬁée@tﬁ we would be better off pouriag
these resources intensively inte one or a few settings tham
to risk squandering them by trying te address the needs of
teo many institutiepis, It is coneeivable that by investing
a whele let ef the and energy inte eme institutiown, we
are likely te have jorweater success than if we tey to work
with several instidfidiens; and ene signifiecamt suecess may
be worth mere te EE¥;CIJE preecess than & mumbey 8f less

S

dramatie suceess ies.
C. Strategles for working wifh Lead Cemmunity lay and prefessiopal
leadersthiip.. <
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1. A planning seminar (@ ed for this summer).

This seminar would b¥.designed to engage lay and
professional leadersWip,. especially withinm Lead Commumiitiess,
around the theme of Y¥ision and Educatiomal Practize. The

seminar, as now condSptualized, would include the following
kinds of elememts:

a. Opportunities participants to come to appreciate
the important {itdle that vision and goals can play in
guiding the edfwatiomal process;

b. A chance to b
own visions of

or continue working through their
a meaningful Jewish existzerass:

c. A chance to engwunter other such views, ineluding but
not limited to] formulations developed in the "Educated
Jew"™ project;

d. A chance to béEi;hthinking abeut what's invelved in
trying to use a vision te guide educatienal
practice;

a, A chance to dejrelop a strategy for engaging educating
institucions their leeal ecemmunities ip the

goal-setting fpMacess. If such a seminar iz to take
it of decisien need to he mede fast. For

example, when fad for hov leng will it take plaee?

te participatyy Sheuld it be limited te the lay and
prefessienal Bwallership in the lead commumities e
sheuld it be wmed to a broader elienmtele? If the
latter, whe shgould be imeluded in this broader
&lientele?
2. Consultatiens te a geildyls leadership around efforts
2lreagy unhder way oy accomplished that are coneerhed Wwilkh
gezlls.-

vent threugh a strafegic planning experience thakt put
"visioning® at the Peiites®, CIJE eeuld initiake a serious
E€onversation desi Tte unearth and develep the subztantivwe
idezlls, the educatigrkl visioms, that underlie the Prepozuls
that swerged from the! Strategic Planning procewsy, 2pd If it
turnRs Gut that these substantive ideals preve e¢lusive, Hhig
ceuld be a fruitFuljeatalyst for serieus diseussiens of
guestions of viziwy and geals.

}

At the deneminatienal 1%, we need to find wvay: ef sncouraging

For example, in a iEmdm'Ey like Milwaukee that reeenkly

- 8
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the national training instffturdions to develop a pro=active
approach to the problem of fgoals for Jewish educatiomw, an appreach
that includes efforts toe cgCalyze serious attentien te visien and
goals on the part of constftuemt educational institutiems. The
question iis hew to de this Below a few possible directiens in
which to proceed are identffied.

1. Encourage the denomigations to clarify and mere adequately
articulate their ownjguiding vislons of a meaningful Jewish
existemce. This cougd be done in more than one way. One
route would be to us€ existing vision-statements as guides,
or in any case, as ritiphwerds for further elarificatiem.
Another route might to ask them to identify an educating
institution that adeguately exhibits what the deneminatien
represents and strives for, and then to de a content
analysis of the basig assumptiene conesrning the aime ef
education that seem Fw be implicit in that institutien’'s
practiee,

2. Encourage national dpmomimational institutions te werk
intensively with one| or more carefully selected educating
institutions on issurs relating to the identificatien of a
vision and its educagional implicatiems. Such institutions
mightt,, but need not J¥e, located in the three principal
lead-commmities.

3. The kinds eof efforts] articulated in A. and B. might be
launched via a seriess of twe or more seminare that invelve
the denominational JMeaders in reflecting on these matters,
a8 well as on ways ok getting their constituent institutions
to take issues of vifglien and goals serieously. Whether such
seminars should be 1ol to members of any given
deneminatien or showl.d be eross-denominational would have to
be deeided; econcelv@ly, the initial seminar that launches
the projeet at the dsnominational level would be
inter-denomimatiiord! while these that follow would be
intra-denomimationmy..

Pilot=-Projects..

One way te appreoach the ls Project,, a way which overlaps but is
net identieal with the apgroaches discussed abeove, is to undertake
ene or mere pllot-projecty. Fer example, a pilot-project might
take a particular dimensisn of Jewish edueatiem, e.,g. the teaching
of Bible or the Israel experiemce, and systematically explore it
in relation to issues of ¢€nderlying vigion and goals. This could
be done in a variety of wigys and at a variety of levels. For
example, a community migh® take it on itself to focus on a
particular dimensien of Jfsish education - say, the Israel
experience - and to catdlPwe serious reflection on the part of all
local imstitutions ((@crosg denominatiems)) conecerning the
foundational and derivatipe aims of such an experience and the way
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Iv. CONCLUDING COMMENTS

such aims operate to guid
communities would take diff
their central fosus,

practice. Conceivably, different
erent dimensions of Jewish educatien as

One coulkd also imagine nagtonal denominational erganizatieng
making an agreement to exf@lcore one or more dimensisns ef Jewish
education in this way. S#&ch an agreement could give rise te seme
fascinating results: for &he would expect that if the
denominations approached #ny given dimension of Jewish edueatien -
from the teaching of Hebnfsw to the teaching of Israel te the
teaching of Bible - seriecisly and with careful attentien te their
different visions of a megningful Jewish existence and the aims ef
Jewish educatiom, impormﬁﬁﬁ:differences in educational emphasis
and direction would ememypiy.

My hope is that the foregoing discussiom will suffiee te stimulate and guide
our discussion at our February meetimgs. Such discussion might profitably

foeus on

a)

b)

c)

Based on the feregeimg, T would re
February 10 meetimg:

iwd
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unclarities,, incompletemmﬂ%%s or mis-statements found in this
document ;

the adequacy of the i HE proposals and ways of improving them;

pertinent proposals not a
will emerge with the rudii
levels diseussed abeve.

#diovleted in this decumemt. Ideally, we
s of a strategy at each of the major

nd the following agenda for our

Summarizing/refining/rethfhiiiing the basies:

a) Underlying a@gumptil and key distinctions that inform and
define the goals pspsjiect;

b) the levels at whichy the goals project is to work;

< consideratiens periglment to a deecision cencerning which
strategy or strategies to adopt.

Summary, discussien and assessment of the major propesals
represented in this repwwr, as well as additional prepesals that
seem promisimy.

Actioms: ?

a) Oparifcbe am @Tee @t pogpssd bs too ppurrssies , st

b) Desred byp aa gllaan ot dbon, Hrelhedivgg aa difsissiionn off Dadimy
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Dear. Danny:

LI (|
Bravo on your ddomument. 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 towmn. 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
consideraticm::

1. Im 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
"wisioning.® T 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 imappropriate forms
of planning. This could latch on to your
suggestion that vision imvolves
answering questions such as "What is a
meaningful Jewish existence?"™ or can be
@& separate point in the caveats.

b) It could be important to stress that
developing vision is not only an
exercige in clarification and planning
but alse in culture-building in
educational institutioms. The promise
of effectiveness as derived from vision
relates equally to this aspeet as it
does to the others..

2., 1In the caveats, den't points #1 and
#2 go together?

3. Regarding point #3 in the caveats:

a) Thee fhomullatiom "Hedliefs mmt
contained in the original vision™ may be
misleading. The point here is that
moving from visien te practiee invelves
lots of extrapelative inguiryy,
delineatiom, clarifieaktiom, and perhaps



comswltation with experts. This is a
lemgthy painstaking process which
demands time and commitment..

) Though it is imdeed unnecessary to
gpell out the whole theory of moving
from theory to practics, don’t the
people who read this have to know enough
about fthe mature of this process in
order to be able tto appreciate the
proportion of the efforts imvolved in
the proposals later suggested? Alswo,
this discussion appropriately raises the
question of the recruitment and training
of tthe "exxon"™ group of educators for
the implementation of a number of these
proposals (@ point which you pick up
latteam)) ..

8. The last part of point #3 of the
clarifications is unclear grammatically..

4, Im point #2 of the clarificationss,
it may be useful to add a third
possibility for the question of
substantive vs. imstrumental goals:

the creating of a tension - or as I
called it a "resonance'= between the
itwe. The formulation is unimportant
here.. What seems to me to be important
is the idea that one of the goals of the
goals projeet is te create this tensiom.
Furthermere, and this is a corollary of
the tensien peint, it should perhaps be
stressed that the move from philosophy
te practiee is an ongoing and endless
oL, -

. In point #2b of the strategies for
werking with imdividual institutionsy,
it should perhaps be stressed that the
rationale is not enly that working with
one scheel is do-able, but that if ene
truly succeeds the impact can be mueh
greater than medieecre sueeess in a
nwber of institutiems. Alse, it
provides an oppertunity for learning by
@oing, before meving on te bigger and
better efferts. The same applies €
point #5 about pilet prejeckz.

©: Peint #3b on t6 LE leadership esuid
#Mention the ﬁ@é§ibiii€¥ 8f Béiﬁiﬁg a he
derive substantive geals by undertaking



& SHudy, of what is of common interest
a1} 3eress the beard im lead community
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7. At some place in point #4 relating to
the deneminatiemns, it might be useful to
2dd thak the assignment of getting the
denominations to be proactive about
seeling their visions through in
constituent schools would involve a
comsideration of guestions of how, not
omly questions of what. I.e., how would
they motivate schools to work with
cemirally formulated goals? How and who
wouwld they undertake im-service training
around cemntrally formulated goals? etc.

8. Regarding the agemdks:

a) Perhaps joined to the word
"Hiiscussion" showld be some sense of
weighing the pros and cons of each
proposal. Im order to facilitate this,
it cowld be important to present an
amalysis of each of the proposals in
terms of tthe very criteria which you
suygest at the beginning of your
discussion on the proposals im the
document (what will bear fruit? what
resources will be reguired 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 ils impatience and expectation to
hear something on this on the part of
soie of the leadership which has already
heard about the project.

Take Care,
Daniel Marom

P.8. I have started to do seme library
Seprehing £or @é§@fi§§i@ﬂ§ of visien
griven practiee. I have sSpecifieally
legked for the crazies like Plate,
Aristetle, Pestalezzi, Telstey, Neill,
Dewey, Ahad Ha af, Resensweid, Bubewm,
whe actually develeoped and wrote abeut
institutions whieh were expressiong of



thelir philosophies. Who would you add
to this list?



Date: 05 Apr 94 03:09:13 EDT

From: "Alan D. Hoffmann"

To: Abby Pitkowsky

Subject: Israel Seminar

-------- Homeartie Wiessage --------
Subject: +Postage Due+Israel Seminar
Date: 28-Man-94-apt] 14584

From: INTERNET:ALANHOF

To: Alan D, Hoffmann

Date;: Mon, 28 Mar 94 8:50 +0200
Subject: Isracl 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 eritieal role
that having a driving vision can play in rendering Jewish education more effeetive;
2) to have a chance to encounter some visions of a meaningful Jewish existenee (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 ehallenges that will faee



an institution that wants to become vision-driven (e.g., the difficulties that surreund
developing a compelling and shared vision, the challenges that surround translating
a vision into educational terms; implementation under real world conditions, ete.); 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 loeal
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



1

1

I
ate:  Tue, ,5 Apr 94 17:50 +0300
Message-id: <05040094175004@HUJIVMS>
From: <ALANHOF@HUJIVMS>
To: [Drni il Pretansdky <dhnpekd@meac wi e et >
Ce: Danny Meramy-Mendel(@msirdei@hujivms>
Subject: Goals Seminar

Danny,

We need a more concrete description of the summer Goals Seminar
for those who are considering attending. Basically, it should be a
one page, rough draft of a day to day program which, of 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



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:

I. 'm sending you (in two parts) a draft of a short piece, some
form off which may go to people interested in the Summer Seminar.
It includes a sketch of some general ideas for the seminar. | 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 off developing a resource library of
materials that deal with issues of vision and the development of
vision. In my recollection, you were going to coordinate the
development of this library of 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 of
the Twersky piece (in English) and/or a preeis of what hig
principal ideas are. Can you help me with this?

4. Whatever we do with the seminar, I'm pretty confident we'll
want to yse Greenberg. Seymour assured me he'd be available to
us. This is werth confirming -——ean you de so?

5. Are Twersky, Brinker, Rosenak. Jonny Cohen available te us?
This weuld be very relevant e know.

1 look forward to hearing from yeu.

Daniel



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)

CLIE'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 of what it wants to achieve, of the kinds of
human beings it is trying to cultivate. To speak of 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, 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
imstitutions to work towards the articulation of their underlying
visions and to identify and actualize the educational
impliications of these visions.

RATIONALE

To make good educational sense, an institution's decisions
concerning what curricular goals to pursue, as well as how to
imterpret 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 of a Jewish person, featuring what



constellation of beliefs, attitudes, skills, commitments, and
dispositions, should we be cultivating?

An adequate guiding vision does not only offer a laundry-list of
such characteristics but also exhibits how they fit together to
compose a picture of a meaningful form of Jewish existemce.
Absent such a vision, not only are basic decisions concerming
curricular goals hard to reasonably make, so too are decisions
concerning the organization of the physical and social
environment, appropriate forms of pedagogy. the background and
skills desirable in educators, etc. In addition, the absence of

a vision of the kind of human beings one is hoping to cultivate
deprives an educational institution of the most important basis
for evaluating the success of 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 institutions
lack the sense of direction that grows out of having a clear and
compelling vision of what they want to accomplish. True,
educating institutions do often seem to have visions of sorts in
the form of 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 of 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, of course, vital matters,
but they do not offer a sufficient basis for determining or
evaluating educational practice.

The guiding principle of the Goals Project is that enhancing
the effectiveness of Jewish education in America will depend
substantially on whether educating institutions can becomme
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 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 pariieular
vision. It is intended to suggest that it is imporiant 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 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 of critical stakeholders, it is but one step in the
process of 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 of the kind of human beings or community one is
hoping to bring into being to a picture of the educatiomat
environment that will correspond to and support this vision.
Various understandings (concerning, for example, teaching,
learning, human nature, human growth, the power of 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 of a vision that is
compelling to the relevant stakeholders and whose educatiomal
implications have been worked out is a labor-intemsive,
intellectually and Jewishly demanding activity. It requires
careful thinking, ingenuity, soul-searching, study, and a measure
of negotiation among the participants. It is also true that
there are no guarantees of success; but the potential rewards for
the participants in the process, both as individuals and as
representatives of their institutions, can be very significant.

Date: 4/01/1994 12:46 pm (Friday)



THE GOALS PROJECT'S AGENDA

The Goals Project will be spearheading a number of efforts
to encourage vision-drivenness in Jewish educatiom.

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 Jerusalemm. The Summer Seminar wall
bring to Israel lay and professional leaders in Jewish educatiom,
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
imstitutions, 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-commumities.

Although details of the Summer Seminar are still being
worked out, the following elements will be included:

I. Opportunities to develop an understanding of the ways in
whieh 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 individuals who have long pondered the
question of what is an educated Jew, of what Jewish edueation
should be educating towards. Encountering and wrestling with the

visions propounded by these individuals is designed not enly 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 chanee to think through the educational implications of
one or mere of the visions encountered in the seminar: what
implications does a given vision have for the determination and
interpretation of educatiomal 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
iiwminate the kinds of knowiedge 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 of
an educating institution to work towards being vision-driven? How
approach the task of developing a compelling and widely shared
vision?

5. A chance to visit, via literature, via film, and/or via
direct encounter, educating mstitutions 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 of becoming
more vision-driven.

