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kinds oftheories and helpers may prove invaluable.

CONVERSATION WITH GREENBERG: OPEN-ENDED

=tut it is erucial for Fox, Marom et al to be prepared with questions, comments, etc, that will help

enlweﬁ of Fe- dxrect the discussion if this proves necessary. Before participants conclude the
ng's session in which they study Greenberg and/or at the end of the morning sessiom.

ihmhmdd_hm_s_hanee to frame questions. This might be as simple as giving them 5 minutes to

jot down questions they may want to raise.

ALTERNATIVES TO GREENBERG (Marom-—and Fox?)
The key here is

a) to highlight the diversity of views represented in the Educated Jew Project, with some attention
to one or two powerful examples of fundanmental differences of opinion.

b) This might be an occasion to highlight the formal elements that enter into a visiom. For example,

1L each vision, however differently, takes a position concerning the importance of the
Land of Israel, the status and importance of Mitzvot, "God", the desirability and kind
of study that's desirable, the amount of pluralism that's desirable, etc.

2.each vision enncourages a particular constellation of skills, understandings, and
attitudes; each may diffrerently understand the relationship between the individual and
the group.

3.Equally important, implicit if not explicit in each vision is a different conception of
why Jewish continuity is important, about what meaningful Jewish continuity is, and
about what a meaningful Jewish existence is

c). One powerful example of the way differences in vision translate into differences in goals and
educational design.

d) Reiterate, iff the point has not been strongly made in earlier sessions, that a Reform alternative is
now being developed.

€) Brief preparation for Brinker.
ALTERNATIVES TO GREENBERG (2): OPEN-ENDED CONVERSATION WITH BRINKER..

YOU WHO KNOW HIM KNOW MUCH BETTER THAN I DO HOW BEST TO ENGAGE HIM.
THIS SAID:



1. I¥s important that some of his differences with Greenberg emerge;

2. It is important that the pluralistic dimension of his emerge clearly, as well as his emphasis
on autonomy.

For many of our participants, this will probably be an issue from the very beginring —
and Biinker will speak to this concern very well. This may put on the agenda
the question: YWhat might a "liberal" approach to Jewish education that encourages
autonomous choice look like in a U.S. synagogue or in a JCC? In the U.S., where a
prior sense of belonging to the Jewish people cannot be assumed, could such am

approach be problematic? What implications would the Liberal approach have for
curriculum design, etc.? >

TOWARDS SHARED VISION (1)

Holtz and Dorph introduce the exercise, explaining that the point is to surface insights, an
wnderstanding of obstacles {and possible ways around them), concermns, and strategies. Each group
will need a facilliatior and someone who is prepared to report back to the group what they have come
wp with. Conceivably, a grid with diffierent categories/questions will be helpful. For exanmple:

1. Who are the stakeholders that need to be engaged initialty?

2. Through what processes will you engage these stakeholders in the effort to begin thinking
about goals and vision?

ETC.

Developing this set of questions might be worthwhile for Barry and Gail. It might help give the
participanis guidance.

Perhaps the sub-groups are asked to articulate their conclusions on large sheets which are taped in
the room.

TOWARDS SHARED VISION II (Dorph and Heltz) In this session, Barry and Gail process the
work accomplished in the small sub-groups, looking for convergence of opinion, differences, issues,
strategies and insights.

This is also a session in which they articulate some guiding CIJE principles in this domain = so that
the participants do net come away thinking, *Nice diseussion - but no emerging sense of directiom."



SHARING LOCAL CONERNS AND EXPERIENCES
Domph

This session offers them an oppertuaity to share with the group what they've chosen to share
concerning local efforts, insights, issues. Gail moderates -- but this is their sessiom. I am
assamiag that i this session no more than 4 communities are represented — Baltinnore, Milwaulkese,
Clrveland -- and possibly Bosten. But I'm nervous about including Bostom, wihich is a very smmll
dellegattion ~ it might not leave enough time for the others.

DAY 3%
CASE-STUDY (Pekarsky and Epstein)

Kyla will present a recent effort on the part of her very large Reformn Congregationzdi
Community in Cleveland to develop a guiding vision that includes but goes beyond the schoall. She
stmesses that, for them, the whole syngagogue, and not just the schoel, is the educationl institution.
Sthe takes them through the process with attention te such questions as: what concens gave rise tw
if? Wihose concerns were they? Who initiatied the process - and how? What did the process look like?
Whait were problems along the way? What were the outcomes? How, if at all, did the outcomes fead
back imto the fife of the imstitution? etc,

She will raise some of her own questions and concemns and invite comments from tihe group.

It iis possible that we will break into smaller sub-groups to discuss what ideas, strategies might be
generalizable beyond this case-study. These ideas would then be brought back to the group as a
whole.

TOWARDS A COMMUNITY-WIDE AGENDA

This session is designed to prepare them for their effort te articulate a community-plam (over lungh).
There are two parts to the session, although the preeise content of each may vary depeding o wiait
happens ever the week. As of now:

MIKE ROSENAK

The plan is that Mike will speak about a language that ean be shared and ereate a measure of
unity among the diverse groups in a community even as they set abeut interpreting the key coneepts
very diitorently in light of their own views and eommitients. The possibility of a community=\idke
Yision that is asticulated in this shared language —and is mere than fuff - is diseused.



HOFFMANN

Returns to theme that developing a plan for encouraging vision-drivenness in local educating
imstitations is only one part but an important part of developing a community-wide vision in the
domain of Jewish education and beyond.

Hoffmann articulates the planning task, to be accomplished over lunch. A series of guiding
questions (Dorph and Holiz might prepare this) might be helpful These questions might to some
extent parallel the kinds of questions they used for their exercise the day before (even though the
exercise dealt with the institutional level).

WORK GROUPS
DISCUSSION OF COMMUNITY PLANS

Here Gail moderates. Representative of each community puts the communiuty's plan on the
board, and there is an open-ended discussion. Things that haven't been decided but need to be are
raised —for example, who within the delegation will take the lead.

CIJE AND THE LOCAL COMMUNITIES: NEXT STEPS

1 feave this to Alan; but some discussion of the Local Seminars might be useful - including their views
on their possible value and character.

EVALUATION SESSION

We may want to develop a short questionaire for them to answer, followed by an opportunity to meet
in small groups for a few minutes to reflect on what they've gotten out of the experience and how it
might have been strengthened.

RECEPTION AT HOVEVEI ZION

Annette greets everyone and make some comments about the Mandel Institute.

DINNER AND SUMMATION



EDUCATIONAL INSTITUTIONS AS HOTHOUSES
OF INTELLECTUAL ACTIVITY

Hence, the least that one could expect 1in responsible
educational imstitutions would be ongoing and intensiwe
thinking about the aims of practice. Before, in betwsen, and
after the estimated 13,000 hours of classroom experience
which one encounters in school, should lay an evem greater
number of hours of imtense philosophizimgy, conceptumliziimyy,
deliberating, and appraising among those who educate.. Behimnd
the closed doors of board rooms, teachers rooms, consultatiom
rooms and professional resource centers in schools,, ome would
expect to be privy to hothouses of intellectwal actiwiityy..

Imdeed, researchers have repeatedly characterized
effective educational institutions (includes informal
education) as places in which there is a consciocus and a
concerted effort on the part of all involved in the
educational process in achieving a ™common vision.V” This
common vision should not be confused with the kind of general
statements one often sees in a school s brochure or missiom
statement. To be sure, it will express a school's phileseophy
about the sort of graduate it considers to be well prepared
ffor life. However, the common vision will alse serve as a
set of clearly formulated instructional goals which provide a
working basis ffor all the administrative and professional
activity in the school.

Im such an institutiom, the common visieon will guide
board members and administrators in ecetting and resettimg
priorities, developing policy, and allocating resources
appropriately. At the same time, it will serve as a
rationale and mandate for those who desigm and implement
educational programs. They will use the common vision as
criteria for the selection of subject matter and curriewlar
materials and it will help them decide which teachimg metheds
their staff should master  threugh lecal professiomal
training.

Educaters in the such an institution will view theiy
practice asaanobgigbigigadterppt to iWMpllemaent tie imstructional
goals vwhich ararddt¢inasgteqdinnthe ceome Wisieon. THey willld
apply teaching metheds and materials differently im diverse
situatations s6 that these will assist them in achieving the
said geals inineaeh ease. Thadlir dhsdp unsPeEdEasd gy aaRd
intermalizatien ef the cemmen visien will prepare them o
adeguately deal with the estimated 1000 interpersemal
iﬁfﬁéﬁ@ég iR Whieh they will be engaged per day (Jacksew, Pp-

$inee the imtegrity 6f sueh an institutien deperds €
SOme degree on practieing what is taught, idealhy, even
SUPPOFt Staff (sdWinistrakive, Raintesanee, IiBFamy, eEe.))
weuld &156 bebcealied upeh b SRy tHe o Visien iR
their werkstyle. In essehce, +the sum tekal ef ail Ehe



efforts to bring the common vision to fruition would add up
to something of a sub-culture in the school.. Theoreticallly,
it should be possible in such an institution to at any point
ask any one of its working members "how is what you are doing
right mnow meant to achieve the schoolls aims?™ and in turn
receive a responsible answer.

It would be mistaken to view this as a description of a
a closed environment. Undoubtedly, the work of those who
reduce educating to a closed system of indoctrination
(ondlitioning for specific responses)) will also be guided by
coherent practice in the implementation of specified

objectives. However, this will be a cariacaturized
imstrumentalization of the kind of educationmal institution
described above. In such a closed system there will be neo

room for a reappraisal of aims. There is no real exchange or
imteraction here between the school and the world. Whatever
the impact of teaching on students, whatever happens in the
outside world, this Babel-like undertaking will not allew its
aims to be a topic for discussiamn. To the contrary! Here
aims are transformed into a kind of platform. Rather than
suggest a set of principles for practice, they serve as a
dogma which must be propogated through practics..
Inevitably, teaching becomes a form of dictation and study
becomee a form of obedience and imitatiom.

Common visions assume an open environmemt.. It ie
precisely where  the aims of education are not a given that
they must be agreed upon on the basis of a shared
continuous commitment to a specific view of what it means ¢te
be well prepared for 1living in the world. Even when
imstructional goals have been effectively implemented and
students have imternalized the desired knowledege, attitudes,
skills, and values, it may be discovered that such a commen
visien is itself is misguided. Moreover, significant changes
and new educating influences in the werld outside of the
scheel can and do render educational vigions obgelete
(examples = the fall of communism, alds, the divoree rate,
assimilatien rate, the peace process, the Russian aliyah,
yeridah, Iragli war, unewployment)). Conseguentlly, it is
precisely in order to develop feasible aime for eduecatien
that an institution must create an open ended precess which
allows these invelved to arrive at a common Visiom. For the
same reason, it must attempt to sustain the peignaey ef this
vision through constant reevaluatien in the 1light ef what it
promises and of what is develeping in the werld eutside..

_ Seen this wayr, schoels should be places where ideas are
Efui¥ tested eut - living laborateries fer cenceptions of
merality, seeiety, sc€ienee, aesthetiecs, ete. as they are
related €6 human persenality and development. The
deliberatiens en the visiens whieh guide them sheuld engage
net enly these invelved in edueating, but all whe have a
direct stake in the partiecular ideas whieh are being
faithfully implemented. This ineludes beth parents whe want



to take some measure of responsibility for the 1lives and
development of their own children ((in the case of adolescent
and adult education the students themselves will have a
stake) and philosophers, psychologists, social scientists,,
subject matter specialists, and other academiciams who are
imterested in evaluating the practical validity of their
idemss..

One could argue that even those upon whom educatiom has
an imdlirect impact have a stake in the visions which guide
practice in schools. Since there is no guarantee that good
citizens are born that way, society has a vested interest in
educational visiom. Without educatiom, the rule of law may
be left exclusively in the hands of law enforcers (DEWEY IN
CREMIN) and the democratic process in the hands of
demagogues. Similarly, since instructional goals in scheols
have serious consequences for the quality of the work force,
they have a direct impact on the business and professional
communities as well. One can demonstrate similar
implications for those concerned with arts & culture, sperts,
environment, bhealth, and almost all other areas of public
concern. In essence, when one considers their actual and
potential impact, the aims of education should one of the
central items on the public agenda.
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WKIONITORING, EVALUATION, AND FEEDBACK IN LEAD
COMNIUNITIES: A THREE-YEAR OUTLINE

Adam Gamoran
University of Wisconsin, Madison

In Jate 1990, e Commission on Jewish Educaton in North America issued/A Time to Act, a
1epoft ¢alling for radical improvement in all aspects of Jewish education. At the center of the

1eprt!'s smategic plan was the establishment of “lead communities,” demonstration sites that
would show North American Jews what was possible:

Thize @ five model communities wiil be establiched o demanstrate witac can happert wihen
there is an infusion of outstanding personnel into the educatiomal system, wihen the
importance of Jewish education i8 recognized by the community and its leadership, and
when k@ necessary funds are secured o meet additional costs (p. 67).

The successor o the Commiission, the Council for Initiatives in Jewish Educaion (CUE), ts
mobillizing o establish jead communities and 1o carry out the strategic plan.

How willl we know whether the lead communities have succeeded in creating better structures
amd processes for Jewish edocation? On what basis will the CUE encourage ather cities to emutate:
the programs developed in lead communities? Like any innovation, the lead conummunities project

requires a monmitoring, evaluation, and feedback component to document its efforts and gauge its
SUCTESSCS,

This proposal describes a plan for monitoring, evaluation, and feedback in lead commumities. Iit
emmphasizes two aspects of educational change in lead communities:

(1) What iis the process of change in lead communities? Thig question calls for field research im
the lead ecommunities. It requires a combination of qualitative and quantitative data, and

offiers formative as well as summative evaluation—that is, feedback as well as monitoring
for the lead communities.

@ What are the ouscomes of ehange in lead esmmunities? Does the praject empiiasize increased
participation? Should we expect 4 rise in general Jewish literacy? Sueh questioms are
especially challenging beesuse the specific outcomes have yet to be defined. By asking aboutt
zoals in lead communitiss, the evaluation prajeet will stimulate partieipants to think about
el owi visiens and establish a standard By which ehanges ean be measured in later years.



Fiald Research In Lead Communities

Studying the process of change in lead communities should be a major coempeneat of the CI/E
strategy. Documenting the process is especially important because the effects of innevation may
not be manifested for several years, For example, suppose Community X manages to quadruple
its number of full-time, prafessionally-trained Jewish educators. How long will it take for this
change to affect cognitive and affective outcomes for students? Since the results cannot be detected
immediately, it is important to obtain a qualitative sense of the extent to which the professional

educators are being used effectively. Studying the process is also important in the case of
unsuccessful innovation.

Suppose, despite the best-laid plans, Community X is unable to increase its professional teaching

force. Learning from this experience would require knowledge of the points at which the
innovation broke down,

Field researchers: A team of three full-time field researchers would be hired to carry out the field

research in three lead communities. During the first year, the field researchers will be pringipally
concerned with three questions;

(@) What are the visions for change in Jewish education held by-members of the communities?
How do the visions vary across different individuals or segments of the community? How
vague or specific axe these visions? How are the visions being translated into specific goals

for schools, community centers, trips to Israel, etc.? To what extent do these visions and
goals crystallize as programs are being planned? '

(b) Wit is the extent of commuminy mubiizdiion for Tewisth education”? Wi i imwalwed], andd
who is not? How broad is the coalition supporting the CHE's efforts” How deep is
participation within the various agencies? For example, beyond a small core of leaders, is

there grass-roots involvement in the community? To what extent is the community mobilized
financially as well as in human resources?

(c) WNtiss thve mdtuce odfihive poddas soomd ililfeaffecucdorssimthas s copmmmmnty ¥ ? Uirddeswhiaat
conditions do teachers and principals work? For example, what are their salaries, and their
degree of satisfaction with salaries? Are school facilities cohesive, or fragmented? Do

principals have offiees? What are the physical conditions of classrooms? s there administra-
tive support for innovation ameng teachers?