Loeal seminars in Lead Communities (and beyond). CIHJE wall
sponsor a series of seminars in each Lead Community next year for
the representatives of local educating institutions. Teo
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 (typically, the
Rabbi, the educational director, the Chairperson of the Board of
Education, and a teacher). The seminars are designed to encourage
loeal educating institutions to begin the process of becoming, or
becoming more, vision-drivem. It is the responsibility of the
community's lay and professional leadership to develop the
clientele for these seminars



CONCLUDING COMMENTS

CIHJE does not believe that becoming vision-driven is easy or
that it is sufficient to remedy the ills of Jewish educating
imstitutions. 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.



ffax

te;i Professor Daniel Pekarsky, Department of Educatiemal
Policy

Studies, and specify URGENT. Sometimes these things den't get
to

me guickly.

Thanks ffor the information about Scheffler. Please send him
my

regards. I look forward to hearing, via your comments, abeut
his

thoughts on our project.

As T re-read my message to vou, here's the point the I fimnd
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 sericusly. But I weuld
be

more comfortable if, even as we explore these concerns and
the

desirability of the possibilities they respond te, we could
be

imvestigating who might be available to work with us if we
were

te take one eor more of these routes. If it were Februwary, I
don't think I'd be feeling this way: but given that we're
about

te enter May, I'm cencerned that we not delay thinkimg about
pessible personnel for the seminar until we've done with our
deliberating..

I losk ferward te hearing frem you.

».B.



Date: 4/28/1994 12:55 pm ((Thuraday)
Received: by HUJIVMS via SMTP((128.104.30.17) (HUyMail-¥é1);
Thu, 28 Apr 94 21:00:19 40300
Received: by dogie.macc.wisc.edu;
id AA11587; 5.57/42; Thu, 28 Apr 94 12:59:52 =0500
From: "Dan Pekarsky" <PEKARSKY@mail.scemadiseom.wise.edu>
Reply-To: PEKARSKY@soemadisom.wise.edu
To: MANDEL@VMS.HUJI.AC.IL
Datex Thu, 28 Apr 1994 12:58:00 =600
Subject: seminar
X-Gateway: iGatte, (WP Office)) vers 4,03 - 1032
Mime-Versieom: 1.0
Message-Id: <2DBFF®89.8397.00028mail.scemadison.wise.edu>
Content-Type: TEXT/PLAIN; CharsetaUS-ASCII; name="ENCLOSURE"
Content-Transfer-Emcoding:: 7BIT
Subject: seminar

Gail, Barry, Alam:

I have forwarded to you Daniel Marom's reactioms to the
letter I

sent him and the rest of you, as well as my own initial
reactioms;.. 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 visioms
are

and hew eritical they are in education —— and to do so in
such a

way that they will want and feel the need to keep the
discussion

geing = is the heart of what we should do about. The
implication

is that it may be premature to be wrestling with, or
eneouraging

them te wreatle with, "how"™ gquestioms.. I myself have a lot
of

sympathy for hie view that we should not at this stage make
strong promises re: the "how" issue, though I think that
addressing the ™how" gquestion is an important way of their
ecoming

to understand the complexity of beceoming visiom-driwasm.. The
challenge, of course, is that they come away feeling that
they

have a better understanding of something impertamt, that
their

community's investment in their trip has been worth it ip
terms

thejy can explain when they go home, and that they = and we =
have

a sense of where we go after the semimar.

In any event, please read his thoughtful meme carefully in
preparation for our conversations next week. They need to be



carefully pondered as we continue the planning processs.
Please

feel free to respond with any reactions you might have prier
to

Tuesday .

I look forward to our being in touch.



Received: by HUJIVMS via SMTP (128.104.30.17) (HUyMail-Vel);
Mon, 25 Apr 94 03:51:11 +0300
Received: by dogie.macc.wisc.edu;
id AA07167; 5.57/42; Sun, 24 Apr 94 19:50:38 -0500
From: "Dan Pekarsky” <PEKARSKY@mail.soemadison.wise.edu>
Reply-To: PEKARSKY@soemadison.wise.edu
To: MANDEL@VMS.HUJI.AC.IL
Date: Sun, 24 Apr 1994 19:48:00 -600
Subject: Seminar
X-Gateway: 1iGate, (WP Office) vers 4.03 - 1032
Mime-Version: 1.0
Message-Id: <2DBB13A7.8A97.0000@mail.soemadison.wise.edu>
Content-Type: TEXT/PLAIN; Charset=US-ASCII

Content-Transfer-Encoding: 7BIT

Sorry I missed your call, Daniel, and I'm afraid that this 1is not
the best moment for an extensive message. Here are some basics,

though:

1. Thanks for your very thoughtful piece about the summer. 1
found it stimulating and helpful — Dboth 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.



3. E¥em as we kel siwongly — as you do about the meed to devete
adeguate time to conceptual issues, we are impressed by how
liitkle time there is between now and July. With that in mind, we
freel the need to mail down not schedule but people we wamt to use
as seon as pessible. I would be grateful if you would explore the
following a.s.a.p.s a) the availability of a cracker-jack Jewish
ttexts teacher {Mosenak? Jonny Cohen? Someone else you have strong
oonfidence in?) to work with our students possibly each day of
ttive seminar; b) Since a critical piece of the seminar concerns
issues we discussed im January about moving from vision to goals
tto educational design, it would be of the utmost importance if we
head available two people representing thoughtful but very
diifferent approaches to this problem. Perhaps Seymour is one of
them; if so, we only meed one other such persom. Some folks with

expertise im this area would be invaluable.

My imstinct is mot to commit to anybody yet, but to find out
availapility = if possible before the end of this week, so that

we know where we are.

€learly, it's alse relevant whether Brinker and/or Twersky are
available e ws —— but even here, I don't want to commit til
we've theught threugh what we're deing. The only thing in this
#Eea I a0 Very contident abeut is that we'll want te use
&Eeenbe¥ry.

fhere's a third kind of persen whese availability I'd like it if
you could check eut: semeene = a very powrful speaker = whe eeuld
address the greup (ossibly at the beginning ef the semimaw)
SOREEERLRG the relatienship between the preblem ef Jewish
continyity and the need for the Jewish community te identify
visiens &f Jewish existenee that contemperary Jeuws and Eheir
&hildren will find existentially and stherwise meaningFeh.. That
i, we need Lo remember that "visiens ef a meaningful jewish
&xistence" are not just impertant fer educatienal PurpesRy;
*ather, they are ifportant because they f£eocus ah sne 8f the Wost
critical Gf comntempsrary Jewish preblems, 3Ad che that



¢ontributes weightily to the problem of continuity. Thie kind of
a leckure would provide a linkage between Jewish continuity and
vigion —-- ag prelude to narrowing our attention to the place of

vision in educatiom. Any names come to mind??
Finally, based on the copy I got from Abby re: publicity and
conversations with Alam, Gail and Barry, we've been working over

a revised draft. It should be getting back to Abby soon.

T 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 sene
of the educational challenges of the summer geals preject
seminar in Israel. Shmuel has gone over it and wade s&eme
changes and additions as well. Though it is an infermal and
free flowing documemt, I hope it will be of use te yeu at
your planning meeting on Friday. I have no objectien ts yeur
sharing any or all of it with others at the meetimg, but I
think you will see that it should be confidential otherwise.

1. THE MOVE TO THE CONTENT OR SUBSTANCE OF EDUGATION: fThe
geoals project in general, and the Israel summer semina¥ in
particular mark a significant move towards the centent e¥
substance of education (to be distinguished frem "subjeect
matter," content or substance applies to ideas which govern
the whole of the educational undertakimg, ineluding
assumptions about the Ilearner, teacher, setting, ete.)).
After all the emphasie on “Yenabling options,"™ it is an
admiseion that Jewish educatien is a human endeavour whieh
depends on powerful ideas just as much as on personnel and
community support. The best practices project was a first
move in this directiom, but it 1is different in that it
brought the best of what exists on the continent as a
resouree to the lead Communities. The goals project probes
inte what goee on in educational institutions in 1lead or
ether c¢ommunities 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
enly the haphazard manner in which Jewish education runs on
the 1leeal 1level, but alse the very difficult substantive
guestioens which confront American Jewry and the whole Jewish
world teday. From our discussions over the years, I think
that yeu would agree that the problems of Jewish education in
Nerth 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 <c¢laim that that Jewish education
purposely uses ambiguous goals. "Ambiguous ..goals,M he
explaims,, ffunction 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 preject
reveals that the attempt to discover a criterion by which ene
can allocate resources, train staff, design programs, ete.,
will necessarily lead to an ingquiry into the questien ef
"what is a meaningful Jewish existence?l



I think that one of the educational challenges of ¢£he
summer seminar is to facilitate a smooth move into the unigue
issues of educational contemt. That is not to say that ever
participant needs to come out with his/her own ceonceptien e
the educated Jew. Far from it. It seems to me that one ef the
goals of the goals project seminar should be only te initiate
the participants into the discussion of content, te get them
understand what 1s at stake in terms of their own persomal,
institutional and communal commitments to the aims of Jewish
education and to correspondingly begin clarifying their ewn
aims to themselves.

I am reminded here of a wonderful moment in a magter
class given by Isaac Stern to a young vieolinist in Chima.. It
was filmed in a documentary called "From Mao to Mozart.™
After witnessing a virtuoswo, but cold technical playing ef a
Mozart sonata, Stern sensitively approached the child
violinist and imvited 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, renditien of
the music through this child's own voice. The child did alet
to fight it, but in the end, he had to become,, as you say,
vanimated* by the his own understanding of the musie. The
transformation  occured just when his wunemotional face
cracked inte a bittersweet anguish at a specific peint in the
playing.

What will be the equivalent here? The seminar will have
sieceeded, in my opiniem, if each participant comes out
upderstanding what s/he does not necessarily have answers to,
but ecannet aveid  addressimg. The participante should
understand that they need help in order to address content
issues, ¢that they need the input of the Jewish community's
finest minds, ite central institutioms, and ite more
sensitive and professional educators.

If all they come out with is the addition of phrases such
ag "vision-drivenness" and "institutional mobilization around
goals® €6 thelr already technoecratic social=planning and
business lingo, we will have failed. No matter how muech they
may have been convinced by the argument for goals as a basis
of effectiveness = and yvou know that this is a central strain
in my own understanding of the goals project = we- have to get
these influential people to g6 back to America with a sense
6f peeswmmbl stslke inin thdie aims and content of — Jewish
educatiomn.

Isn't it funny Danny that tihbs ids thde  Kind of
opportunity which drove us all inte Jewish edueatien and nRew
that it is at our doorstep, we find ourselvee se inveived in

another mode of disceurse? I feel that it was a neeessary
diversion, because it is impertant te fermulate £he
invitation to deal with coentent in professienal terms whieh
can captnirge thde attiawniorwn and trust obf thhe comIIMILY.
However,, the peint remains. This semina¥ provides aR



wltimate Jewish educational epportunity and challemge in that
it f£imally enables us to get the community involved in the
guestions whiech have been bugging us for a 1long time.

I am agsuming 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 participamts
nove from the language of community leadership and plammimegy
to the language of educatiom. And third, of course, we hawve
the educators and planners on the CIJE and MI staff (Alam,
Gail, Barry, yourself, Shmuel, Annette,, and myself)) who
provide a wealth of personal experience on many differemnt
Ilevels as a testimony to the intimate 1link betweem contemt
and practice.

These resources are up against a serious set of
constraints. As I mentioned above, issues of educatiomal
content raise the temperature of any discussion om Jewish
existemezs, S0 we have to be careful about how we get the
participants imto the discussion in a fresh way, without
Ietting it become politicized or banalized. How do we
ignite this imguiry in an honest and inspiring way? 1Its a
difficult pedagogical questiam.

Furthermore, we are asking the participanmts to, in a
short time, open their minds te a new language,, which they
will net learn to speak well gquickly. As I told you om the
phone, my own experience in teaching the educated Jew
materials to educators at the Jerusalem Fellows and the
Seheel for Educational Leadership has shown me that it takes
lets ©of ¢€ime and many raptures for evem your basie
distinction between instrumental goals and substamtive aims
te be internalized and elear. How do we get our audience to
1ower their defences and to bear the weight eof the goals
issue on their shoulders in feur days? After many years of
being comfertable in their own languages, both professiomnal
and Jewish, this is not going to be easy.

2. T8 EOLLABORATIVE BEFFORT: The summer sSeminar provides a
diffieult challenge te these ef us pityful academics who wamt
te preve te eurselves that when it comes to our ideas abouk
the werld, we really de mean what we say. Here we have lay
leaders, federation planners, schelars and educaters entering
imte the arena of educatien iR erde¥ to hammer out some
common understandings abeut what and hew things shewld be
dene. If ever there was a e€ontext which denonstraktes
Sechwab's €laims abeut the multifaeceted and cempliex nature of
the eduecatienal undertaking, abeut its w@fkiﬁq en S8 WARY
levels at the same Eima, e¥e it is. And yet, researeh ha:
shewn that edueatien is iagﬁaé By an iﬁ@ﬁ@ﬁéiﬁy e develep
syccessful celliaberative relationshins



I am sure that we do not assume that we have the magiec
wand whieh will autematically 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
guestions should keep us sweating from now until July. Just
to get the ball rolling, I want to suggest that we de net
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 lemnds itself to the establishment of trust,,
especlally when we consider that we want people not to be shy
about talking about something which is foreigm to them.
However, do such group discussions provide the kind of
experience which remains in omne'"s mind and even transform
something in one's perspective? As Seymour has pointed out to
me a&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 educatiem, but how
much more when you have such a diverse group of stakeholders
in the Jewish community. Now you and I already know that
(sie) 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 determinimg
and implementing educational content ((especially with the
baggage ¢f "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 everyboedy busying themselves with what's behimnd
everbody else's underwear. Without getting into too much
detail, the CIJE's experience seems to expose Jjust how
complex the relations between all these sectors can be (we
know from our werld, for example, about how educators can
openly patronize lay leaders)).

My sense is that we have to overcome this preblem en a
number of levels. First, I think that every partiecipant
needs to be treated with equal respect and muech eare, as if
to say, this is hew Jewish eduecation treats these whe
earnestly get involved. Thie may mean that every staff
member should be responsible for the care and understanding
of a given number of partiecipants. Seecomd,, I €hink £hat
there should be an  atmosphere of the Philadeiphian
Yeonstitutional ecengrese" at this seminar ((Ehe faet that the
seminar room has no windows might be a useful detail here).
It is as if to say that we are all invelved in seme kind ef



happening here - not a regular conference with all its esffee
and cake and cocktail party ambiance, but a unique evert, aR
interesting opportumity. We have to consider what are €the
minimal conditions for this kind of atmosphere ((eg. Re
"skipping class™ allowed - full partieipatien at aiil
meetimgs, everybody eats together, ete.).

Of course, none of this should be misconstrued as saying
that the CIJE will provide whatever anybody needs for Jewish
educatiom. We have discussed the problem of promising tee
much a number of times. However, the idea is to asseciate 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 1linked the
administrative and content issue of the seminar can be. This
is a topic which I Ihavawedigtswsssedwith Alan andd tike
administrative staff. I hope that in your discussions en
the summer  seminar, the duality between content and
administration gets broken down.

3. THE ISRAEL ELEMENY: 1Israel 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 Imbdmienechdtatonene point  is  thhat tihe
seminar 1is seeking out the best available resources on the
international level in erder to solve the problem of gecals
in Nerth America. The Mandel Institute and the Educated Jew
scholare are here, so...