The first question is essentlal for establishing that speeifie goals exist for impreving Jewish
education, and fer uneevering what these goals are, The second and third questions concern the
“enabling options" deseribed in 4 Time fo Act, the areas of improvement which are essential to

3]
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the success of lead communities: mobilizing community support, and building a profession of
Jewish education.

Field researchers will address these questions in the following way:

1.

L

Supplement community self-studies with additional quantitative data, as determtined follow-
ing a review of the self- studies in all of the lead communities. For example, what are the

educational backgrounds of Jewish teachers? How much turnover exists amomg educators
in the community?

Uze these data, alomg witfh interviews and ohsamatons in the field, to giin an wundtassanting
of the stte of Jewish education in the community at the outset of the lead community process.

Avgteantd rmaest tirpgs aardd iirttamibow ppatit gapanssimoariéer o rmuonioer thee ppoeg ees soffedfiptsstoo
improve the educational delivery system, breadly conceived.

Report on a regular basis to provide feedback for participants in the lead communities.

Write periodic raports descriving amd imenprafing the prosss amd protdudss of diange tw
date. An important contribution to the report would be to discuss the operative goals of
programs in the lead community. The report would also assmss progress toward the
Commission"s goals, and would speak frankly about barriers to implementing the plans of

the local commission. In this way, the report would serve as formative evaluation for the
community and the CUE.

Regpieate thveiinitid] diste erdlesg iton aaypearl ddeer , aarid coortimes mmonifcofiggproggess stayvazdd
the commission plan,

[isspeaaregpot twihticth weplid ddseriitvecd

and present an assessment of the extent to whxch gmLs are being addressed. The report would
include the following:

(@) Description of the goals that have been decided upon.

This will include cognitive goals such as desired achievements in subject matter areas
(e.g., Jewish history, Bible, Hebrew), Where appropriate, it will describe and attempt
to measure aftitudinal and behavioural goals (e.g., measures of Jewish identity,
involvement in synagegue life, attitudes to Israel and to Jews throughout the world).

Every effort will be made to discover geals for a community as a whole, They will
range from quantitative goals (e.g., partieipation rates in post-bar/bat-mitzvah educa-
tion, family invelvement in family edueation programs), as well as elements that will
be agreed upen by the eemmunity-at-large (s.g., invelvement in the destiny of the State



of Israel and of Jews throughout the world, increased religious observamoes [according
to specific denominational interpretations], changing the climate of the community
concerning Jewish education, increased rates of involvement in community affairs).

(®) Monitor initial steps taken toward reaching these goals.

{¢) Qualitative assessment of program implementation.

(d) Tabulation of changes in rates of participation in Jewish education, which may be
associated with new programs.

{¢) The resources of the Mandel Institute-Harvard University Program of Scholarly
Collaboration and its project on alternative conceptions of the educated Jew will be
made available by the CIJE to those working on the goals aspect aof the monitoring-
evaluation-feedback project in the lead communities.

The faculty and staff of the religious denominations have been recruited to assist in this project.

Prof. Daniel Pekarsky, a scholar in the field of philosophy of education at the University of
Wisconsin, will coordinate this effort at developing and establishing goals.

Prof. Pekarsky and members of the staff of the CUE are collecting existing examples of schools

and other educational institutions in Jewish and general educatiion that have undertaken thoughtful
definitions of their goals,

It may be possible to compare changes in rates of participation to changes that de ot do not eccur
in other North American Jewish communities. For example, suppose the lead cormmunities show
increases in rates of supplementary school attendance after Bar Mitzvah. Did these rates change
in other communities during the same peried? If not, one may have greater confidence in the
impact of the efforts of the lead communities. (Even so, it is important to remember that the
impact of the programs in lead communities cannot be disentangled from the overall impact of

lead communities by this method, Thus, we must be cautious in our generalizations about the
effects of the programs.)

The reports would serve as both formative and summative evaluation for the local commissions
and the CUE, In other werds, they would net enly encourage improvement in engeing programs,
but would also inform deeisions about whether programs should be maintained or discontinued.

Director of monitoring, evaluation, and frediback: The field researchers will be guided by a
director of menitoring, evaluation, and feedback. The director will be responsible for providing
leadership, establishing an everall vision for the prejeet. Rurther responsibilities would include
making final deeislons in the selestion of field researchers; partieipating in the training of field
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researchers and in the development of a detailed monitoring and feedback system; oversecing the
formal and informal reports from field researchers; and guiding plans for administration of surveys

and tests in the lead communites. It will also involve coordination and integration of the work
on goals that is being led by Prof. Pekarsky.

Collection of achievement and asimudlmal data: Although specific goals for education in lead
communities will now be developed, it is essential to make the best possible effort to collect
rudimentary quantitative data to use as a baseline upon which to buill¥. As an example, we might
administer a Hebrew test to seventh graders in all educational institutions in the community,
Seventh grade would be chosen because it is the grade that probably captures the widest
participation of students who study Hebrew. The test would need to be highly inclusive, covering,
for example, biblical, prayerbook, and conversational Hebrew. It may not be restricted to
multiple-choice answers, in order to allow respondents to demonstrate capacity to use Hebrew as
a language. The test would be accompanied by a limited survey questionnaire of perhaps twelve
items, which would gauge students” attitudes and participation levels. Similar efforts will be
undertaken to discover appropriate achievement tests wherever they may exist. First efforts will
be undertaken to encourage teams of educators to develop additional achievement tests, This data
collection effort would be led by a survey researcher, with assistance from the field researchers,

from community members who would be hired to help administer the surveys and from specialists
who would score the tests.
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Date: 26 Jan 94 23:17:51 EST
x From: Gail Dorph

To: “intemetmandel

Subject: Israel goals seminar

Danny,

I talked with Danny Pekarsky about his time in Israel. He said
it was very good. Just finished talking with Alan as well. I'm about to
confirm with the lead communities that the goals seminar will take place
in Israel during the second week of July. We're delighted and looking
forward to the sessions. We're relying on Danny Pekarsky to hold on to
this from our side and on you to hold on to this from the Mandel
Institute—Israel side, gail



Dear Alan,Danmy. and Shmuel:

Further €o our conversations in preparatiom for the
goals project meeting on Tuesday, I want to summarize some of
my ‘thoughts. These comments have benefitted from Seymouris
regponses as well. You may want to share these with the other
members of the staff at your meetimg:

1) T think that we all agree that since time 1is indeed
dwindling we need to consider the range of our topic before
we go on to planning details. It is precisely because of
this that T saggesst tiedt we sSHiN aoreiidenr caree st megpor
conceptual piece. We need to diteaw & gomrtraiitt off Hoow wee ssae
the dialogue with the participants in the seminar emergimgy..
Having done this we can then ask ourselves how we cam respond
if the discussion goes in this or that directiom.. Part of
this exercise would also be to determine what issues we do
not want to get imto at the seminar.

As T see it, after taking account the time and resources
available, the ddadlbomee sdlomilltibenpiim wiitth a stnomgy ssimplle
sttatement on thhe mest ffor goaElls devellogmesrt: i JEewdiisth
education. From our experience in teaching about this at the
Jerusalem Fellows and the Schoeol for Educationall Leadersihip,
it seems that there are many possible levels on which te
begin this statement ((includimg, of course,, appropriate
textts, most of whhé¢hh wee Heawe Stened] amamgy us  im cour
deliberations onthheggaaddsppedgett and/@r whicth amee iim my
collection)). For example:

a) the common senpee ayvywesitt Wiatt won nessd geeslls  foor
responsible decisionmakimg, effective planning &
implementation, and for evaluatiom;

b) the findings of policy analyste that effective
educational imstitutions are defined by vision=drivenness
(Cmith, Lightfoot);

€) the findings of policy analysts ((Smith, Ccohem, Newmann)
on the failure the recent waves of reform in light ef their
failure to address educational goals;

dal) examples of the powwer off wiissiioon finasn thise MHistosyy odf
Jewish and general educatiem;

e) the argument that Jewish continuity is related te the
founding of education on meaningful cenceptions of Jewish
existemnce;

By the way, in oeur teachimg, we have discovered that it takes
a leng time feor any of these points te ‘"seep iRY and that
repeating the same argument frem a Aumbe® of these
perspectives is often helpful.



Having made this statement,, I would see the
conversation moving in the following directions ((net
necessarily in this order,, but with separate attentien te
each item):

a) rediscovering the power of the above statement through
clarificatiom, gquestioms, answers, deliberations between
participants with different backgrounds, consideration of
counter arguments, personal anecdotes,, comparisen of
perspectives from the workplace, etec.;

b) considering some of the unique aspects and issues in
educational gecals development through a very preliminary
presentation and discussiom, with examples ((eg. at the 1level
of the educated Jew project, at the 1level of beard
decisiommakimg, at the level of program development and
teacher training, etc.);

c) entering into a discussion on a particular set of goals
through discourse on one or more of the conceptions developed
in the educated Jew project

d) closing with a discussion of next steps in the goals
project through a presentation of available resources ((leg.
CIJE staff and brokerage to experts in the field,
deneminatioms, Mandel Institute consultatien toe CiJE,
Educated Jew project and scholars)) and pessible routes;

Nete that I have not included a systematic discussion of or
program for "how" to engage in goals developmemt. This 1line
of discourse will have succeeded if the participants feel the
desire to further participate in the goals project through
ongeing seminars. Having been persuaded by the argument for
goals developmemnt, having grasped the serious, disciplined
and demanding nature of goals development efforts, and having
been given a clear sense of the real resources available for
a goals development effort in 1lead and other communities,,
they would be motivated to tell others the goals project
story and to continue participating in the learning and
development process.

With this, or a corrected or alternative version of the
discourse, I believe it is possible to move on to the nitty
gritty.

2) The understanding that one must enter imto the discussion
of Jewish content is indeed part of the semimar. This should
be distinguished from a full fledged entry inte issues of
meaningful Jewish existence ((@as Hartman's Institute or €lal
would do). I do not think that we need to do more than whet
tongues, convey an example, etc. in order to reach this geal.
Learning Jewish texts is not essential, except perhaps as a
preparation for Greenbemgls paper. Between Shmuel, Gail,,
Barry and myself, I think we have enough staff for this.



3) Should we get across even one conception ((not program)) of
how to move from aims to practice, it would be W3vs7.
Between Seymour and Danny and all the other members of the
CIJE and MI staff, we have enough staff available for this
discussiom.. Consider, as well, that 1in 1later stages the
conversation will continue wiittth tiHee ssamegeapika.

4) Appended please find, ass reemuested, two esamplbss off wih=at
happens without clear goals/visiomn. The first 1is Acky's
description of what happens in the teaching of Jewish histery
in the diaspora and the second is from Lightfoot's comments
on "permeable boundaries and institutional contrel? as a
marker for ™goodness“ in schoels. I have many more juiey
pieces like these ((Imcluding positive statements and
portraits).

I do regret not being able tio peartiidiipestice wiitth ywou aall aat

this meetimg. At the same thime, IT wonlldilbse thriilllledifi fthgsese
comments are at all useful.

Daniel Marom



provides a lesson "...vital for human progress: the exaltation of the power

nwA

of the Idea as against the power of the environmental circumstance...

A later view, responding in large measure to the rise of Hitler to power
in Nazi Germany and the simultaneous increase of overt anti-Semitism in the

United States, found in Jewish history a means of developing a "spiritual
resistance to the demoralizing effects of anti-Semitism".”3~ A knowledge of
the Jewish past -— its glories, 1its heroes, its suffering — would 1lead the
child to identify with his people and nurture that sense of belonging which
was the first 1line 0" defense against the feelings of inferiority and fear
aroused by hate.” That particular moment in the history of the Jews in
America was a seeming vindication of Zionist ideology and lent credence to the
claim that to teach Jewish history is to teach "...the record of our
exile...it 1is to remind us of that bitter truth and reality... (History) must

emphasize that we have been in exile for 2500 vyears, that we still remain in
exile, and that our lives have been forged in exile... (the student) must be
taught to understand the difference between the land in which he 1lives and
Eretz Yisrael... the study of history should open his eyes and bring him to

A

realize that he is in exile".

The coming together of third and fourth generation American Jewish
children and a new sensitivity and tolerance 1in American society to ethnic
diversity 1s the background to a more recent formulation of the goals of

history teaching. Thesubject still comes to "develop within the student a
growing sense of pride in his/her Jewishness". Identification with Jews and
Judaism, however, no longer requires the assurance of "compatibility with
American ideals". Indeed the purpose of instruction 1is to "project Jewish
history as unfolding the notion of specialness" and to teach "...what makes
the Jew different". The definition of purpose clearly assumes that the
children who today attend Jewish schools in the United States take their
identity as Americans for granted. It also suggests that the ground of their
Jewishness must be portrayed 1in new terms. Much of the foregoing is, of

course, applicable to Jewish schools everywhere in the Diaspora.

There 1s a striking discrepancy between the complex and often elusive
goals and objectives of history instruction and the amount of time allotted to

the subject in the curricula of Jewish schools. Rarely does a school devote
more than an hour a week to history — and in many cases even less. Generally
speaking the formal study of history begins in the fourth grade and continues
through the sixth, the last year of the elementary school. It 1is expected
that the course of Jewish history — from Shivat Zion to the rise of the State
of Israel -— will Dbe covered during the three-year period. Even the most

generous estimate does not go beyond a total of 90 hours of instruction spread
over three grades. It 1is a masterful teacher indeed who can achieve “he
stated goals in the available time.

The task of the teacher 1is further complicated by the fact that most of
the material at our disposal provides next to no guidance or direction for
classroom practice. What we have referred to here as curricula are really no
such thing and exhibit next to none of the commonplaces of careful curriculum
design. The following, a history "curriculum" reproduced in its entirety but

m some repetitive detail, is typical and all too common:



Twenty historical portraits which highlight a prominent personality of a

Particular ©period. For example:..*The Return to Zion -- Ezra and
Nehemiah; .. .The Destruction of the Second Temple — Yochanan ben
Zakkai.German Jewry — Rashi;...The Zionist Movement — Herzl;

From the Return to Zion to The Destruction of the Second Temple.

From the Destruction of the Second Temple (highlighting Jewish
self-government in the land of 1Israel after the destruction) 'to the
Crusades.

The Crusades, German Jewry, Spain, Jews 1in Europe at the end of the
Middle Ages, The Expulsion from Spain to the Edicts of 1648.

The Modern Period — from the French Revolution to the establishment of
the State.

There 1is no need to elaborate on the deficiencies of such a statement.
The teacher 1is left to his/her own devices 1in the setting of objectives,
he/she 1is given no help regarding methods and materials, there 1is no pattern
of evaluation and so on. What 1in fact happens in schools where curriculum is /
compr ehended J.n_ such limited"Terms- is that content. ~mo3e of— irrstrucCiojrland. I fov
interpretation -are, all determined by the textbooks— J

The exceptions to the material cited above, albeit few in number, provide

examples of a more sophisticated curriculum design; among other things they
illustrate the variations which are possible in a program of instruction with
subject matter of the richness of history. The curricula to which we refer
here share certain characteristics: they offer a rationale for the scheme of
organization they have adopted; they specify, in wvarying degrees of
explicitness, the ideology which forms their view of the subject; they set
goals, objectives and outcomes, although the distinctions are not always
clear; and they delineate content, sometimes 1in considerable detail. They

are all alike 1in 1leaving the choice of method and instructional material to
the school or individual teacher.