I de think that there are real educational aspects to
this issue whiech we might consider. First, we have to watch
eut for what I would call the "magic mountaim™ effect. That
is, the participante come to Jerusalem, have an intense
guieckee experience, arahdywo backk ddlriqng 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
materiale which demonstrate that vision drivemnmess camn and
has been done. 1In additioem, this is why I suggested that the
seminar does turn at some point to the guestion of realities
in 1Lead or other communities in relationship te goals
development processes. We have to consider what success
would mean for each and every participamt, what we would want
them to do when they go home, and then plan accordingly.

Second,, I think that 1Israeli education may indeed
provide a vicarious example of the issues, dangers and
possibilities involved in determining goals for Jewish
educatiomn. I am not sure that we should risk a trip te any
particular institutien and say "here, this is a visien driven
institution.™ Rather, I think it would be useful to examine
aspects of Israeli education which relate to the problems
which we will be discussimg.



There 1is the danger, of course, of "Oh here are the
Israelis trying to teach us about them again!™ However, the
peint here, ironically, would be to show how diffieult the
problem of vision is in Jewish educatiom 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 educatien in
relation to a context other than their own. Let them feel
that if they deal with this issue in their own settimgs, they
will be taking leadership in the Jewish world. Whe better
than committed American Jews should deal with the gquestien of
goals for Jewish education in a society which offers
democratic rights and religious freedam?!

Correct me if I am wromng, but it appears teo 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 mnongeTiNG..
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 €ould be perhaps be followed by some musical interlude..
Second, this might be a good opportunity to share some
infermation on what 1is going on in Jewish education around
the werld as well as to4familiarize the participants with the
varieus institutions in Jerusalem which are resources for
Lead and other community undertakings in education (Meltam,
Melitz, etc..).

0f ceurse, all ef this is my opinion and I would love to
be shet dewn. 6o let us continue to be in touch on a regular
bagis. I hope that yvou will be able to tape the sessiom on
the ¢goals project and on the summer seminar for us. Should
there be any more comments te send on to yow, I will de se
through fax or Bitnet.

BeH?tzlacha,

QJA%Z Marem
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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
-—wihatt we wanit them to come away with, to take home. (One way to
approach this would be to take each of themes identified under
"iopics” and to ask what outcomes we hope for in that domain.)

Different kinds off outcomes were entertained: a) knowledge and
appreciation of certain matters( for example, of the importance
off vision in the educational process; "meaningful Jewish
existence” mot just a tool o guide education but the problem of
our time and one imtimately connected to the problem of
continuity; an understanding of what vision is and how it differs
fiom, say, a mission statement, etc.) b) the acquisition of
sentain skills; ) an agenda of activity after they return from

the seminar.

2. We took note of a number of vision-driven institutions that

may be worth looking at in eur efforts to understand a) what a

vision ispywhat it might mean for a vision to be embodied in

praetics - how the vision shapes praetice. Examples included: a)

Stainer schools/Waldorph; b) the Dewey Schoel; ¢) Lightfoot's

diseussion of St. Paul's in THE GOOD HIGH SCHOOL; d) Camp Ramal;
) & seculler Kibbutz, ) Heilman en a Haredi Yeshiva. (Note: Will

one off you track down the relevant materials 4.8.a.p.:

Heilknan Lightfoot and the Waldorph piese in TC Reeord--and

distribute among us xerexed copies.)

3. Issue off "vision" needs to be presented net only as an
imvaluable guide to education but as eonneeted to the problem of
Jewish continuity in eontemporary life. The point is this: until
being Jewish is something that pesple find powerfully meaningfnl
(i past besayse it speaks o the need for existential

wmeaniag but lse for sther reasons), the problem of Jewish
continuity will remain with us. Having a visien is imperant
bacause it offers guidanee to edueation -—but alse beeause



%ﬁ\l‘éﬁt_iﬂg towards some vision of a meaningful Jewish existence is
the point of the enterprise. (Who could lead such a session? What
would it look like?)

4. In addition to images of vision-driven institutions, we

thought it important that people see images of the opposite —
for example, Heilman and Schoem on supplemental Schools (Barry
and Gall: 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).

3. We drew a distinction between a vision-statement (or mission
statement) and a portrait/image of the desired product of 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
diffference 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
off 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 assigmmenit: as individuals,
try to image an educational institution committed to that visions
=ifs goals, its content, etc.; ¢) Morning session: in small

groups, starting with what people developed as individuals, try

to come up with a portrait of 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 of 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 produet of
the Ramah effort to generate curriculum.

8.The conversation with Bob H. suggested an important question to
be considered at the semimarwhat do people need (at local
institutional levels) in order to meaningfully work towards a



guiding vision? The possibility of encouraging study aimed at

akquainting local people with a number of such visions as part of
the enterprise { as distinct from a values-clarification approach) was discussed.

9. Another point to emerge out of the discussion with Bob
goncerned our clientele.

Fimst, they will include some sophisticated people and we need to
be careful to organize the seminar in ways that give them ways
that dont patronize them and give them ways to actively
contribute to the seminar's outcomes and insights.

Second, the vanety of 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 off the less sophisticated folks will be driven into

passivity, overwhelmed by some of 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 of the fact that we are late in the year, and
that even as we need to do some serfous 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 dowm. 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 of 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 of forwarding our work prior to our next meeting, I'd
like to suggest the following assignment for each of us.

Below I list some themes, each of which might represent a
day or halffa day. For each, please list: a) desirable outcomes;
b)relevant raw materials (stories, articles, movies, ete.); )
possible activities both within and beyond the seminar room



setting; d) particular individuals that could lead/catalyze the
topic. NOTE: Ifit's easier, feel free to do the exercise

relying not on my summary of themes below but on the list of
topies in the publicity that will be going out. By the way, the
only reason { elaborated zbout 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 te 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:

I 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 itselff
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 INS{ITUTION IN THE
PROCESS OF ARTICULATING A SHARED AND COMPELLING VISION: WHO NEEDS
TO PARTICIPATE? THROUGH WHAT KIND OF A PROCESS?



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,

though:

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

for an all-day session.



3. Exem as we feel shinomgly — as you do sbout the meed to devete
adeguake time to comceptual issues, we are impressed by heow
hiitkle time there is between now and July. With that in mind, we
feel the meed to mail down not schedule but pecple we want to use
&% soon as possible. I would be grateful if you would explore the
following a.s.a.p.: @) the availability of a cracker-jack Jewish
texts teacher (Rzzenak? Jonny Cohen? Someone else you have strohg
confidence in?) to work with our students possibly each day of
the seminar; b) Since a critical piece of the seminar concermns
isswes we discussed in January about moving from vision te geals
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 meed one other such persom. Some folks with

expertise in this area would be invaluable.

My imstinet is mot to commit to anybody yet, but to find out
availapility — if possible before the end of this week, so that
we know where we are.

€learly, itt's alse relevant whether Brinker and/or Twersky are
2yzilable €6 us =~ but even here, I don't want to commit til
we've theught thireugh what we're deing. The only thing in this
2red I am very confident abeut is that we'll want te use

CresHbeiy.

There’'s & third kind of persen whese availability I'd like it if
you cowld chesk suti sSomeens = 3 very pewrful speaker = whe ceuld
2Gigress the greup (wessibly at the beginning ef the semimap)
coneerning the relationship between the preblem of Jewish
comtinyity and the need for the Jewish cemmunity te identify
visions of Jewish existenee that centemperary Jews and their
Shildren will find existentially and etherwise meaningfaul.. Thak
i®, we need to remember that 'visiens 6f a meaningful jewish
existence’ are not just impertant feor edueatienal purpesey;
father, they are important becalise they £ocus SR one 8f the Rest
sritical of contempsrary Jewish preblems, and ene that



contributes weightily to the problem of continuity. This kind of
a lecture would provide a linkage between Jewish continuity and
vigion —— a8 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 Alam, Gail and Barry, we've been working over

a revised draft. It should be getting back to Abby scon.

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.

T look forward to our being in touch.

Danny



Dear Danny:

The following is a summary of what I would see as Esome
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 objectiom to yeour
sharing any or all of it with others at the meetimg, but I
think you will see that it should be confidential otherwise..

1. THE MOVE TO THE CONTENT OR SUBSTANCE OF EDUCATTUN: 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,m content or substance applies to ideas which goverm
the whole of the educational undertakimg, including
assumptions about the learner, teacher, settimg, etc.)).
After all the emphasis on ™enabling cptions,”" it is an
admission that Jewish education is a human endeavour which
depends on powerful ideas just as much as on personrnel and
community support. The best practices project was a first
move in this directiom, but it is different in that it
brought the best of what exists on the continent as a
resource o the lead Communities. The goals project probes
inte what goees on in educational institutioms 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 guestiom not
only the haphazard manner in which Jewish education rums on
the lecal 1level, but alse the very difficult substantive
guestions which confront American Jewry and the whole Jewish
woerld teday. Frem our discussions over the years, I think
that you would agree that the problems of Jewish education in
Nerth Ameriea are also symptems of deeper issues and
afibivalences which have often been conveniently tucked under
the rug. Ron Reynolde concludes in hie dectoral research on
this tepie with the ¢laim that that Jewish  education
purpesely uses ambiguous geals. #Ambigquous -goals,® he
explains, "function as an effective conflict-managenent
device by encompassing and subsuming the private goals of
individual participante within the vague pronouncefRMNS,
whieh are ebjectionable te few."

At its deepest level, the goals project expeses these
issues and ambivalences and puts them right en the planning
table. A close reading of your decument on the geals prejeect
reveals that the attempt to diseover a eriterien by which ehe
can allecate resources, train staff, design pregrans, ete.,
will mnecessarily 1lead to an inquiry inte the guestien ef
Ywhat is a meaningful Jewish existence?"



I think that one of the educational challenges ef &he
summer seminar is to facilitate a smooth meve inte the unique
issues of educational contemt. That is not to say that ever
participant needs to come out with his/her ewn eeneeptien 6
the educated Jew. Far from it, It seems to me that ene ef the
goals of the goals project seminar should be only te initiate
the participants into the discussion of contenmt, to get Ehem
understand what 1is at stake in terms of their own persemal,
institutional and communal commitments to the aims ef Jewish
education and to correspondingly begin clarifying their ewn
aims to themselves.

I am reminded here of a wonderful moment in a wmaster
class given by Isaac Stern to a young vielinist in China. It
was filmed in a documentary called "From Maoc to Mozart.™
After witnessing a virtuese, but cold technical playing ef a
Mozart sonata, Stern sensitively approached the ehild
vioelinist 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 childlls own voice. The child did alot
te fight it, but in the end, he had to become, as vyou say,
vmanimated™ by the his own understanding of the music. The
transformation occured just when his unemotional face
€¥acked into a bittersweet anguish at a specific point in the
playing.

What will be the egquivalent here? The seminar will have
suyeeceeded,, in my opiniem, if each participant comes out
upderstanding what s/he does not necessarily have answers to,
but eannet 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 institutioms, and its more
sensitive and professional educators.

if all they come out with is the addition of phrases such
as "vision-drivenness" and "institutienal mebilization around
goals"™ to their already technocratic social-planning and
businese lingoe, we will have failed. No matter how much they
may have been convinced by the argument for goale 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 amd content of  Jewish
educatian.

Isn't it funny Danny thatthilkis isisthehe Kimdl  of
opportunity which drove us all into Jewish education and now
that it is at our doorstep, we find ourselves so invelved in

another mode of discourse? I feel that it was a necessary
diversiom,, because it is important to formulate the
invitation to deal with content in professienal terms which
can capture the attention amd trust obf ththe crommmity.
However, the point remains. This seminar provides an



ultimate Jewish educational opportunity and challenge in that
it finally enables us to get the community invelved in €he
questions which have been bugging us fer a 1leng time.

I am assuming that we have three kind of reseureces fer
this task. First, we have the educated Jew projeet = its
story, ratiomale, library of materials, staff and ef eeurse,
its scholars. Second, we have Seymour Fox =~ whe perhaps mere
than any one else will be capable of helping the partieipants
move from the language of community leadership and planning
to the language of educatiom. And third, of course, we have
the educators and planners on the CIJE and MI staff (Alan,
Gail, Barry, yourself, Shmuel, Annette, and myeelf) whe
provide a wealth of personal experience on many different
levels as a testimony to the intimate 1ink between content
and practice.

These resources are up against a serious set of
constraimts.. As I mentioned above, issues of educatienal
content raise the temperature of any discussien on Jewish
existence, so we have to be careful about how we get the
participants inte the discussien in a fresh way, without
letting it become politicized or banalized. How do we
ignite thie inguiry in an honest and inspiring way? Its a
difficult pedagogical gquestiom.

Furthermeore, we are asking the participants to, in a
shert time, open their minds to a new language, which they
will net learn to speak well quickly. As I told you on the
pheme, my own experience in teaching the educated Jew
materiale to educators at the Jerusalem Fellows and the
Seheel fer Educatienal Leadership has shown me that it takes
lets ef ¢time and many raptures for even your basic
distinetion between instrumental goals and substantive aims
te 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 shoeulders 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
diffieult challenge to those of us pityful academics who want
te 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, schelars and educators entering
into the arena of education in order to hammer out some
common understandings about what and how things sheuld be
done.. If ever there was a context which demonstrates
Schwab’ls claims about the multifaceted and complex nature of
the educational undertakimg, about its working on se6 many
levels at the same time, here it is. And yet, research has
shown that education is plagued by an incapacity teo develep
successful collaborative relationships.



I am sure that we do not assume that we have the magiec
wand which will automatically grant us success in an a¥rea
where many others have failed. What kind of unique modes of
exchange will facilitate true discourse in this seminar? Hew
will we train ourselves to implement these modes of exchamge?
How will we know we have succeeded? THesee amdl ssimiillaw
guestions should keep us sweating from now until July. Jusi
to get the ball rolling, I want to suggest that we de net
necessarily assume that the best way is to break up inte
groups. It is true that this is a comfortable meode 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 teo them.
However, do such group discussions provide the kind of
experience which remains in one's mind and even transform
something in ome'"s perspective? As Seymour has pointed out te
me a number of times, a discuseion between two or three
people in front of a whole plenum can be equally if not more
effective.

Another problem which emerges from the collabeorative
nature of this undertaking is that of wounded eges. It is, I
think, a problem in all forme of adult eduecatiom, but how
much more when you have such a diverse group of stakeholders
in the Jewish community. Now you and I already know that
(sie) the cemmunity really ought te respect its Jewish
educators most of all, so we den't have te worry about our
own digpity am&edd] resgmrct((!?). Htwearer, Hhow do we get
everybedy else te understand tHmit thHey ore all egually
impeortant and interdependant in this process of determimimg
ard implementing educatienal eentent ((especially with the
baggage of “why hasn't it been dene this way in the past?")?

Here We amxe, thHée CLIPE has tuemed to community lay
leaders te mandate edueatienal ehange, te the federatiem
pesple te plan and eversee it, and to educaters to implement
i€, and yet this €an turn into quite a Pelish Jewish family
grama With everybedy busying themselves with what's behind
everbedy elsels undervwear. Witheut getting inte tee much
detail, the €IJB's experience seeris to expese Just hew
complex the relatiens between all these geetors ean be (we
KoY frem eur werld, fer example, about hew edueaters eam
openly patrenize lay leaders)).