The Master Curriculum for the Teaching of Toldot Yisrael in the Jewish
School in the Diaspora, published in 1976 by the Department of Education and
Culture 1in the Diaspora of the World Zionist Organization, is a nine-year
program for grades 4-12.7¢® It 1is divided into three three-year "cycles" -—
grades 4-6; 7-9; 10-12. The "modular" pattern of organization, similar in a
sense to Bruner's idea of the "spiral curriculum",” permits the individual

school or teacher to use any one of the units without necessarily adopting the

entire curriculum. The choice of content and points of emphasis in each cycle
presumably reflect the needs, interests and abilities of pupils at each
stage. The first "cycle", the "experiential", introduces the pupil to "people
and events principally from the period of the Patriarchs through the end of
the Second Temple and from the modern period to our own time; the purpose of
instruction at this 1level 1is to "...impress the child and to bring him to
identify with the nation's heroes" .” _Jhe second "cycle", the

"informational", presents the history of Israel chronologically from its very
beginnings to our own time with particular emphasis on certain central themes
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GROUP PORTRAIT

students reachiig out to one another through a haze of drugs in order to
reduce feelings: &f iisolkation and dislacation. Dhuggsare thegreat/ (levtber;”
providing a fal&e sanse off connediion and llessening tthe magging ppdin. A
minority of stutdarts ae gpazed dhe llonelinessand only a ttew can articu-
late 7the problem )’ but it is visible to the stramger who misses 'the
school spirirl

» Ideologicdl fforwar is am innpontant ingredient of utopian communi-
ties. Distant firom the realities of the world and separated from societal
institutions, these communities can sustain distimct value structures and
reward systems. In his book Asylums, Erving Goffman makes a distine-
tion between ‘/total institutions” that do not allow for any intercourse
with the outer world and organizations that requite only a part of a
person’s time, energy, and commitment. In order to sustain themsslwes,
however, all institutions must have what Goffman calls "encompassing
tendencies’’ that wrap their members up in a web of identificatiom and
affilliation, that inspire loyalty.%

Schools must find way of inspiring devotion and loyalty in teachers
and students, of marking the boundaries between inside and outside, of
taking a psychological hold on their members. Some schools explicitly
mark their territories and offer clear rules of delineation. Parodhial
schools, for instance, are more encompassing than public schools because
they vigorously resist the intrusions of the outer world and frame their
rituals and habits to purposefully contrast with the ordinary life of their
students. Parents who choose to send their children to parochial schools
support the values and ideological stance of the teachets and the clear
separation between school life and community norms.10 Quaker schools
often mark the transition from outside to inside school by several min-
utes of silence and reflection at the beginning of the school day. After the
noise, energy, and stress of getting to school, students must collect thew-
selves and be still and silent. Those moments separate them from non-
school life and prepare them to be encompassed by the scheol’s culture,

Although T'am not urging sehools to becorme utoplan eommunities or
total institutions, I do believe that good schools balance the pulls of eon-
nection to community against the contrary forces of separation from it.
Administrators at Kemnedy vividly pertray their roles as a "balaning
act.” They walk the treacherous “tightrope” between elosed and opem
deers, between autonemy and symbiesis. Schools need to provide asy-
lum for adolescents from the rugged demands of outside life at the same
time that they must always be interaetive with it. The interaetion is essen:
tial: Without the conneetion to life beyend sehoel, mest studemts would
find the seheel’s rituals empty. It is this eonneetion that metivates themh,
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On Goodis.s itt High Schoels

punctuality, and poise; and the immediate rewards that keep them in-
volved in schoel.

The connections to church and religlon, though less clearly etehed,
underscore the fervor attached to education by generations of pewerless,
illiterate people. The superintendent of Atlanta uses spiritual metaphers
when he urges parents and students to join the “community of believ-
ers.’7% Carver faculty and administrators reinforce the religious messages
and link them to themes of self-discipline, community building, and hard
work at school. Hogans'’s rheteric is culturaily conmected, clearly articu-
lated, and visibly executed in student programs, assemblies, and reward
cetemonies. The ideology is legible and energizing to scheel cohesion.

One sees a similar enthusiasm and ideclogical clarity at Miltom
Acadlemy. Hurnanism and holistic medicine are broad labels that refer to
a responsiveness to individual differences, to a diversity of talent, and to
the integration of mind, body, and spirit in educational purswits. Head-
master Pieh offers a subtle and complex message about providing a pre-
ductive and nurturant ethos that will value individuai needs: the registrar
develops a hand-built schedule so that students can receive their first
choices of courses, and teachers know the life stories and persomal dilem-
mas of each of their students. Underneath the New England restraint of
. Milton, there is a muted passion for humanism. Studemts talk about the
special quality of relationships it provides ("They want us to be more
humane than human beings in the real world"), teachers worry over the
boundaries between loving attention and indulgence, and the director of
admissions offers it as the primary appeal of Milton, a distinct differemce
from the harsh, masculine qualities of Exeter. Although Carver and Mil-
ton preach different ideologies, what is important here is the rigorous
commitment to a visible ideological perspective. It provides cohesiom
within the eommunity and a measure of control against the oscillating
intrusions from the larger society.
r"HHlighland Farklacks this clear ancTresounding- Ideolog!cal stance.
The educational vision shifts with the times as Principal Benson and his
teachers listen for the beat of change and seek to be adaptive. Although
the superb record of college admissions provides institutional pride, it
does not replace the need for a strong ideological vision. Rather than
creating institutional cohesion, the quest for success engenders harsh
competition among students. The persistent complaints from many stu-
dents that they feel lost and alone is in part a statement about the missing
ideological roots. Without a common bond, without a clear purpose, the
school fails to encompass them and does not take psychological hold on
rtheir energies. The director of counselling at Highland Park observes



MEMO: 23/1/94

TO: SEYMOUIR FOXK

FROM: DANIEL MAROM

RE: REDORITEONNVHET TRGSS WA THHPROUFHSS SRRV YPRIRFARB KR Y
ON THE CUE'S GOALS PROJECT

Dear Seymour:

The following is a report on the meetings we held with Professor Danny Pekarsky om the
Goals Project. These meetings were convened at the Institute in the period betweem
Wednesday, January 12 and Sunday, January 16. You, Shmuel, Danny and I met for over
twenty hours during this period in order to assist Danny and the CHE in comsidering
various aspects in the planning and implementation of the Goals Project in Lead
Communities {"LC's").

The delitberations were focused in four major areas:

1) Establishing a common understanding of the theoretical basis of the (wuls Project:

We began the deliberations by attempting to arrive at a common formulation of the
theoretical basis of the Goals Project. The reasoning here was that discrepamncies in this
understanding would keep us from moving into a detailed discussion of possibilities for
implementation  As it turned out. though each of us had studied the documents and
written communications which summarize and refine the theory of the Goals Project,
there was still much room for "setting the ground rules straight." Indeed, it took almeost
hallf of our meeting time to ensure an appropriate level of common understandimg,

The following are major points which emerged from this effort:

a) The central thesis off the Goals Project is that effective education derives from am
ongoing attempt to implement a profound and informed philosophical vision of the desired
aims or ends of the educational process.

b)  This thesis has two aspects. On the one hand, there is a techmical aspect. The thesis
assumes that educational aims which are the product of thorough philosophical inguiry and
which are clearly and distinctly formulated will guide those who must implement thewm
more effectively Such aims will focus educators' creative energies and provide them witlh
a eriteria by which to evaluate the success of their activities. On the ether hand is an
organizational aspect. The assumption here is that by developing consensus and
mobilizing the efforts of various players within an educational institution around a
common vision, one can develop in that institution an atmosphere or eulture whose impaet
will be that of a whole which is greater than its parts. In sueh an epvironment, the
edueational message will have a chance to engage students in multiple modes and eontexts
and will thereby have a greaier eapaeity for impact.
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¢) deally, pregressing Iom the Formulation of a philosophical visiom to its actusdi
TmpRBLHGGon would happen in a number of stages. Stage #1 would be to develop tine
phillosophical vision of the desired ends of education. Stage #2 would be to "tramsllatie"
this philosophical vision into an actual description of an educatiomal institutiom at worlk
Sage #3 would be to derive operative principles, guidelines, or goals from tihis
deseription. Stage #4 would be to design educational programs which attempt to achieve
these goals and to train stafff to work with them accordimgly. Stage # 5 would be to
actually implement these programs. This would be followed by an evaluation of the
implgmemiation. This evaluation would seek out ways of improving practice by locatimg
diifficwities and errors at any one of the above stages. This development woulid them be
transformed imito an ongoing attempt at implementing the vision or refining its formulation.

d) Simoe what should emerge from this ideal is an ongoing process, the task of settimg
the idieal imto motion can begin at any one of the above stages. Where to set up or emter
this process is a maitter for deliberation in relation to the specific resources, players, amd
circumstances who are involved with a given educational setting or initiative:.