My sense is €hat we have te evercome this preblem eR a
humber of levels. First, I €hink that every partieipant
needs te be treated with egual respeet ahd mueh eare, as if
te say, €his is hey Jewish sduecation treats these Whe
earnestly get invvplaed. THIES may fean et &very staff
member sheuld be respensible for the eare and understanding
of a given number ef partieipamEs. Seeend, I ERinRk Ehat
there should be an atmesphere e6f the  BRiladeiphiam
Yeonstitutienal ceongressY at this seminar (Ehe fack that the
SOHiRar FOOMm has ne Windsws might Be a usekul detail Rere)).,
It is as if e say that we afe all invelved in seme kipd o



happening here = not a regular conference with all its ceffee
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 (leg. he
"skipping class"™ allowed - full participatien 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 toe
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 titiss sdiowss Hoow closelly Dimdeds tike
administrative and content issue of the seminar can be. This
is a topic which I hawves diboussedd witth Alan ard tike
administrative staff. I hope that in your discussions on
the summer seminar, the duality between content and
administration gets broken dowm.

3. THE ISRAEL ELEMERT: 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 immagiivee thett orree gooint s tieat  te
seminar is seeking out the best available resources on the
international level in order to sclve the problem of goals
in North America. The Mandel Institute and the Educated Jew
scholars are here, Sso...

I de think that there are real educational aspects to
thie issue which we might consider. First, we have to watch
eut for what I would call the "magic mountaim™ effect.. That
is, the participants come to Jerusalem, have an intense
guickee experiemce, aamddggo bamkk ddding tbhiggs eematcily the
same, blaming the semimarfdorodisingd Bdomreckdf fapm aehilbiitees
in the field. This is ome off tite reessoms tiett 1T tHink you
are right in emphasizing the library of historicall and other
materials which denonstrate thet wisiom dodvenmess oam  and
has been deone. Im addiitiion, this is why I swgestes et the
seminar does turn at some point te 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 participamt, what we would want
them to do when they go home, and then plan accordimgly..

Second,, I +think that 1Israeli education may indeed
provide a vicarious example of the issues, dangers and
possibilities  imvolved in determining geals fer Jewish
education. I am not sure that we should risk a trip te 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 discussimg.



There 1is the danger, of course, of "Oh here are the
ITgraelis trying to teach us about them again!™ However,, the
point here, irenically, 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 educatiom im
relation to a context other than their own. Let them feel
that if they deal with this issue in their own settimgs, they
will be taking leadership in the Jewish world. Who better
than committed American Jews should deal with the questien of
goals flor Jewish education in a society which offers
democratic rights and religious freedom?!!

Correct me if I am wrong, but it appears to me that mest
of the participants will have been in Israel bhefore. I say
this in order to rule out the need to include a third element
here, which is siteseeing and general Israel mnmongerimg.
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 busimess..

Nevertheless, T would still suggest two exceptions.
First, T think it is important to have good Israeli lunches,,
which could be perhaps be followed by some musical interlude..
Secend, this might be a good opportunity to share some
information on what is going on in Jewish education areund
the werld as well as to4familiarize the participants with the
varieus imstitutions in Jerusalem which are resources for
Lead and other community undertakings in education (Meltom,
Melittz, eteE.).

©f ceurse, all of this is my epinion and I weould love teo
be shet dewn. Se let us eontinue to be in teueh en a regulay
basis. T hepe that yeu will be able te tape the session on
the geals project and en the summer seminar for us. heuld
there be any Mere ceomfents to send en te yew, I will de se
threugh fax or Bitnet.

BeHatzlacha,

)
len Marem



Date;: Thu, 28 Apr 94 8:34+0300

From: <MANDEL@HUJIVMS>

To: abby

Subject: Surmmer seminar

From: "Dan Pekarsky" <PEKARSKY@mail.soemadison.wisc.edu>
To: MANDEL@VMS.HUJLAC.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 of 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

1 will be doing towards next week's meeting, that would be

fantastic. Afier 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 off the things mentioned in my
last (post-New York) communication?

I ook forward to being in touch. Regards to everyone there.

With us everything is well, though a bit hectic.



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 of you
fondly. Among other things we talked about the goals project and 1 will send a summary
off his comments on to you together with other materials in response to your queries om
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
fieel 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 discussiom. 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 of getting the
participants themselves deeply into the discussion about meamingful Jewish existence and
giving them enough understanding of 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, Batry, myself, etc. could certainly suffice.

Perhaps the same applies to your comment about two opinions in relation to how te 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 of how, so why even raise one opinion about how to do this?

1 want the weekend to think about what two or three points which I snggest that the
seiminar foeus upon. I will send the results in the fax

2. Regarding the linkage between eontinuity and vision: though I am not sure that this is
the reute we should geo either, 1 do know that we have a resource here. Seymour and
Seheffler's have been diseussing this since the eommission and have already eommitted am
answer to writing (draft form). They werked on this during Scheffler's vigit. You might
want te eonsider speaking to Seymeour about whether he would be prepared to share the
papst oF 10 erally present the results of his and Seheffler's inquiiy:

3. Regarding the various examples of vision driven and nen vision driven sehools. |
mysakfwent te visit a Steiner schoel and teacher training eenter and have mueh to repert
on this, with materials which they gave me. As for Lighifeet, the whele diseussion
bstwesn pages 316 te 323 on "Permeable bsundaries and institutional control" as an
&element in goodness in high sehoels is useful. The diseussion of Highland Park om pages
321-22 is a pewerful example of what ean happen without visiom As for Jewish edvcation,
I think that Seymeur's article on and stories absut Ramah are very useful, as is his stony



aout the Melton Faculty seminar. Tzvi Lamm's book on the Zionist youth groups is
useful toe. Heilman's "inside the Jewish School,” the longer unpublished versiom, is am
excellent example offa “content analysis” - i.e. a description which shows that practice
assumes a vision even ifit is not aware of that vision. It describes the undeslying culture
offa supplementary school. This kind of description forces one to ask oneself - is this
what I want my school to be doing. Conversely, Barry Holtz's best practices om
supplementary schools claims that the best schools constantly consider and recomsider
their goals. He must have a story there too. I also have a beautiful example of the
opposite off vision drivenness in Acky's description of how Jewish history is taugit in the
diaspora. On top offall these, I have examples from early Ziomism, the volozhin yeshiva,
progressive education, and much more. I have also tried a one page description of a
scivool 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 of 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 begim 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 | 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 calll you
back immediately so that you do not have to pay. Ifthis also saves you time in writing
sumimaries, please lets do it that way. 1 ask only that you don't phone me about work on
Shabbat.

As 1 said, Tl try to send all the rest on Monday morning your time.

Daniel



Dear Annette and Seymour:

Enclosed piease find a draft ofthe opening chapter for the series on the educated Jew,
You will reeall 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 tome and
content for the paper and decided to continue writing by myself. Iam sure that you will
note that the language is still very much in need of editing, however, the question here is if
the document gives us a sufficient basis in order for all of us to now proceed with am
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 wivt
to do with it now. Of 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 of what is included in the series. This is am issue wihich
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 of the paper, and to remain as detailed and broad as I cam in
the footnotes for those who want to find their particular niche in the paper. Simom even
did me the favour of writing an example of a preface to the paper and I used it as a basis
for my own. [ still need to consult with Seymour as to many of the footnotes (eupsurlly
those in which writings of his which I do not know about may be relevamt and useful) and
to check out references in the library.

Finally, 1 have left the issue of the social scientists in the paper, despite the fact that we
have not, as of yet, considered its possible solutiom.

I hape that we get a chance to discuss this paper soom.
Shabbat Shalom,

Danny
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Wine Chedrs Mr. David Hirsditwem
Billie Gold The Blaustein Building
Maihes Maryles P.6. Box 238
Llester Pollack Baltimore, MD 21203
bagnard Wishner
Dear David:
mﬂ;thmw I look forward to seeing you at our Board meetimg om Thummsdbay.
Mort and I think it is particularly appropriate that you will be
introducing Prof. Daniel Pekarsky's presentatiom on the Goals
Board Project since you have had such a central bamd in shaping the
Mawid Amow emergence of our thinking about Goals over the past few years.
Daniel Bxder
Mandell Rermman During the work of the Commissilom, you raised the isswe of the
Charles Broniman outcomes of Jewish education even though you understood that the
Gerald Cohen Commission could at that stage not deal with this central topidc.
Sohn Colman You understood the need for the Commissiom, constituted as it
mc&gar:@“ was, to be a body which had to work through the buildimg of
Jizy Davis consensus and that a discussion about the goals of Jewish
Hinin Fiield education would necessarily involve differemt approaches to
Charles Goodman Jewish educational outcomss.,
Alfred Gottschalk
el Greentaum It was youw, too, together with David Arnow who pressed us so
THemas Reusdorff strongly to make evaluation of Jewish educatiomal programs a
Dawid Hiesehitiorn central part of the agenda of the Commissiom.  Seymour has told
Gerstion Ketist me hew much you and your foundation is committed to umcoverinmg
sty Koschitsiey new knowledge and the building and funding of a research agemda
rbm“ wgmm became one of the central recommendatiems of the Nerth Americam
Marein Lender Commissieom. This thrust has led to our preoject on Momiterimg
Rorrenan Lipofl Evaluation and Feedback in the lead commumities whene, to the
Sepmour Martin Lipsei best of my knewledge, we presently have the largest sgingle
Florence Melton research and evaluation projeet in Nerth Americam Jewdish
Mielwin Merfans education..
Charles Ramer
Esather Lesh Ritz Today we see that even the evaluation enterprize is limited whem
Richaid Schever we do not have clarity and focus on the goals of Jewish
mﬁﬁémﬁ educatiom. The werk of the Mandel Institute in Jerusalem om the
lsidare ety Educated Jew Prejeet and then the CLIE'Y’ cedls MRAIAAF ils & fiimat
Frenmet! Yernowl major step in remedying that whieh the Nerth Ameriean Cemmissiom
left undore.
Excwiiye Diyeesior
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David Hirschherm
April 18, 1994 Page 2

We will be very happy if, on Thursday, you c¢an 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 enclesing a short bio of Prof. Daniel Pekarsky together with
a very brief description of the work of the Goals Projeect.. I
look forward to seeing you on Thursday morming.

Yours most wazmly,

M’V—"

Alan D. Hoffmann
‘—‘

Enel. .—"'"'ﬂﬂ
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Daniel Pekarsky is Professor and former Chairperson in the Departmemt of
Edusational Poliey Studies at the lUniversity of Wisconsim—Madison. He did his
deetoral werk at Harvard University, where he specialized in philosephy of
edusation. In addiefon to work he has done as a Jewish educator in
eongregational and other settimgs, 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
Meleton Center for the Study of Jewish Education in the Diaspora at the Hebrew
University. More recemtly, 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 Chairpersam, in the
Department of Educational Policy Studies at the University of
Wisconsin—Madison. His scholarly work and teaching focue on the
sthics of educational policies and practicab, 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
grticles 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
@ Bachelor of Arts degree In 1968% Professor Pekarsky pursued
doctoral work at Harvard University under the direetien of
Professor Israel Scheffler; he completed a Ph.D. in Education, with
& specializatien in philosophy, in 1976.

Professor Pekaraky’'s imwolvement in Jewish education has been
extensive and varied. In addition to holding administrative
positiens directing two congregational educational programm,
Professor Pekarsky has had sustained experiences teaching young
children, adolescents, and adults in Jewilsh educatjonal settings.
In 1987-1588 he served as a Visiting Professor on the faculties of
thhe Jerusalem Fellows and of the Melton Center for Jewish Education
in the Diaspora at the Hebrew University. Since 1988 he has served
aa the ¥MNorth Ameriecan facouity representative of the Jerusalem
Fellowd Program. In 1990 Profesaor Pekarsky took a leave-of-abeence
from the tUniveraity of Wisconsin-Madison in order to direct the
€leveland Fellows Program. This Master'’s level graduate program in
Jawish education was an outgrowth of the work of Cleveland's
commission on Jewish Continuity and has been an integral part of
Cleveland’e efforts to address personnel needs in Jewiah educatiom.
Since his return to the University of Wisconsin in the fall of
18683, Professor Pekarsky has served as a Consultant to the

€leveland Fellows Program and to the Council on Initiatives in
Jewish Educatian.
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CIJB’S GOALS PROJECT

WHAT IB THE GOALS PECIECT?

She Geals Project of the Oeunail on Initiatives in Jewiah
Education growll out of the conviatioz thait effectiveness in Jewish,
as in general, education depends substantially on whether
educating institutions ara vision-driwvem. To desoribe a Jewish
educating inatitution as vision=-driven is to say that it is
snimated by a vision or conception of the kind of Jewish human
being and the kind of Jewish commumity it is tyying to bring inte
being. Guided by the belief that Jewish educating institutions
need to become significantly more vision-driven than they typically
axe, the Goals Project is an effort to encourage vision-drivenness
in Jewish educatiom. It will 30 so in two waye: first, through
efforta to festsr an appreciation among relevant gonstituencies of
the importanece of being vision-drivem; and eecomd, through
strategies designed to enoourage educating imstitutiens to develep
their underlying wvisions and to identify and actualize the
educational implicationas of these visioms.

RATIOHALE

Toe make good educational sense, an institution’s decisiens
concerning what eduecational goals to pursus, ae well as how to
interpret and prioritise thezi need to be anchored in, and
justified bys a coherent vision of what it is trying to achiewa.
That is, its efforts need to be gnided by compelling answers to the
following guestiona: vhat kind of a Jewish perscan’ femturing what
constellation of |Dbeliefsd knowledga, attitudes, skilla,
sonmitments, and dispositions, should we be cultivating®? And what
fora of Jewish community, defined by what purposas, ethos, patterns
of activity, customa, norms, and forms of human relatiomship, are
ve trying to encourage? An adeguate guiding vision does not offer
# lsundry-1ist of miscellaneous characteristics te be cultivated in
students but exhibits how they fit together to compeose a picture
of a meaningful form of Jewish existemce: Absent such a vision,
not only are basic decisions concerning educational goals hard te
reasonably make, so too are decisions concerning other important
matters, including the organisation of tha physical and social
environment, appropriate forms of pedagagy, and the akills
desirable in educators. In additiom, the abeence of a vialen of
the kind of human beings and community it is hoping to cultivate
deprives an eduoational imstitution of an important basia for
evaluating the succeas of ita efforta.

The importanace of vision-drivanness can be defended en
theoratical grounds, but not anly on such grounds. There is alse
a body of research from general education that identifies £he

presence of a substantive guiding viaion as indispensable te aan
sfuoating institution’s suecesa.

The contention that vision is indispensable ia, of seurse, A6t
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intended to suggest the desirability of aay particular viaiea., It
ia intended to suggest that it is important for each eduecating
institution to identify or refine the vision apprepriate to it ana
to look for vaya to embedy, or to Better embedy, thia visien in ita
everyday vorkinga. It is thia effort that the Coalsd Projact hopes
to eincourage.

The development of a substantive vislon that is compelling te
the relevant stakeholders end Whose educatiensl impiicatieni Have
bean worked eut in a Meaningful way is a labor=intemzivw,
intellectually and Jewiehly demanding mctivity, it requirea careful
thinking; educational ertise of varied kinds, ingenuity, soui-
searching, and study. And because it 18 likely that participante is
this procesa will bring vith than diverss and acmetimes conflicting
convictions, some serieis deliberiatien and negotiatien will need te
ge on among thea, ot enly is ¢the verk hard, it must be
fcknoviedged that there are no quaranteea of suceesd, But it muast
algo be stressed that the potential rewards for the participants in
the precesa, Bbeth as viduals and aa representatives of their
institutions, ean be very significant.