2) \Gmsiitigving whe nevonrces, players and obstacles involved in implementing the Goats

Project:

Affeer generating a common understanding around these points, we them moved om to
disouss the realities with which the Goals Project should be concermed. The deliberations
on this topic were focused in four areas and can be summarized as follows:

@) The audiences: The Goals Project willl dedl with thiree audismess.

= lmy lkeaders, planners, and educational leaders (Rabbis, Bureau of Jewish Education stafif,
ete.) im LC's;

- decisionmakers, admimiistrators & educators in individual educational settings (formall and
ipfonmal) im LC's;

- leadlership and stafif of the denominations (including JCCA and pessible others om the
mational llevel).

The decisionmaking process will vary with eaeh audience Though it is imperiant @
consider each audience in terms of the realities of these decisionmaking precesses it
would be mistaken to lose sight of the larger pieture whem planning intiatives and
activities. It was agreed that planning for the Geals Projeet would necessitate prior
research and assessment of where eaeh of these audiences are today vis-a-vis goalls
development and what could be done with each ene of thew in shert and long-esim
Perspeetive.
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Bb) The resoureéesi The range of resources for the Goals Project is very wide. One axis
imclludes people. Danny Pekarsky and the stafff of the CIJE will have to decide how much
off their total time and energy they will want to devote to the Goals Project Since it is
they who will be working with and in LC's on an ongoing basis, their decisiom will
determine the scope of the Goals Project. The Institute staff will be available for
consultation and special inputs. This applies as well to special consultants such as the
seholars off the Educated Jew Project and experts on goals in education (both those who
have studied this topic and those who have created success in working with goals in their
imstitutions). Finally, there is a group of'talented senior educators who, for an appropriate
fiee, could be trained to work closely with those in individual educatiomal settings in order
to develop their goals.

Amotther axis relates to the task of presenting the rationale for goals development to the
various audiences. On this axis would be prinfed matter such as historical and
contemporary descriptions of wvision driven educational practices and institutions
(incinding from the materials on best practices); narratives of successful attempts to
mmtroduce reform in education through goals development; the published papers of the
Educated Jew project; vivid and imaginative "future histories” of vision-driven Jewish
educational practices and institutions; research which points out the necessity of
addressing goals in order to develop effective educatiomal practice; etc.

A third axis relates to the task of engaging the respective audiences in a process of
seeking out and working with their goals. On this axis would be moments or situations
which can naturally serve as "springboards” to the discussion of geals. Examples would
be: lay leaders' demand of educators for accoumtability in achieving common goalls; a
request for assistance in goals development made by individual settings in LC's to the
denominations; a study or evaluation of current educational practice which points to a
significant discrepancy between actual and desired outcomes, an impassioned and
imfiormed call for action in education by leaders in the community; a fresh and energetic
imifiative made by an inspired educational leader; a public debate on am issue in educatiom:;

[

It was stated that planning for the Goals Project would seem to necessitate the
amassing off specific names, materials, and strategies on each of these axes. Such a peol of
resources wouid facilitate the implementation of the project as welll.

€) The perception of the project: Despite the fact that the basic idea for the Geals
Project has been presented only a number of times to various players ameng the thiee
audiences, it has already generated much response. Lay leaders in LC's have expressed an
identification with the projeet's emphasis on accountability Consequenilly. there is a sense
among some of high expectations from the Goals Prejeet in LC's. One group of lay
leaders has even expressed a desire to become familiar with alternative conceptions of
aims for Jewish education. On the other hand, there seems to be a eertain degree of
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vagueness concerning the Goals Project as well as a lack of understanding about the
unique character of developing and working with goals in educatiom This has led us to
suggest that if, indeed, the CIJE intends to convene a summer seminar in Israel on the
Educated Jew Project for LC lay and professional leaders, it should deal, in addition, with
the role of goals in education in general and in LC's.

The denominations, after having been warned about the request for assistance in
formulating and pursuing goals on the part of their constituents in LC's, have also begun
to consider how they might play a role in the Goals Project. Though the response to this
warning has varied from denomination to denomination, our sense was that they might feel
as if the goals statements which they have already produced in various curricular and other
published documents could be the basis for their input into LC's. Hence, it was suggested
that the bulk of the effort here would have to be in helping the denominations clarify what
is invoived in helping their local constituents work with denominational goals as well as in
refining the formulations of those goals. In relationship to the latter, it was reported that
all the denominations have expressed an interest in beneffiting from the research of the
Educated Jew Project.

d) Obstaclkes: What emerged at many different moments in these meetings is tihat efforts:
at developing and working with goals can be both considerably demanding in terms of
time and energy as well as politically loaded. It was reported that vagueness in
formulating goals, despite the constraint it puts on developing effective practice, can often
be a useful and efficient way of preserving a safe status quo. Consequenily, as was
demonstrated by a simulation experiment, efforts at goals development in even a single
school will need to be persistent and spread out over a long period of time in order to
affect local decisionmaking processes and build consensus around new goals. These and
other similar considerations called for careful attention to questions of priority, scope,
personnel and budget for the Goals Project T addition, it was suggested that alternative
routes for implementation should be considered in terms of what they could lead to in one,
three, and five years time.

An additional factor which was suggested in the deliberations in this area was the
limitation of the Goals Project to settings in LC's. Since goals development is so
demanding, energy will be best invested in working with institutions with a high levei of
motivation as well as with leadership and personnel which is committed from the outset.
This consideration led us to revisit the possibilities of working with a coalition of
motivated and committed educational institutions within and beyond LC's (moving baek te
the 23 communities which applied for LC status).

3. Mepping ows possibilities for immplementation off the Gosls Project;

At this point, the meetings focused on mapping out possibilities for the implementation
of'the Goals Project in light all of the above.



-5

In general, it was stated that the Goals Project should seek to catalyze vision-
drivenness in lead communities and beyond via:

- a packet or arsenal of pertinent materials including conceptual pieces, examples,
strategies & human resources;

- education/encouragement of lead communities in working with their goals;

- education/encouragement of the denominations and others to be pro-active in
developing their goals and getting others to work with them;

- developing a coalition of vision-driven institutions in LC's and beyond

An attempt was made to set out a wide array of possible routes for the implementation
of the Goals Project with each of the three audiences. In each case, these ranged from
undertaking an intensive and comprehensive effort in one or more exemplary institutions
or subject matter areas (eg. Bible, Jewish History), to mid-range involvement with a group
of decisionmakers and educators from a larger number of institutions, to an effort focused
on developing catalysts for involvement with goals (eg. generating public debate on the
aims of Jewish education through lectures, conferences, reports, etc.).

At one point in this deliberation, a full-fledged suggestion was presented for working
with one of the denominations. This suggestion pointed to the CILJIE's focusing the
attention of the executive leadership and staff of this denomination on goals statements
taken from internal resources (an analysis of the practice of a leading school in light of its
goals; an historical study of the curricular goals of the denomination's institutional role
model for education), while introducing them to methods of developing goals and to onc
of the scholars from the Educated Jew Project. Having done this, the CIJE would then
help the denomination "translate” these "raw matenals" into usable goals, as well as
recruiting personnel and developing a plan for the implementation of these goals in
settings in and heyond LC's.

4 requaiivee vy, Pobiaasky ot Hee QI staffinecetiingpiin Hebbmanyy:

The meetings concluded with a discussion of the agenda on the Goals Projeet for the
CIJE staff meeting in February. It was proposed that the agenda should include:

= a clear statement of the theory of the Goals Project;

- a summary of factors to be considered in implementation;

- @ presentation of alternative routes available for implementation;

= a discussion of the "pros and cons" of each of these routes in light of the above;
- 8 clear commitment to a specific set of implementation routes



-6 -

It was suggested that an effective way to amive at the last item on this proposed agenda
would be a concerted staff effort to develop a future plan for the Goals Project.

It was agreed that Danny Pekarsky would take on the assignment of developing a
background document and agenda for the CIJE's discussion of the Goals Project at its
February staff meeting and that you, Shmuel, and I would make suggestions and additions
if we had any. Also Shmuel volunteered to prepare a backgroumd document on the
denominations vis-a-vis the Goals Project and 1 did the same regarding the task of
amassing past and present examples and descriptions of vision-driven education as well as
of successful reform efforts through goals development.

Damel Marom



From: "Dan Pekarsky"
7 Reply-To: PEKARSKY @soemadison.wisc.edu
" To: MANDEL@VMS.HUJLAC.IL
Date: Tue, 25 Jan 1994 14:35:00 -600
Subject: draft-partl

TOWARDS AN AGENDA FOR THE GOALS PROJECT -- PART I
INTRODUCTION

The Goals Project is a multi-pronged effort to catalyze what
might be called “vision-drivenness” in Jewish educational
imstitutions. To refer to an educating institution as
vision-driven is to say that its work is guided and energized 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
educational institution as vision-driven is to say of it that it
is animated by a vision or conception of a meaningful Jewish
existence. The Goals Project will encourage vision-drivenness by
educating relevant individuals, groups, and institutions
concerning the importance of vision-drivenness and through
various strategies designed to facilitate and encourage both
serious reflection on underlying visions and equally serious
efforts to identify and actualize the educational implications of
the answers arrived at through such reflecuom.

This principal aim of this report is to set forth, for
purposes of our deliberation, some fairly concrete ideas —or,
rather, options - about how the Goals Project should proceed.
Prior to describing these ideas, the framework for discussion
will be laid out in three hrief sections, respectively entitled
Rationale, Caveats, Clarifications.

Many of the ideas expressed in this report summarize ideas
developed in the ceurse of discussions among CIJE staff in North
Ameriea and an intensive set of meetings at the Mandel Institute
int Jerusalem held in January, 1994.

Rationale. Aleng with "Best Practices” and "Monitoring and
Evaluation", the Goals Project has been associated with the CIJE
coneeption and agenda from the very beginning. The reasons for
this are simple but compelling.

The Goals Project is predicated on the idea that much of
what passes for Jewish education today is lacking in any sense of



direction, much less a compelling sense of direction. That is,

the enterprise is not informed by coherent sense of what it is

that one wants to achieve. This undermines efforts at education
in a variety of significant ways. Absent a clear sense of what

it is one wants to achieve in Jewish education, there can be no
thoughtful basis for deciding such basic matters as the
organization of the educational environment, the principal focus
of instruction and the appropriate kind of pedagogy, the kinds of
curricular materials that are appropriate, and the kinds of
characteristics that are desirable in educators. Nor, in the

absence of a clear sense of what one hopes to achieve, is there a
reasonable basis for evaluating our efforts at education and
making recommendations for reform. As I have noted in another
ClJE memorandum, the upshot of this is that the de facto criteria
of success in Jewish education become the followimg: Do the
students continue coming? Are they non-disruptive? Do they seem
engaged? Though these are, of course, vital matters that
educators need to attend to, they do not establish a sufficient
basis for determining educational practice.

To put the matter positively, the Goals Project takes it as
a given that a necessary condition of success in Jewish education
is the development of a clear and coherent vision of what it is
that one hopes to accomplish. "What it is that one hopes to
accomplish" can be interpreted in more than one way. It could,
for example, refer to the kind of educational environment,
peopled by what kinds of educators and featuring what kinds of
activities, one would like to bring into being. This is, of
course, important and part of what the Goals Project is
interested in. Notice, however, that decisions concerning the
kind of educational environment one would like to bring into
being are themselves dependent on answering a more fundamental
question; namely, what kinds of human beings, featuring what
constellation of attitudes, understandings, commitments, and
dispositions, should Jewish educational institutions be trying to
nurture? WHhat is one's vision of a meaningful Jewish existence?
If Jewish educators and those that employ them are to take us
significantly beyond where we now are, they need to be guided by
thoughtful answers to such questions. This conclusion seems to us
sound not only on theoretical grounds; there is also ample,
empirically grounded literature from general education that
identifies the existence of a subsiantive guiding vision as a
eritieal ingredient of g thriving educational environment.

The contention that vision is indispensable is, of course,
net intended to suggest the desirability of any particular



vision. It dees, however, represent an endorsement of the view
that each educanng institution should be hard at work

_ identifying the vision appropriate for it, and then looking for
ways ‘o better embody this vision in the institution's culture
and @ducational activities. It is this effort that the Goals
Project will try to ecnourage and support.
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AGENDA FOR GOALS PROJECT - PART I}
Caveats. A few caveats are in order:

1. Being able to articulate a guiding vision of a meaningful
Jewish existence and really being committed to that vision are
two very different things. The power of a vision to influence
practice for the better probably depends substantially on genuine
commitment to the vision.

2. For a guiding vision to really guide, it is important that
front-line educators as well as lay and professional leaders come
to identify strongly with it.

3. The road from a compelling vision of a meaningful Jewish
existence to the design and implementation of appropriate
educational arrangements is long, complex, and under-determimed.
In particular, no unique set of educational arrangements can be
deduced from any given vision of a meaningful Jewish existence.
The movement from vision to a characterization of educational
arrangements that offer promise of realizing that vision
presupposes a host of beliefs not containred in the original

vision, as well as considerable imagination; and the movement
from a portrait of optimal educational arrangements to actual
practice in the real world in which we live is also anything but
simple. [Time permitting, these points econeerning the
relationship between vision and practice will be elaborated in an
appendix to this document.]

Clarifications. The mere clarity there is concerning the
nature and seepe of the Goals Project, the more likely it is that
we will preeeed fruitfully. With this in mind, I want to stress
oF teiterate a few basie peints that may help to elarify the
Snterprise.

Il. The Goals Project is slosely linked to but is not identieal
with the Edueated Jew Preject. The Edueated Jew Projeet is a



long-term research endeavor that involves identifying a discrete
number of visions of an educated Jew, or a meaningful Jewish
existence, and then trying in a systematic way to think through
what, educationally speaking, they might imply. The ideas,
articles, and personnel associated with the Educated Jew Project
are resources available to CIJE's Goals Project, but how they are
used and at what stage needs to be decided on a case-by-case
basis. It may, in some but not all instances, be a mistake is
some imstances for the Goals Project to be the "Educated Jew”
materials at the center of its efforts to stimulate serious
thinking about goals.

2, Elsewhere I have drawn a distinction between two important,
inter-related but nonetheless different, kinds of goals:
substantive educational goals (that derive from a vision of a
meaningful Jewish existence) and instrumental goals that a
community or an institution sets for itself. Instrumental goals
identify desiderata that are likely to contribute to success no
matter what one's substantive vision might be (for example,
increasing to a given level the number of appropriately qualified
educational leaders or teachers in a school or community;
increasing the number of students in Jewish educational settings
like schools, summer camps, Israel programs, etc.) It has
elsewhere been noted that the two kinds of goals are not as
independent of each other as the distinction might suggest, but
that §s not my concern here. The important question concerns
whether the Goals Project should be looking at both kinds of
goals or only at the substantive educational goals. While
reflection on instrumental goals will go on in the Goals Project,
its primary mandate is to stimulate progress in the area of
substantive educational goals. [If this is true, we need to be
giving more thought as a group to the arena in which instrumental
goals —which are, I believe, invaluable - will be developed for
communities and institutions.]

3. What 1s\Whetappthpraperepaatel¢lfortehe {Godle PogdstProject?
The Goals Project is concerned with three major levels: educating
institutions, Jewish communities, and the denominations. It is
interested not only in working with each of these levels
independently but alse in encouraging them to support one
another's efforts to articulate and actualize their educational
visions. While the Goals Project has a special interest in the
three Lead Communities, its work is net necessarily limited to
them (and, in faet, as will be seen below, it may be fruitful te
g0 beyond them).
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AGENDA FOR THE GOALS PROJECT :- PART III

SOME CONCRETE PROPOSALS

There are many possible ways in which CIJE might try to
emcourage serious and productive attention to questions of vision
and goals, and it is an open question precisely how much or what
we should be doing. Relevant considerations include the
following: a) What seem to be fruitful ways of encouraging
productive work in this area? b) What human and finangcial
resources will be required by these different strategies, and are
they available to us?

c) What is the appropriate time-frame within which we should be
working?