THE GOAL8 PROTECT'S RESOURCES AWD AGuNER

In its efforta to encourage Jewish educating institutiens to
besee vision-driven, CITE benefits frem the rescurces and the
engeing suppert eof the Mandel Isstitate fer the Advanced study and
Development of Jewish Education. 0f gpecial vaiue to the Goals
prejeet is the Mandel Institute’'a Edusated Jev Projact, wvhiech
eiiplorea a number of significant conceptions of an educated Few and
then exanmines the implicationa of these conceptions for the geais
and erganisatien of Jewish education. The Educated Jev Project has
deveieped through significant conmtributiens by seme extyaordinary
Jewish thinkers and educational theorists, including Frefessors
Israel schefflar and Isadora Twersky ©Of Harvard Universiky,
Preofessors Menachem Brinker, Heshe Sreenberg and Michael Resenak of
the Hebrew University, and Prefessor Seymour Fox| iabbl Simwel
wygoda, and PRanlel Manwii of the Handel Inmatituty, Fhe
contributions of sueh imdividuals te GITR’'E Goals Brojeet haa beehn
and will continue te be isvaluable.

in coliaboration with the etaff of the Marndel Institute apd
the REducated Jaw Project, the Goala Project is launehing a number
©f dmitiatives deasigned to encourage vision-drivenneaa in Jewish
;ﬁdi:g:tinq institutions. The principal initiatives are simmarised

A_library of educatienal resour e doElls FEiatt Mas
begun a process of iathering materiala, beth theeretical and
practicall, that ape to the importance eof visien and its
relationship to educational goals and practice, as vell as &8 ths
proceas of becoming vision-driven. This library of materiais 2&1
be made available to communities and educsting ingtitutiens &
are interested in fostering visisn=drivenseww.
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X Ausaer Bemisar in JergSiiie. The flmmer Seminar will brimg
to Isreael lay and professional leaders in Jewish educatiam,
primarily but not exclusively from Lead Compunities, 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 educetion and to effer them am opportumity
to grapple uiith eritical issues that must be addressed if Jevish
efuceting institutiomns, in general and in their local commumitiiam,
=re to0 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 ip its efforts
to encourage work in this arena in thsir home-communitiea.

a Communitj bheyend) . CIJR will
sponsor A series of saminars in each lead Community next year fer
the representatives 6f local educating ipstitutioms. To

participate an imstitution will need to agree to ccas to all of the
sessions and to have in attendance the hey stakehecldera from its
professional and educational leadership. The seminars are designad
to smcourage loeal educating institutiona to begin the precess @f
becoming, or becoming more, vision-driwvam. It is the
responsibility of the community’s lay and professional leadership
te develop the clienteie for these seminaras

CONCLUDING COMNERTE

6IJE dees pot believe that becoming vision-drivea ia easy or
that {it fs sufficient to remedy the ills of Jewish educating
institiutions. Put it is eenvineed that it is indispenasable te
Fieeeis; and it veleemes your partiecipation irn the effert to
6RcourRge mere eareful attentien to vision and goals among
fSUcating imstitutiens in Lead Cemmunitiesa and elsavhara.

P. Oi®
| i
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CIJE'a GOALS FROJECT
WHAT IB THE QOALS FROJECT?

The Goals Projact of tha Council on Initiatives in Jewish
Hiucation grawas out of the conviction that effectiveness in Jewiaih,
ms in general, education dJdepands substantially on whether
edfucating institutions are vision-drivem. te desocribe a Jewish
efucating institution aa vision~driven ia te say that it is
animated by & vision er mccpt:l.on of the kind of Jewish humam
being and the kind of Jawish community it is trying to bring inte
being. Fuditad by the Belief that Jewish educating institutioms
need to bocona significantly more vision~driven than they typically
are, the Goals Project is an effort to encourage vision~drivennass
in Jowish educatiom. It will do so in two waym: first, through
efforts to fostar anh appreciation among relevant constituencies of
the importance of being vision-drivem; and secomdl, through
stretegiee designed to enacourage educating institutioms to develop
their underlying visions and to identify and actualize the
efiucational implieations of these viaioms.

RATIONALE

To make good sducational semsa, an institution’a decisions
concerning wvhat educational goals to pursus, as well as how to
imterpret and prioritise them} need to be anchored im, and
justified by, a coherent vision of what it is trying to achiewar.
That is, its efforts need to be quided by compelling answers to thas
following questions! what kind of a Jewish parsam, featuring what
constellation of beliefs, knowladya, attitudey!, akilly,
commitments, snd dispositions, should we be cultiwtiw And what
form of Jewish commuxiitty, defined by what purposaam, ethem, pattem
of aetivity) customa, norms, and forms of human relatjomsiily,
wc trying to encourage? An adeguate guiding vision does net o.‘.m

=1ist of miscellanecus charactearistics te ba cultivated in
st:udnnta but exhibits how they fit togather te compese a piectuse
of 8 meaningful form of Jewish existence. Absent such a vialem,
pot only are basic decisiens concerning  edusational geals hard £e
ressonably make, so too are decisions concerning other importamt
mattera, inmciluding thae eorganisation of the physieal and seeial
environment), appropriate forms of pedageyy, and the skills
desirmble in educators, In additiom, the absence of a viasion of
the kind of human beings and community it iW heping te suitivate
deprives an educational ipstitution eof an impertant basia feor
svalvating tha succeas of its efferts.

The effoxt to develop a substantiva visien that is € '
to the relevant stafeholdars and wvhase educatienal impiicatiens
have been worked out in a meaningful way is a ilaber-3 tmm
intellectually and Jewishly demanding activity:; ReF ake
guaranteaa of suocess. But it must aise bﬁ itresaed ’Ehi*é tlas
potantial rewards for the pavticipants in tha PEOCAWM, Both 2%
individusla and as representatives of thair iBstibutions, €an bR
very significant.

P. 00%
. 0655



R <19 S (ME) 6 G LOE TEL. 530 2646 P Bl
ABR. 91 OOHPHE) 12:47  WH-MAD. SCHOOL OF ED TEL:608 262 90 '

TR GOALE BROJECT 'S BREQIRCFS ARD RAGEEDA

In its efforts to encourage Jewish educating institutioms to
become vision-driveni CIJE benefits from the rescurces and the
of the Ksndal Institute for the Advanced Study amd
Development of Jewish Bducatiom. ©f special value to the Goala
project iam the Mandel Institute’s Educated Jev Projectt,, which
erplores a number of significunt conceptions of an educated Jew and
thah szanines tha iwplications of these conceptioms for the goals
ard organisation of Jewish educatioms Tha Educated Jew Project has
developed through significant contributions by some extra i
Jewish thinkers and educational theorists, including Professers
Isrmel Schefflar and Isadora Tversky of Harvard Uniwexrsiity,
Professors Menachew Brinker, Moshe Greenbery and Michael RosenaX of
the Hobrsw University/ and Professor BSeymour Fox, Rabhi Shoumel
Wygoda, and Daniel Marcm of the Mandel Institute. Tha
comtributions of such individuals to CUFE'S Goals Project has been
and will continue to be invaluable.

I8 ovllaboration with the staff of the Mandel Institute and
the Fducated Jew pProject;, the Goals Project ia launching a mumber
of imitistives designed to encourage vision-drivenmness in Jewish
elyceting institutiona. The principal initiatives inolude the
ffiollowing:

i. Development of a library of materiala concerning tha

nce and the process of beceming vision drivam. This library

will be made aveilable to interested communitieas an educating
institutions-

2. A sunmer Seminar on Goals in Jerusalem for lay amd
prefessionsl lesders from Lead Communities and elaevhers . Tha
seninar is designed to foster an appreciation for the critical role
that visien plays in education snd to think threugh eritical isaves
¢het Bust be sddressed ir Jevish educating ipstitutions are te
bessie Rere visionwderiven. Participants are eipected to launech
lecal efferts is this arena on their retura homm.

3, Lecal seminars in Lead Communitiea (2and bayend). €IJD will
FPoRsor @ earies of seminars in esch lLead Community next year fer
Fepresentatives of losial educating institutionu. Thase FeBiRaEs are
designed to encourage these institutiems to undaratand and wrentile
vith the issues thet need to be addressed in order te Regim e

Precess of beceming, oF beecming Wo¥e, vialeoa~dEiveih
CORSLUDEHE EOMAENFS

CLYE doas Net belisve that bacoming visien=driveR is 9aay oF
that it is sufficient to remedy the ilis 62 Jewish educarirg
imgtitutions. Dut it is cenvinead that it is indispensabies
success, and it velcomes your partieipatien iR the ePPert iR
encourage more careful atEanEien €e Visish aRd godld AWMEGRG
esiigeting imstitutiens in Lead EomBunities ahd SinAVRTa,
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Dear Damiel,,

Thanks very much for your response to my lkdtkar. A ffew
specific
comments in response to yours:

1. One of the things we've been tihimkimyg sboat iisemgagdigg
the

participants in a process of studying a few classical Jewish
texts, possibly texts that deal with educatiomal issues and
perhaps with characterizations of "= meanimgful Jewish
existencel

that emerge within the traditiom. The reasoms include the
following: a. the experience of text study is one that the
participants may not all have had, and it is importamt for
them

as they think about what a meaningful Jewish existemce is to
have

had the experience of Torah lee'shmah; b. the experiemce of
studying a text tegether may create a nice atmosphere and
build

the Ppends of community; <) they may encounter some fruitfuwl
ideas

that will enrich the seminar. Although the experience might
also

illuminate their understandings of and reactioms to
Greenberg, it

was with a) - ¢) ub mind that I asked if you would try teo
identify an available and gifted teacher wheo would be
appropriate

for these purpeses.. Whether in the end we want te ge this
route

is still an open questiom, but I don't think we eam afford teo
postpone trying to identify who might do this well unptil a
decisien is made abeut this.

2. Your cautien abeut biting off mere than vwe ean ehew is
well=-taken and it needs to be heeded. It is true that
understanding what visions are and their eritieal rele in
educatien is the eritical part of this semipar, 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

ne expectation or hope that participants will emerge from the
geminar 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 educatiomal goals and to
practice.. The point of bringing in people who have
perspectives

on this problem is not to turn our participamts into adept
practitiomers 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 domaim.. 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. I am interested in the skepticism you express concerning
the

degirability of 1linking continuity and visiom. Can you
explain

your concern more fully? I would be very interested in
seeing

the Scheffler/Seymour piece - both for myself and for
peesible

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 wowuld still be interested
in

knowing if there is a powerful speaker we might draw on to
discuss the general poimt. 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 teo

concerning "the opposite of vision-drivemness," 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 Scheol of Educatiom"s.. Address the



Fax

te; Professor Daniel Pekarsky, Department of Educatiemal
Policy

$tudies, and specify URGENT. Sometimes these things dom't get
to

me guickly.

Thanks for the information about Schefflexr. Please send him
my

regards. I look forward to hearimg, via your commentts;,, 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 concerms
you

express about certain possibilities we're considering;,, and I
think those concerns need to be takem seriocusly. But I would
be

more comfortable if, even as we explore these concerms ard
the

desirability of the possibilities they respond to, we could
be

imvestigating who might be available to work with us if we
were

te take one or more of these routes.. If it were Februany, I
den't think I'd be feeling thie way; but givem that we're
about

to enter May, I'm concerned that we not delay thimkimg about
pessible persennel for the seminar until we've dome with our
deliberattimg..

I leck ferward te hearing from yow.

b.B.
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Gail, Barry, Alam:

I have forwarded to you Daniel Marom's reactioms to the
letter I

sent him and the rest of youw, as well as my own initial
reactioms. 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 visioms
are

and how eritical 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 4it may be premature to be wrestlimg with, or
enceuraging

them te wrestle with, "Yhow" guestioms. I myself have a lot
of

sympathy for his view that we should not at this stage make
streng premises re: the "how" issue, though I think that
addressing the "how" gquestion is an important way of their
coming

te understand the complexity of becoming visieonr-dnriivem. The
ehallenge, of couree, is that they come away feeling that
they

have a better understanding of something impeortamt, that
their

community's investment in their trip has been werth it in
terms

they <can explain when they go home, and that they = and we =
have

8 sense of where we go after the seminar.

In any event, please read his theughtful meme earefully im
preparatien feor our cenversatiens next weelk. They need e be



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 touctn.
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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 — Dboth 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.



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 1in?) 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 — Dbut 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



contributes weightily to the problem of eentimuity. This kind eof
a lecture would provide a linkage between Jewish ecentinuity and
vision — as prelude to narrowing our attentien te the plaee ef
vigsien in educatiem. Any names come te mind??

Finally, based on the copy I got from Abby re: publieity and
conversations with Alam, Gail and Barry, we've been working over

a revised draft. It should be getting back to Abby soomn.

I will be in touch scomn. Feel free to call me Monday night ((say,
at 11:30 pm my time) if you want te talk further.

I look forward to our being in touch.

Danny
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i$3yes tHat must be addressed if Jewish educating institutioms axze
¥ beceme Were visien-driven. The seminar is offered with the
f%plekdkEion t&t_aat 6 their return to their local commumiitiass,
gi&ﬂe;saagg will cellaborate with CIJE in its efforts to encourage
@eal initiatives in this important area..

Topies include;:

a, wheg Vilshiconss awes;,, why they amee inpootamint , anddhbdewthéyy
give coherence and direction to thec edhcatibnaldlppesesss;

B. The cHelleemee, ait the lowad], insttitubtbionsd] leved), off

identifying a vision that is sharedd, compedlibgg, andd
concrete enough to guide practice;;

@. The process of developing goals and educatiomal practices
that are imformed by a designated visiam;

d. Plarss amdl sinategiess foor engagimg cormunall anrd
imstitutional stakeholders back home in efforts to
develop vision-driven educating institutioms.

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 Thursdaw,, July 14,
1994 at 8:00 pm. The seminar will include daily morming and
afterncen sessions as well as at least two evening sessiens:.
Participants are expected to attend all gessioms of the seminan..

AGEOMMODATIONE /RATES

Aeccommedatiens will be at Mishkenet Sha’ananim in the picturesque
neighberhoed of Yemin Meshe. Mighkenot Sha'ananim is Jerusalem's
offieal guest house. At ite completien in 1860, it was the mest
important building outside the 0ld City walls and marked the
beginnings of medern Jerusalem. Altheugh it has geme through
*esteratiens and renevatiems, the original strueture still remains,
whieh creates an atmosphere of simplicity, elegance ard charm. We
are very £ertunate te be able te hest eur seminar in this unique
establishment and te give yeu the eppertunity te learm in a house
whese guests ipelude werld-fameous writers,, philosephenss, artistss,
and musieians froem areund the world,

Available are:

Single Dpukhe
©ne bedreem; ffull habieth & &y7 B0
One bedreem suite: bedryeem,
1iying reem, fEull padrath % %5 EHOs

Twe bedrosm suite: twe _

separate bedroems, each sf whieh

may accommedate t£We peepie,

twe fuil Bathreems, 1iviRg Feem §126 3P



€EUE - GOALS SEMINAR REGISTRATION FORM

{(Please Priny)
—____Ipantsoarteentithiee (Ghadds SSeminnar
Name:
Title: ~
Home Address:
Work Address: —
Home Ph: ) Fax: (%
Work Ph: (2 Fax: ()
Room Type Desired: _  Gweledmoom _ Siogite _ [Dhaablie
One Bedroom
Suite ___ SSingjde _ Iidanbibée
Two Bedroom
— + Suite — SSiydte __ Iaktite

{For those sharing) 1 would like to share a room with:

(For those sharing a two bedroom suite): 1 would like to share a suite with:

ol

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 accommadations and when
you are infending on arriving and departing.

Date of Arrival:

Date of Depprautture:

If you will be arriving before the seminar and have plans for other accommodations, please let us know how we
€an contact you in Jsrael,

Address:

Tel: ()

Signature:
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il 3ceommedations include breakfast. Please let us knmow youx

prefereneée aE soon as possible so that we may try to homer yousr
wishhes.. "

GENERAL

For reservations and information regarding the seminman, please

czontact Caroline Biran or Abby Pitkowsky at our CIJE Jerusalem
offiqme::

CIJE
POR 4556
91044 Jerusalem
Israel

Tel: 972-2-617-418
Fax: 972-2-619-9381
E-Mail: intermett:Abby@®vms.imji.ac.il

In the United States you may write or call Virginia Levi at:

CIJE
B P.0. Box 94553
Cleveland, OH 44101

Tel: 216-391-18%2
Fax: d416-391-5430
B-Mail: 73321.1223@compuserve.com
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Dear Daniel,

Thanks very much for your response to my llkéteer. R flew
specific
comments in response to yours:

1. One of the things we've been tihiiikimy athoitt iisesrgaadingg
the

participante in a process of studying a few classical Jewish
texts, possibly texts that deal with educatiomal issues and
perhaps with c¢haracterizations of "= meaningful Jewisth
existencel

that emerge within the traditiem. The reasons include the
followimg: 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
builad

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
Greemberyg), it

was with a)) - ¢) 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 questiom, but I don't think we can afford to
postpone trying to identify who might de 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 semimar, and that what



we

want is for the participants to go home a) understamdimg
these

matters, and b)) committed to the notiom 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 Wthe how" in hand, understandimg that the road
ffrom

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 educatiomal goals and to
practice. The point of bringimg in people who have
perspectives

on this problem is not to turn our participamts into adept
practitioners but to give them an understandimg 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
pecple who might be helpful in this domaim.. 8hould we decide
that this is not a route to go, that's fime; but in the
meantime,

it would be helpful te knew whe might be available and
potentially helpful.

3.4 am interested in the skepticiam yeu express concerming
the

desirability of 1linking continuity and visioem. Cam youw
explain

you¥ eeneern more fully? I would be very interested im
seeing

the Seheffler/Seymour piece = both for myself and for
pessible

use = if itis allewable = at the seminar; I will explere this
With Seymeur apd weuld be grateful if yeu weuld let him knew
of

my interest. Independent ef this, I would still be interested
in

knowing if there is a pewerful speaker vwe might draw ea o
diseuss the general point. Theugh £his might nRet be the route
we

ultimately go, I'd like to krew if any speakers whe Rmight be
available this summer come £e RiRd.

4. Please send me the Acky descriptien yeu referred te
concerning "the eppesite of visisp-drivenness,' as yell veh}

a8

other pertinent makerials.

gz fax # at the UW is 608-262-20%4.. Phis is REE Ry euh oF
e

department's fax, but the Scheel of Edueakion's.. Address Ehe
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SUMMER SEMINAR CURRICULUM DRAFT ((1)
DAY 1

9:30 €06 Noon: Imtroduction to the Seminar

GeEeetings =- Seymeur Fox, Alan Hoffmamm, Daniel
Pekarsky

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

Agenda for the seminar: what we will be doing
(axtivities, 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, experiemms, posditidon,
sophistication - Jewishly and educationally - of the
participants, and the consequent imperative importance of
careful listening and responsible respamdiimg.

\

The origins =and presuppositions of the Goals Project,,\\
imcluding a) an explanation of what we mean by "vision™ \I
(Gmclnding the distinction between the vision of an ideal \T
educating imstitution and the vision of "the ppoddutt"vma— ke
want to «cultivate in its social and individual ry
dimensiors) and b) some discussion of the Educated Jew
Preject imTtwx—rélationship te the Goals Project, ¢} the
impertance of "vision® beth in relation to the problem of
Jewish continuity and the development of effective
educatienal practices; d) the need for a vision to be
shared, compelling, and relatively concrete; e) the
ﬂ.mpomnce ct work in this area as part of a

mprehens : not as a substitute for su 2
effo:;? f) the d;ffe:nnu between having = ml.’awm-
statement and being visien-driwem.

LUNCH BREAK

1 -5 PM WHAT DO VISION-DRIVEN INSTITUTIORS LOOR LIKE? HOW DOES
THE VISION INFORM PRACTICE

In this session we exanine twe eor three visien=drivem
institutions = the Heilman "Defenders of the Faith"h o
piece and a second ene (WY inelinatien at this mewent im (

time is te use Dewey, drawing en his ewhm and ether N
accounts of the Dewey scheel; but ether pesgibilities

- T



inelude Lightfoot's account of St. Paul’s Scheell, er the
TC Record discussion of Waldorf). Ideally, we eeuld sse \

a powerful movie that exhibits a vision=-driven seheel =- r ;yuizj:;/

ahy lideas? If Heilman is in Israel, perhaps he could be

invited to discuss the way in which the institutien Re
describes is vision-driwam.

THE OQUESTION: in what sense are these institutiens

vision-driven and what impact does the vigien have @R
their effectiveness?

The institutioms, their underlying visions are descriked, 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 purpese

of the institution would also be appropriate.

The ¥Ykitchem™, as iit emonges @t FEion, thise Dewesy Schrall, thehe
Social Efficiency cdkzsswamm, aaddbier ait SuSumerdlill In igight

be relevant here (though this will depend

on the number of people whe've been with us

for earlier sessioms). If not the kitchem, 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
visiam.

NOTE: 1. te do the propesed afternoon activity well will require
our participants to do some advance readimg. 2. Though I‘m not sure
we nawpdthirent doremshdttiiiss meattmrdiiell, ttiee Fred Ndwwaann ppéeee on
"eontent-driwanrl education is pertinent to tihisddsscasidmn.

////

——

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 propesimg.

DAY 2: WHAT DOES A VISION OF A MEANINGFUL JEWISH EXISTENCE LOOK
LIKE?
9 - 9:15 Orientation to the day

9:1% = 11:18%

Break into work-groups of approximately 5 individuals

each for discussion of Greenberg'’s ideas. The discussion
has the feollowing 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 wvision.

5:15 - 6

Small group discussions, or perhaps one-on-one
discussions: personal reactions to Greenberg's vision of

a meaningful Jewish existence, in 1light of the day's
discussions.



fecusing on Ramah because it ((gs Greenberg ma
well be interpreted to be) is identified ﬂitz
the Conservative Movememt, these hesitatiens
are overcome by two other considerationps: a)
the importance of giving a prominent pesifien
in the seminar to a non-scheel=based
educational enviroment:, and b) eu¥
racommendation that after discussion of Ramaly,
participants have the chance to encounter €he
founders of other vision-driven institutiens
(@mimated by different orientastioms).

4 - 5:00: CONCLUDING COMMENTS ON THE MOVEMENT FROM VISION TO
EDUCATIONAL DESIGN: A SKETCH OF DIFFERENT PARADIGNMS,
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

PAY 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
eoneerning the ways in which visions get actualized and the
genstraints and other considerations that need to be taken into
aeeount; b) a cshance for them to more fully appreciate the value of
deipg the seminar in Israel, where they can visit with a number of
§i§ﬁifiéaﬂt Jewish thinkers and visit some very interesting
edueating 4imstitutions; c) a chance to look at vision-driven
ipstitutiens representing a variety of ideological stripes.

A ecenversation with Walter Ackerman [[if he”s available
and interested]] concerning his project/book

about people who have started institutioms.

Them, one or more of the followimg:

A vieit 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/orx:

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

its developmanit.



and/er a chanee for Isa Azon to discuss the development
of the Havurah Schosl, which she helped fourd.,

DISCUSSION

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

A Jdiscussion that focuses attention on
gsignificant debates concerning the way an
imstitution that seems listless and visionless
can move ‘towards the development of a
compelling visioam. To whom does the visiom
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 Scheim's
book on organizational cul ture,, which
highlights the role of a leader in selling and
embedding change in an institutiom; 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
perspectiwes..

(ks I have mentioned in conversatioms with a
pumber of yeu, while I am personally somewhat
sympathetic to Levin's notion that
stakeholders need to participate in the
shaping of the visien they will be supporting,
I am troubled by the ways in which his
appreach turne inte & crude mix of values-
elarification and negetiatiom. There is a
need, vhieh his medel does not address, for
the partieipants te do some serious learning
(comeerning, for example, the kinda eof visions
that a Greenberg, or a Twersky, or their own
denemination, prepownd)) prior te deciding on
their ewn visiem. I believe that in
develeping & medel for lecal communities, we
peed te make provisien for this —- via eentent
seminars that are fermal parts ef the
precess. |

Anether geggibiliitya te leek earefully at the
ideas eof Peter Senge, auther eof T FIFTH
BISEIPLINE.



PM

YEERE PS WE €0 FROM HERE? THE WORK AHEAD

gﬁig al}-important sessien still needs to be
1338d iR, It needs te provide closure to the
SCRiAaF, v graphieally articulate what's beem
accomplished, and to give them a chance to
react %o the experiense. But it also needs to
Jead iR very concrete ways to our work and
theirs next year. Though we have sketched out
ah agenda for hext year (see, for example:, the
ba Guardia Jdozwmenl), it will be important to

zevigit it drawing on their input in light of
the seminar experiences,.

CONCLUDING DINNER

WOTE: Im an earlier draft of the semimar, the following sectiom was

built imto Day 4.

Though this is open for re-consideratiiomn, it

seemed wise to drop it in favor of lookimg, on day 4, at the
development of vision~driven institutions in Israell.

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/missiom, on the one hamd, and

educational realities/outceomes, on the other.. The sessiam
would emphasize that 'the problem™ can be very
differently diagnosed and that different diagnoses would
suggested - very different remediation-strategies.
Depending on osur analysis, we could decide that our
pEeblem is one of 8) doing a better job of "marketing our
yisieaw te relevent stakeholders, or b) finding ways of
enbodying the visien in practice, or ¢) developing am
altegether new vision.



NAME

Robert Aronson
Chaim Botwinick
Botwinick’s assistant
Steve Chervin
Ruth Cohen
John Coleman
Aryeh Davidson
Jane Gellman
Marc Gurvis
Robert Hirt
Richard Meyer
Ina Regozin
Judith Ginsberg
Alvin Katz
Lawrence Katz
Sara Lee

John Ruskay
kVillian Schatten

3arry Schrage

STATUS

?

YES

YES (conf.)
YES
YES
YES
YES (conf.)
YES (conf.)

YES

?

POSITION

Executive Director of BJE

Project Director (MJF)

Pres. Chicago Fed. ofJewish Phil.

Head of Ed. at JTS

Co-chair of Com. on Vis. & Intiat.

Y.U.

Covenant Foundation

Chairman J. Continuity

Director of School of Ed. (HUC)

CATEGORIES

Pro./Federation

Pro./Fed. + Ed.

Pro./Educator (conservative)

Lay Leader

Pro /Educator (Orthodox)

Lay Leader

Lay Leader/Ed. (Reform)

(Conserv)

FROM

Baltimore

Baltimore

Milwaukee
Chicago
New York
Milwaukee
Cleveland
New York
Milwaukee
Milwaukee

New York

L. A

New York

Boston



Arnold Sidman
Louise Stein

Barbara Steinberg

David Teutsch

Isa Aron

Ellen Goldring
Rowana Scharavsky
Ray Levi

Beverly Gribetz
Tsipi Shor

Caroline Keller
Devorah Goldstein

Leslie Brenner

YES

YES (conf.)

YES

YES

Was invited

?

?

Co-Chair of Comm, on Visions & Initiatives

Executive Director - Comm, for Jew. Ed. of
the Palm Beaches

Board of CUE

Prof. of Education, HUC

Principal of A.J. Heschel Day School
Principal of Agnon Day School
Dean (assistant?) Ramaz Day School

Principal Orthodox Day School

will be in: Atlanta

will be in: Cleveland

Lay Leader
Lay Leader

Lay Leader

Lay Leader
Pro./Educator (Reform)
Pro./Educator
Pro./Educator
Pro./Educator
Pro./Educator

Pro./Educator (Orthodox)

Pro./Educator

Pros/Educator

Atlanta
Milwaukee

Palm Beach

Atlanta
L.Angeles
Nashville
New York
Cleveland
New York
Baltimore
Boston
(Israel)

(Israel)
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BALTROAOR:, o L3603

May 11, 1994

Mr. Alan D, Hoffmann, Executive Director
Council for Initiatives in Jewish Education
P.O. Box 94533

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 de 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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77} feconsiructionist rabbinical college

L= § Chuich Road and Greenwood Avenue MAY 1 1862
me Wyncote, PA 19095 § 1954

(Bx. David A. Teursch, Presidient

May 9, 1994

Dr. Alan Hoffmann
CIJE

P.0. Box 94553
Cleveland, Ohio 44101

Dear Alam:

Thanks for your letter of April 27 regarding my coming te "The
Goals Project™ seminar. Unfortumately, notice of the conferemce
arrived much toc late for me t¢ he able to reshuffle my plansy;
ironically, I will arrive in Israel only five days after the
conference is over. If you will be in Israel them, I would be

delighted teo follow up with some sort of meeting to get curselves
up to speed.

I am fimviting Barbara Penzner to attend the semimar om eux
behalf. She is a Reconstructiocnist rabbi whe, as you prebably
know, has spent the year studying in Jerusalem. Beforxe that she

was the head of the Jewish Continuity effert for the Bostem
Federatiom.

The preapect of having the College work elesely with the CIJE
along the lines of pileting a reinvigerated appreach to educatiom
through the entire leadership of a movement is a most exciting

gge% I de heope that we can centinue eour eonversatiers abeut
at.

est wigh B/,

Ve

Dr. Dav¥id A. Teutseh
President

PAT/ds
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Dear Seymour:
Encipsed piease find the following items:

a) Danny Pekarsky's bithet 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. [n order to make the discussion useful, I suggest we focus
oR the earlipr document which I sent Danny and which I have enclosed here as walll Yo
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
Iisrael. Even iff we could control what happens at the seminar, those who run the goals
project i America afterwards have to believe in it.

Alan iis especially concerned about what I have called the need for "closing with a
discmssion off next steps in the goals project.¥ He wants people to go home with speedh im
thand amd actually suggests the writing of 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 offthe question of how to present the argument for goals and into that of how the
semsimar will further the goals project. Also, Alan wants us to consider if we wamt peoplie
likke Ray [Levi, visiting educators from Toronto's Bialik School, etc. to participate. 1 am
affimid that the meeting will go in 70 different directions without solving anything. In my
opinion, the goal offthe meeting should be to close down the conception of the seminar
and to activate each off the staff with specific assignments.

b) A draft of the letter I want to send on Tuesday to Michael Meyer (+ his papen). 1
don't think that we can wait for an answer on the Harvard dates before we honouwr him
wiith 2 response to his efforts. The letter has a number of purposes in mind. First, | tried
to give Meyer the sense that we read and discussed his paper senously and respaxttiallly.
Second, I wanted to get across the sense that what we want is not a commentary on
Jewish edueation in contemporary conditions, but rather a larger discussiom of Jewish
education from the perspective of a view of 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 of liberalism in Jewish
edueation. Third, I wanted him to focus on the American example, since ] believe that it is
the heart off his discusssion and of what the reform have to offer Please let me know if
the lleitier iis aceeptable and if you want to make changes as soom as possible.

3. 1could not help but include this article on "Ben Gurion and Public Educatiion" for your
toliiday reading (excuse all the scribblings). It is by Shimon Resheff, and was published in
an english language anthology on B.G.'s leadership. [ simply have not beew ablie to forget
some off the faseinating revelations which emerged from this historieal pieee - inghiding
that B.G. saw education as more important than military, that he had anpd pursued a visiom
off education as a basis for the existence of the whele state. and that his suecesses and
failvees in wnplementing his vision have been largely ignored by historians and sehelans.
What this article taught me was alse that just as mueh as it may be true that revelutionny



societies provide an opportunity to engage in developing visions and aims for edueation, i
may also be true that they are bad frameworks to do so because so mueh else is
happening. We may be living in a time when the need for vision in Israeli soeiety 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:

[ hope that you do enjoy this holiday, since, as you know, it is the holiday of Jewish
educatiom.

naw 3n,

Danny Marom
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I never put a curriculum document in the mail,, Daniel,, the
reason

being that Barry and I had to postpome our phone conversatiom
until Thursday and are speaking agaim today (Friday mormiimgy)..

My conversation with Barry yesterday was extremely helpful
and

resulted in putting a new and potentially powerful idea on
the

agenda for the senimar: am oppoortunityy for serious discussiion
with 2 or 3 Jindididwalkd swhiom, guideddloy a wiisiion, havéabeemeen
involved in the launching of new Jewish educatiomal
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 ornthhsb) ), weremighitt payy as wisiitt to tlhe Hartmémrtman
Institute amddmeet twitihHaxrtmesm, ocorto Pardes; a conversation
with Ackie - who, if I remember correctly, is writing a beok

dealing with visionaries who've started institutioms - might
be

interestimg. Right now, we're trying to figure out if this
route

really makes semse,, given our principal purposes for the
seminar;

and if so, whether something else, and if se what, has te
give



in order to pursue it.
I*il 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 mumber 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
excitimg..

On a different, and somewhat soberimg,, note,, I'm forwardimg
to

you a recent correspondence I had with Fred Newmamnmn
concerning

OUF project. The correspondence underscores the extemt to
which

eur venture is both pioneering and of uncertaim outcome.

All the best.

One last comment: as of next Fridawy, I'll be in Clevelamd for
two

weeks and can be reached c¢/o Cleveland College of Jewish
Studies

=- 216-464=4050.
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Date: 59227479994 12:03 pm ((Thursday)
Subjeet: "Transformed™ schools

Dear Fred:

T knew it's a very busy time in the year, and I know you
might

net have time to respond to my guestions/regquest. That said,
I'd

like to ask for your help on a couple of matters.

I am in the middle ef a project in the area of Jewish
education

that is econcerned with understanding the failure of Jewish
educating institutions and with the development of
reform-stratgies. In exploring thies area, I came across and
greatly profited from your "Beyond Cemmon Sense"" piece. I
would

be grateful if you could send me an extra cepy of that one (I
seem to have misplaced my own) and any ether reeent artieles
of

yours that address the problem of conditioms for meaningful
reform. Essays that further develop your eclaims concerRing
the

need for Content-driven reforms would be espeecially valuabie.



Beyond this, I have a more genmeral, 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 conditioms
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 institutiom'ls journey from, say,
mediocrity/aimlessness to effectiveness? One or more pieces
of

this kind would be invaluable for my work right now. 1I'd be
grateful for any suggestions you might have.

If you're around 1in 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 suggestioms.

Daniel Pekarsky
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ASCII (PEKRARSKY@scemadisen.wise.edu)
BMATL=8=MB, fhis is & muktitpart meessage. HHit <<GR> tbto
continue
[(2F [H [InMIME type: TEXT/PLAIN
Charset = US-ASCII
name = ENCLOSURE

[ mm
Content-Type: TEXT/PLAIN; Charzet=0US-ASCII; name="ENCLOSURE®
Content-Transfer-Encodimg: 7BIT

Date: 5/13/1994 10:00 am ((Friday)

Subject:z Re: "Iransfformed' schools —-Forwarded

Forwarded mail received from:
SOEDEAN:soell seel.internet " FNEWMANN@macc .wise .edu

"Files: mO:MESSAGE, ml:iHEADER

BMATIL-S-EOP End of this message part. <CR> to comtimies:
[[2Y [ [[ImMIME type: TEXT/PLAIN
Charset = US-ASCIT
name = ENCLOSURE

Content-Type: TEXT/PLAIN; Charset=US-ASCII; name="ENCOIQSIRE"
Content-Transfer-Emcodimg: 7BIT

Date: 5/13/1994 8:34 am (Friday)
Subject: Re: "Transformed" schools

I'l1l send the "common sense™ article under separate cowenr,
along with some other

things. Unfortunately, I den't think there is amy solid
empirical research that

shows that content driven reforms produce better results for
students. Neither

de I know of any case studies that show how eschools have
really improved through

policy driven initiatives. There may be various stories
written of hew great

certain schools are, bpbut these are usually self-servwing
accounts with virtually

ne imndependent ebjeetive verifieatiion.

Give me a call in June and we'll try te gebt togetimr. Have
you talked with Adam

Gamoran whe is alse werking en the study of Jewish edweation®

Best wishes.



Dear Danmy:

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 documemt, 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 meetimg, 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 undertakimg, including
assumptions about the learner, teacher, settimng, etec.)).
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 directiom, 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
intoe what goes on in educational institutions in 1lead 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 1is a
very intimate and delicate one. It calls into guestion not
only the haphazard manner in which Jewish education runs on
the 1local 1level, 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 educatiom 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 +topie with the ¢laim 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 pronouncemnemnts,,
which are objectionable to few.™

At its deepest level, the goales projeet exposes these
issues and ambivalences and puts them right on the planning
table. A close reading of your document on the goals preject
reveals that the attempt to discover a criterien by whieh ene
can allocate resources, train staff, deeign programs, ete.,
will necessarily lead teo an inguiry into the gquestien of
“what is a meaningful Jewish existence?"



I think that one of the educational challenges of the
SURRRF SRMINAF is to facilitate a smooth move into the unique
sasues of edueational content. That is not to say that every
Eé&%i@&@@ﬂt needs to come out with his/her own conception of

he edueated Jew. Far from it. It seems to me that ome of the
goals of the goals project seminar should be only to initiate
the participants imto the discussion of contemt, to get them
understand what is at stake in terms of their own persomal,,
institutional and communal commitments to the aims of Jewish
education and o correspondingly begin clarifying their owm
aims to themselves.

I am reminded here of a wonderful moment in a master
class given by Isaac Stern to a young violinist in Chime.. It
was filmed im a documentary called "From Mao to Mozart.'™
After witnessing a virtuoso, but cold technical playimg of a
Mozart wsonata, Stern sensitively approached the child
violinist and imvited him to play the music with instrumemit
rather than the imstrument with the music.. As they worked
together, what emerged was a tender, if flawed, renditiom of
the music through this child's own voic=.. The child did alot
to fight it, but in the end, he had to becams, as you say,
"smimated" by the his own understanding of the mmsiic.. Thee
transformation occured just when his unemotiomal face
cracked into a bittersweet anguish at a specific point in the
playing.

What will be the egquivalent here? The seminar will hawe
succeeded, im my opiniomn, if each participant comes out
upderstanding what s/he does not necessarily have answers to,
but e€anhet aveid addressimg. The participamts should
understand that they need help in order to address comtemt
issues, that they need the input of the Jewish communityls
fines€  minds, its eentral institutioms, and its more
sensitive and professional educators.

If all they come out with is the addition of phrases such
as "“isien-drivenness® and Yinstitutional mebilization arowrd
ealslt £t& their already technoeratic esocial-planning amnd
siness 1linge, we will have failed. Ne matter how much they
may have been cenvinced by the argument for geals as a basis
of effectiveness - and yeu knew that this is a central straim
if my own understanding ef the geals prejeet - we have te get
these imfluential peeple te go back te America with a sense
ef persenal stake in the aime and content eof Jewish
EQUSBALS. -

Isa'€ 1€ fuspy DaRny tHEeT tH¥ds isis e kind of
@Eg@ﬁﬁuﬁiﬁy whieh dreve us all inte Jewish education and AW
that it is at eurdaesztdp,weefFiddovusebives 80 iRvelvRd iH

anether mede of didgkerpwese? 1l fieal tHet i Was 2 RECESSary
diversien, beeause it is impertant e ferhmulate Ee
invitation te deal with centent in prefessional terms Which
GaR capture £he atddfiterPn amnd truast oef the oMMty
However, €he point remains. Fhig seninarF provddes ahn



ultimate Jewish edueational opportunity and challemge in that
1t fFimally enables us to get the community involved in the
guestions whieh 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 courss,
its schelars. Second, we have Seymour Fox - who perhaps more
than any one else will be capable of helping the participamts
move from the language of community leadership and planning
to the language of educatiom. And third, of course, we have
the educators and planners on the CIJE and MI staff ((Alam,
Gail, Barry, yourself, Shmuel, Annette,, and myself)) who
provide a wealth of personal experience on many differemt
levels as a testimony to the intimate 1link between contemt
and practice.

These resources are up against a serious set of
constraints. As I mentioned above, issues of educatiomal
content raise the temperature of any discussion on Jewish
existence, so we have to be careful about how we get the
participants imto the discussion in a fresh way, without
letting it become politicized or banalizsd., How do we
ignite this imguiry in an honest and inspiring way? Its a
difficult pedagogical questicm.

Furthermore, we are asking the participamnts 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
phoene, my own experience in teaching the educated Jew
materials to educators at the Jerusalem Fellows and the
Schooel for Educational Leadership has shown me that it takes
lets of time and many raptures for even your |Dbasic
distinetien between instrumental goals and substantive aims
te be internalized and clear. How do we get our audience to
lower their defenceg 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 professicmal
and Jewish, this is not going to be easy.

2, THE COLLABORATIVE EFFORT: The summer seminay provides a
difficult challenge to these ef us pityful academics who wamt
te prove teo ourselves that when it comes te our ideas about
the world, we really deo mean what we say.- Here we have lay
leaders, federation planners, schelars and educators enterimng
inte the arena of educatien in erder te hammer out seme
common understandings abeut what and hew things sheuld be
dene, If ever there wae a context which demenstrates
Schwab's ¢laims about the multifaceted and eemplex nature of
the educational undertaking, abeut its working 6eR 8o RHany
levele at the same time, here it is. And yet, researeh has
shown that education is plagued by an incapaeity €o develep
sucecessful ecellaberative relationships..



T am Sure tthat we do moit asmome treat wee e e megile
waRd whiech wiilll aaitcomedtiicedllly gyeartt uss sEEEsSs  fmanan crked
where many others have failed. What kind of unique modes of
exchange will faecilitate true discourse in this seminar? How
will we train ourselves to implement these modes of exchange?
How will wWee kooww we Hewe soioowestd? ThHese andl sdimiilse
guestions should keep us sweating from now until July. Just
to get the ball rolling, I want to suggest that we do net
necessarily assume that the best way is to break up inte
groups. It is true that this is a comfortable made 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 iiss ffimesiggn too  thizam.
However, do such group discussions provide the kimd of
experience which remains in ome's mind and even transform
something in ome's perspective? As Seymour has pointed out to
me a number of times, a discussion between two or three
people in fromt of a whole plenum can be equally if not more
effective.

Another problem which emerges from the collabeoratiwe
nature of this undertaking is that of wounded egos. It is,, 1
think, a problem in all forms of adult educatiom, but how
much more when you have such a diverse group of stakeholders
in the Jewish community. Now you and I already know that
(sie) the community really ought to respect its Jewish
educators most of all, so we don't have to worry about our
own dignity amhdedd] rasgreact{(!?). Hdowearear, How dio we gett
everyboedy else to understand that they @ &ll egually
important and interdependant in this process of determimimg
and implementing educational content ((especially with the
baggage of "“why hasn't it been done this way in the past2?m)?

Here we amgp, thHdie CUEE has thumed to comrumity lay
leadeEs E@ mandate educational change, to the federatiom
peeple to plan and oversee it, and to celwedtess tto iimpbewent
it, and yet this «am thwm imto guiteca PRdlitdh Jewish family
d¥ama with everybody busying themselves with what's behind
everbody else's underwear. Without getting inte toe much
detail, the CIJE's experience seems to expose just how
cemplex the relations between all these sectors can be (we
knew from our world, for example, about how educators cam
épenly patronize lay leaders)).

My sense is that we have to overcome this preblem en a
number eof levels. Firet, I think that every participant
needs te be treated with equal respect and muech eare, as if
te say, this is how Jewish education treats those Whe
earnestly get invevuadsed. Thilsis mey mesan et ey Steff
member should be responsible for the eare and understanding
of a given number of participants. Seeond,, I think that
there should be an  atmesphere o6f the Philadelphiam
Yeomstitutional ecengress® at this semina¥r Eh@ faet that the
Seminar ¥eem Ras ny willdsws milght hea ussd dietaill  Heake) .
It is as if te =y tHat we axe é@i&iﬁ@dyﬁéd i some Kind of



happening here - not a regular conference with all its eeffes
and cake and cocktail party ambiance, but a unigue evemn®, an
interesting opportumity. We have to consider what are the
minimal conditions for this kind eof atmesphere (eg. Re
"skipping class™ allowed = full partieipatien at ali
meetings, everybody eatg together, ete.)).

Of course, none of this should be misconstrued as saying
that the CIJE will provide whatever anybody needs for Jewish
educatiom. We have discussed the problem of promising tee
much a number of times. However, the idea is to assoeiate 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 clesely 1linked the
administrative and content issue of the seminar can be. This
is a topie 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 1is 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 handied. I imagine that one point 1is 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
scholare are here, so...

I de think that there are real educational aspects to
this issue whieh we might conesider. First, we have to watch
eut for what I would call the "magic mountain™ effect. That
is, the participants come to Jerusalem, have an intense
guickee experiemce, 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 c¢an and
has been done. 1In additieom, 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 participanmnt, what we weould want
them to do when they go home, and then plan accordimgly.

Second,, I think that Israeli education may indeed
provide a vicarious example of the issues, dangers and
possibilities involved in determining gecals for Jewieh
educatiom. I am not sure that we should risk a trip te any
particular institution and say "here, thies 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 discussimg..



There is the danger, of course, of "Oh here are the
Is¥aelis trying to teach us about them again!™ Howewer, the
peint here, irenically, would be to show how difficult the
preblem of vision is in Jewish education in the Israeli as
well as in the diaspora settimg. 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 settimgs, they
will be taking leadership in the Jewish world. Who better
than committed American Jews should deal with the guestion of
goals flor Jewish education 1in a society which offers
democratic rights and religious freedom?!

Correct me if I am wromg, but it appears to me that most
of the participants will have been in Israel befor=. I say
this in order to rule out the need to include a third element
here, which 1is siteseeing and general Israel mongeriing;.,
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 totwwpryyoonpsediessabout exttracurmricmlar
activities. Rather, we'shbalddcreaiecaalbosrd nomom stmusgpiieme
which leaves no time for anything but busimess.

Nevertheless, I would still suggest two exceptiaons.
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
imnformation on what 1is going on in Jewish education around
the world as well as tddfaanilazizee thee participamts with the
various institutions iniéeussdéem whithh azee mesowrces for
Lead and other community undertakings in education (Meltom,,
Melitz, etc..).

Of course, all of this is my opinion and I would love to
be shot down. 8o let us continue to be in touch on a regular
basis. I hepe 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 te yow, I will do se
through fax or Bitnet.

zlacta,

Marom



BITNET FROM DANNY PERKARSKY ON LATEST GOALS PRQJECT 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 mornimg. As I wrote and
read it, I found myself impressed by how much we accomplished
Jast Tuesday -- though coomegttuaslllly and] cdiierwise, theass''ss sHiilll
a lot to do. In pemrtticular, it sesmsumlilkedly tleat wevesaran
meaningfully do eswerryittniimgy deseriibeet] iin tHee fiilke that iks
attached; there waillll messsll tioo Hee swomes e ciloobess, oblodices thatat
should be driven by what we most want to accomplisth..

All the best.



THR LAGUARDIA MEETING: MAIN THEMES AND OUTCOMES
PARTICIPANTS: Dorph, Hoffmann, Holtz, Pekarsky, Wygoda

BLAN OF ACTION: Review the statement of “Desired outcomes™ for the
semnihar developed by Pekarsky with attention to clarity and
switability, and'to then use the revised/clarified statement of
outcomes as a basis for thinking about the semimar.

The meeting began over lunch ((before the arrival of Hoffmanm
and Wygoda) with a review of three inputs:z a) Daniel Marom's most
recent ffax summarizing his thoughts about the upcoming semimear; b))
Pekarsky's list of desired outcomes; and c¢) Dorph's list of desired
outcomes. Our sense was that these three pieces pointed in wvery
similar directions, and, after discussion of issues suggested by
the documents, we agreed to use Pekarsky'"s 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 cam
identify specific benefits. ((The nature of these benefits will
depend on the other outcomes, but might include such things as new
understandings, imsights, or skills; a sense for the importance of
being vision-driven; a plan of actiom; networking; personal growti))

2. Feel that they've been taken seriously as intellects and as
sources of imsight 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 desigm.

5. "Own" examples of vision=driven institutiomns.

®. Understand the ways and extent to which Jewish educating
institutions are nmot vision-drivem, as well as the conseguences of
this weakness.

7. BAppreciate that the development of personal and shared visions
iis diffieult, energizing aleng the way, and do=able.

8. Appreciate that the effort to embody a vision in a living
educational setting is cemplex, laber-and=time-intensive,
energizing, and do=able.

9, Come away with a better sense of what they need te know _
ggmmitt@d to learning mere, and eager te enceurage leeal efforts im
is arena.

10. Understand what the next stepe are: what event®, activitiew,
and efforts will be taking place when (beth leeally and
natienally): their respensibilities in the preeesw; rele eof GIFw;
rFele of denominations.



definition might be ™A form of Jewish existence that the
individual experiences as personally meaningful, se mueh
so that he/she desires to identify with Judaism and the
Jewish community and to encourage such identificatien in
his/her children.™ This is, however, a strictly foermal
definition, and it is important that individual
institutions £ill it in with specific understandings of
the kinds of things that will create the sense of
meaningfulmess..

4. In offering a seat of the pants, intuitive respense to
the question concerning what counts a vision of a
meaningful Jewish existemce, Pekarsky suggested that it
includes answers to guestions concerning the place of
Israel, God, Mitzvet, 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, questions 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 answerg to such larger issues.

In any event, this conversation raised the questiomn:

Is it really necessary for a principal or a scheel to
have substantive answers to such theeological questions,
er is it possible to proceed with something more minimal
=- namely, with a commitment to address such questions
within the school? This discussion led into the next
point (See B. below))

B. In relatien te Outcome #5, there was a discussion of what counts
as a "“visioen-driven" institutiem. Is it an institution that
representes a specific answer to basic questions, e.g., concerning
Ged, Mitzveot, ete. =— or is it suffiecient if the institutien
commits itself to dealing in some meaningful way with suech topies.
The latter commitment might be carried out via a classiecal libsral
approach, according to which students would be meaningfully expesed
to a number of perspectives on a given topie and then be encouraged
te develop their own views.

The discussion of this point revelved around the gquestiem: is this
"liberal"™ approach adequate to our situatien and te the needs ef
our students? Does it represent "a different kind of wvisiom™ e¥
"an absence of viesion® =- a declaration that we have ne visieon,
except that you should develop your own visien (whieh might be
called a liberal rather than a speeifieally Jewish visioem)). The
discussion, which wae left before there was any elesure, points te
an issue that we felt might be worth taking at the semina¥
itself. One could even imagine writing up a brief dialegue that
simulates the dialegue we had on this peint as a trigger teo
discussiomn.



C, Some discussion focussed on what participants should Ycome away
with”, Alan stressed that they needed to feel —- indeed, te knew =
that the seminar would lead into and contribute to an artieulable
plan of action to be embarked on beginning next year. Based on ou¥
knowledge of the clientele for this seminar ((ranging from Rick
Meyer to the Steims), our sense is that for them to come away
feeling "Wieflve learned how important this is; and we know that we
need to do a lot more learning,"™ is important but not sufficienmit.
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 imstitutions 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 seminaxr),

but will differ because we'll be dealing with educating
imstitutione rather than community-representatives. We

may want to be encouraging them to begin the process of
developing a vision (wia steps to be determimed)..

We alse spoke abeut the importance of including in, or as
a@n aceompaniment te seminar, a content-piece designed to
encourage partieipants to encounter and wrestle with a
nuiber 6f conceptions of a meaningful Jewish existence as
they develop their own guiding educational visioms.
(€learly €his is an arena in which denominatiomal
invelvement - see #3 below - will be very pertimemt)). In
stressing this content plece, we differentiate our
approach from any number of other approaches emphasizing
visien which invite people "to envision" without
expecting them to be challenged by the views of people
whe may have pondered the issues at stake longer and more
deeply than mesat of us have.. Our sense has been that
suceh an encounter could greatly enrich the deliberations.

€Conceivably, at least one of the seminare might be a
jeint one, that is, for the partieipants from each ef the
local seminars. This would afferd oppertunities te
netwerk, trade experiences with the effert, begin
building a trans=local sense eof esprit de eorps. It's
alsoe conceivable that some ¥eal "pre" in this area, e.9-
a Senge, a Drucker, a Sige¥, a Levim, eculd be feature

at such a seminar.

The point of these seminars: to educate abeut the impertanee
of vision-drivenness, bit alse te eneeurage effoerts in
this directiom.



2. TRAINING A CADRE OF INDIVIDUALS WHO WILL WORK WITH THE
FEELB: Tt will be announeced that while CIJE will not
directly work with educating imstitutions that want to
werk systematically towards vision-drivenmess, it is

prepared to train a group of imdividuals who will work
with such institutionms.

(Unzesolved guestions imclude the followimg: a. whatt
kinds of people are desirable for this role? b. what
woeuld the training look like? c. would they be employees
of imdividual imstitutions or of the communities? d.
would CIJE ok local bodies be responsible for identifyimg
the appropriate imdividuals?))

B. DENCMINATION-QRIENTED 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 imstitutions to help institutions address "the
content piece," that is, the development of a guiding
vision of a meaningful Jewish existemce.

With this in mind, CIJE will announce and crganize a
seminar ffor next fall or winter for the representatlwes
of mational denominational imstitutioms. Here the issues
discussed in the summer will be addressed, with special
attention to the ways in which denominational personnel
and imstitutions can move the process alomng..

4, CORLITION OF VISION-DRIVEN INSTITUTIONS: Lurking in
the background, there remains the notion of a Coalitiom
of Visien=Driven Educating Institutioms. We will have te
consider whether, or under what conditioms, 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 outcones
need not be focussed on at this time, sinee they will be achieved
fairly spontanesusly if we do a goed j6b with some of the othess.
#s 1, 2, and 9 were im €his €ategory.

Rs it turned eut, altheugh we imagined £hat we would preeceed
outcome-by-outceme in this part of the meeting, the disecussion
developed in a much mere iﬁt@gf&ﬁéd way. Belew are thewmes ard, in
Sofe cases, activities Ehat shewed Ef@ﬁi@% The eaveat is that it
may well be iwpossible €e do a geed z@s with all &he thirgs
@@§@ﬁib@d-5@i@w = henee, the prebable need te Wmake seme harxe



I. THE GREENEERG PIECE

A. Becauspecgfistherchasacteraofechisfehsayesbaegaubecafiséhef wolrk work
done imn the Mandel Inmstitute based on that essay, and because of
his availability during our seminar, we thought long and hard about
ways to use Greenberg's vision as a springboard to much that we
want to accomplish at the seminar. Greenberg is a wonderful point
of entry imto the following important discussioms:

1. What counts as ™a vision" of a meaningful Jewish
existence? What are the elements? On the one hand, this
can ffocus attention on the way in which a vision
addresses and imterprets 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, knowledgss,
patterns of activity, commitments, beliefs, etc.

2. Bn opportunity for participants to begim, or contimue,
a process of reflecting on their own visions of a
meaningful Jewish existence, something that should happen
as they encounter and react to Greenbery's.

3.From vision to goals: How might one approach this
effort?

4. Fromrgumadysatse é&duedtdehadnpraptdceica: changende to
introdiuce participants to the importamce, as well as to
the issues and complexities of this movememt..

B, In reiatienatéothéce tepiousrthemeshemes pbeganbtgathinkthink
abeout the kinds of activities that might be valuable in relatiem te
the Greenberg piece. These include the followimg:

1, Read the Greenberg essay.

2. An exercise based on the Greenberg essay degighed te
encourage partieipants a) te develop an active
understanding of his ideas, and b) to react te his view
in personal terms and thus to use it as a way of
clarifying their own ideas abeut a meaningful Jewish
existence. [[Note: we must be ecareful abeut whether we
want to ask them to think abeut Greenbergls visieh as am
educatienal visien fer thelr community, of whether we
want te ask them abeut hew they, as individual Jews,
respond te his ideas.]

3. A chance te disecuse Greenbergls ideas iA group=
settings, to see what the maje¥ guestiom®, i8sues are.



4. h chanee te meet with Professer Greenberg to discuss
his ideas and partieipants’ questions and concernms.

%. Im order to encourage both a better understanding of
Greenkberyg and an understanding of the kinds of questioms
that & vision answers and the elements it includes, we
discussed an exercise designed to get participamts to
analyze Greenberg's vision in a fairly systematic way..
They would be given a list of fairly concrete questioms
that focwus their attention on the vision's elements
(@lomg lines suggested im A.1. above). Along with the
amalytical 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.™

®. An exercise ((perhaps in the context of #5)) desigmed to
get them to think about what educatiomal goals flow from
Greenberg's vision -- with an emphasis not just on, say,
"idemtification with the Jewish People™ but on the way in
which this motion is understood by Greenbery.. 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. Bn exercise designed to illustrate the difficulty and
complexity of moving from goals to educational desigm.

a, Participants would be asked to take one
particular goal and them, possibly in small
groups, develop an educatienal strategy for
realizing it.

k. A subsegquent exercise in whieh participants
are given a series o6f questiens that encourage
them to identify the many assumptions of
different kinds that inform the meove frem
geals te edicational design =- and the basis,
or lack thereof, for these varied assunptions.

€. A diseussion, probably best led by Beymour,
that engages partiecipants iR Seeratie
conversatien and refleetien en what infermed
their efferte teo move from goals te practice.

4. A presentatien by Paniel Marem concerning
the ways in Whi€h he and ethe¥ Mandel _

Institute s€aff have been wrestling with this
issue and where theylve gsne with ie.

€. B diseussion, perhaps led by banieh _
pPekarsky, €oncerning different appreaches in
the edicatien literature te the Efgbl@m ef
sibedying a visief in edueatiena

ERY L ECRTERES.



II. PORTRAITS OF VISION=DRIVEN INSTITUTIONS

) . . We imagined looking at three very different kinds of
imstlitutions - both ideclogically and institutiomally..
Pogsibilities are:s 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 te the enterprise -- but also, how, depending om the
wvision, this diirection is very, very differemt..

ITI. 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 SCHOQOL, Heilmamis and Shoem!s
pieces on supplemental schools ETC.)) and looking at examples of
imstitutions that are not vision-~driwem, participants will be led
to better understand why having a vision is important and what
happens in its absemo=..

An exercise that we think might be powerful in relatiom to
this material is the followimngs:

A. Students are presented with a case in which there is
a great chasm between the institution's avowed missiom
and what the imstitution looks like and accomplisihes.. 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 visiom; or, there's been no
effort to transiate the vision into practice))

€. Further analysis designed to better understand the problem,
e€.q9., What does ignorance of, or disidentifiecation with
the visiomn, signify?

D. In the concluding part of the exercise, participants
would be brought to understand hew, depending on their
diagnosis of the problem, different kinds of strategies
weuld suggest themselves. This last diseussion would
include seome cenversatien about hew ene would ge abeut
assessing propesed diagnoses and strategies..

1IV. INSTITUTIONS THAT HAVE TRAVELLED FROM HGYPT TO BINATL;
INSTITUTIONS THAT HAVE BECOME VISION-DRIWHEEN.

A. Examples (if we ean find thew)

B, What are the eritieal variables? To what extent is
leadership a key issue? What styles of leadership are
effective? Competing views 6f the rele of the leader im
the change preeess.



V. GETTING STARTED

Ways of thinking about the process of catalyzing the movement
towards vision=drivenness in educating institutioms.

Among the issues to be explored is the followimg: different
approaches to the problem of generating a vision that is
%@%ﬁi@i@ntly 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 —- GQ 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 soam.

2, A second unaddressed issue is whether it is possible and/or
desirable te include a second vision ((@additional to Greemnberyls) 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
visien is; B. Participante will better appreciate the existential
and moral choices implicit in, say, Greenberg'ls vision by seeing
how someone else, equally thoughtful, makes very different
judgments and cheices; €. An opportunity to see the ways in which,
educationally speaking, different visions pull practice in very
different directions; D. A more politiecal consideratiom: if the
enly visien in the currieculum is Greenberg's (whieh 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 noet been seriously examined?

AGAINST A SECOND VISION: As it is, we may net have eneugh tiwe feF
everything we want to do in the semimar. Te intreduce a seeend
vision in a meaningful way is not peseible given the time=
censtraints in the seminar.



If we were to decide that it is possible to find a meanimgful way
to introduce a second visiom, the question is, "Whose?" The
eritical question is, "Whose would be most worth looking at?™
Tvwersky's may be well-developed ((though the North Americam staff
have not seen its latest incarnations), and it might be reassuring
to the Orthedox 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 leoking at a
"more liberal™ wvision? Brinker's vision meets the "more liberal™
criterion and he's likely to be fruitfully provocative and theought=
provoking; moreover, his vision of liberalism as applied to Jewish
education might be very worth discussimg. BUT: are his views toeo
much grounded in Israeli life to be optimally useful with this
audience? And does the ffact 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 concerm, werk against
his usefulness im the seminar context? A third possibility would
be to Ilook the vision of a thinker not included in the "“Educated
Jew" project — for example, Buber, and to ask someone like Rosenak
to develop the visienm.

3., The conversation with Barry Holtz this morning gave rise to an
interesting Jewish coenceptualization of the challenges of the
Geals Preject. 1In my memo, in speaking of institutiomns that had
travelled from mediocrity to vision-drivenness as institutioms that
had gone from Egypt to Sinai. Barry spoke of their geoing from
Sinal te Israel. As we plaved around with the different
implicatiens, we arrived at something like this: From Egypt to
Sinai =— this is the road from Visionlessness to Visiem; from Simai
£6 fsrael =— this is the effort to take that visiom and make it
ceme alive in the everyday life of the community. Jeintly these
images seem te capture much that the Goals Project is abaoutt.

4, Barry Holtz and I agreed that between now and Tuesday, I will
take the varieus ideas discussed as possible ingredients in the
semina¥ and try to come up with a conceptualizatiom that will
énable us te decide whiech of them to include, with what emphasis,,
ete. On Tuesday, er befere, I will send this draft out te the core=
staff working on the seminar for feedback.

Shabbat Shalem te all.
Panny Pekarsky
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