Below I summarize a number of strategies that have been
under discussion within CIJE and the Mandel Institute. In
putting some of these concrete ideas on the table, the
expectation is not that one or all of them will be aceepted but
that they will provide a springboard to serious deliberation
eoncerning what the Goals Projeet should be doing. My hepe is
that by the end of the February 10 meseting we will have arrived
at @ preliminary decision concerning a set of strategies that
ssem beth feasible and fruitful, as well as the rudiments ef &
plan of action. The deeision made might be to endorse ene or
meore off the strategies diseussed below, in the ferm presented of
in & revised form; or it might be t6 pursue an as-yet
umidentified route.

SOME STRATEGIES TO BE CONSIDERED
1L Encouraging visien-drivenness via edueational efforis.

Whatever CLIE accomplishes with the Geals Prajeet will
depend in large part en whether the rslevant growps,
institutions, communities, and individuals esme to reeagnize the
imporant rele of vision-drivenness in edueation. The need to
RUFUFE sUch 4R appreciation peses a serisus educational



chalienge for CIJE. How this challenge is to be addressed will
vary with different contexts: but there are certain general

things we ¢an be doing which may have & high pay-off across these
contexts. In particular, the Goals Project should work
systematically to develop a library of materials that explain the
importance of and exemplify vision-drivenness. Such a resource
bank would include the following:

A. Thoughtful, readily understandable discussions of what it
means to be guided by a vision, of the way vision-drivenness cam
contribute to the development, implementation, and evaluation of
educational practices, and of the accumulating evidence from the
world of general education that being vision-driven pays rich
educational dividends.

B. One picture, the saying goes, is worth a thousand wordks.
Examples off flourishing educating institutions that are
vision-driven will be invaluable, particularly if accompanied by
vivid accounts of the ways in which the vision informs what goes
on in the institution. Such examples could come from the world
of Jewish education but also from general education. The Waldorf
school that grows out of the work of Rudolph Steiner has been
pointed to as a possibly interesting example.

C. Examples of institutions that have gone through a serious
goals-defining process and have, through this process, succeeded
in transforming what they are doing in fruitful ways. Examples
might well be found in the work of the Coalition of Essential
Schools, as documented in their journal, HORACE.

D. "The future as history." Following the lead of the
Carnegie Commission in A NATION PREPARED, CIJE would do well to
commission one or more articles that vividly present educating
institutions of the kind we -——or some segment of "we" - might
hope to see ten or twenty years down the road. The challenge
would be i) to make the institution(s) come alive in an appealing
way, and ii) to show how, down to its very details, it reflects a
particular animating vision. The suggestion that mere than one
such article be commissioned reflects our sense that we would
want to see portraits reflecting more than one vision of a
meaningful Jewish existence.

E. The "Educated Jew" project is a potentially rich
resource; particularly as the philesephical conceptions that are its
starting-point are translated into portraits of edueational
institutions that adequately refleet that vision.
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AGENDA FOR GOALS PROJECT - PART IV

2. Swiategies for working with individual educational
institutions

A. A Coalition of Vision-Driven Institutions

This proposal is that a coalition be established for
educating institutions that are seriously interested in going
through a process of clarifying their underlying vision and
goals, as well as in articulating and working towards the
actualization of the relevant educational implicatioms. In
addition to providing evidence of seriousness, participating
institutions would have to meet a variety of standards in order
to qualify for admission and to remain in good standing. Member
institutions would be offered a variety of CIJE-resources
designed to facilitate and support their efforts.

While some institutions from Lead Communities might well be
mterested in and qualify for membership in the coalition, the
proposal does not assume that the coalition will be limited to
Lead Communities. On the contrary, the hope is that institutions
im other communities would want to enter the process.

It is far from clear how many institutions would be
interested in participating in the coalition or would qualify.
If the coalition were to begin with only two or three
institutions, this would by no means be a disaster; indeed, it
might be desirable. If, on the other hand, a host of
institutions were both interested and able to meet the standards
fior entry, this might create some resource-problems for CIJE. In
particular, it might well require CIJE to identify appropriate
individuals in Jewish education from around the eountry whe eould
serve as consultants or resources to the member-institutions as
they set about their work. Identifying whe such people might be
and getting clearer on their availability is some thing that is
prebably worth getting started en.



If CIJE is to pursue this proposal, a variety of
important tasks lie on the immediate horizon. It might also be
useful to imvite an articulate representative of the Coalition of
Essential Schools to meet with us so that we can benefit from
that coalition's experience and insight.

B. Identifyldesimfyleainrttietiomtioutparhapspereaps pre or two
wiithin each lead community, and work intensively with each one
on issues off goals.

This proposal is in a sense more modest than the Coalitiom
proposal (A., above). The intuition that informs it is that,
particularly given possibly scarce human resources available te
the project, we would be better off pouring these resources
imtensively into one or a few settings than to risk squandering
them by trying to address the needs of too many institutions.

3. Strategies for working with Lead Community lay and
professional leadership.

A. A planning seminar (planned for this summer).

This seminar would be designed to engage lay and professional
leadership, especially within Lead Communities, around the theme
off Vision and Eduecational Practice. The seminar, as now
congeptualized, would include the following kinds of elements:
1L oppenumities fior pamticipants (o come (o appreciate the
impeortant role that vision and goals can play in guiding the
educational process; 2. a chance to hegin or continue working
threugh their ewn visions of a meaningful Jewish existenee; 3. a
chance to encounter other such views, ineluding but not limited
te fermulations developed in the "Educated Jew" project; 4. a
chanee to begin thinking abeut what's invelved in trying to use
sueh a visien to guide educational praetiee; 5. a ehanee to
develep & steategy for engaging edueating institutions in their
local cemmunities i the geal-setting process.

If sueh a seminar is te take plaee, a number of
decisien meed to be made fast. For example, when and for hew leag
will it take place? Where will it take plaee —in Israel or in
the United States? Whe will be the faeulty? Whe will be invited
9 participate? Sheuld it be limited to the lay and professional
leadsrship in the Lead sommunities or sheuld it be opened te a
broadsr clientele? If the latisr, whe sheuld Be ineluded in this
broadsr clisntele?
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AGENDA FOR THE GOALS PROJECT - PART V

B. Consultations to a community's ieadership around efforts
aiready under way or accomplished that are concerned with goals.

For example, in a community like Milwaukee that recently went
through a strategic planning experience that put “visioning” at
the cemter, CIJE could initiate a serious conversation designed
to unearth and develop the substantive ideals, the educational
visions, that underlie the proposals that emerged from the
Strategic Planning process. And if it turns out that these
substantive ideals prove elusive, this could be a fruitful

catalyst for serious discussions of questions of visions and
goals.

4, At tthe demominational llevel, we need to find ways of
encouraging the national training institutions to develop a
pro-active approach to the problem of goals for Jewish education,
an approach that includes efforts to catalyze serious attention

to vision and goals on the part of constituent educational
institutions, The question is how to do this. Below a few
possible directions in which to proceed are identified.

A. Encourage the denominations to clarify and more adequately
articulate their own guiding visions of a meaningful Jewish
existence. This could be done in more than one way. One route
would be to use existing vision-statements as guides, or in any
case, as springboards for further clarification. Another route
might be to ask them to identify an edueating institution that
adequately exhibits what the denomination represents and strives
for, and then to do a content analysis of the basic assumptions
concerning the aims of education that seem to be implieit in that
institution's practice.

B. Encourdms eutagrahadeaoahidanondhatisimaltiorséitetiaagr ko work
intensively with one or more carefully selected edueating
institutions on issues relating to the identifieation of 8 vision
and its educational implications. Sueh institutions might, but
need not be, located in the three prineipal lead-communities.

C. The kinds of efferis articulated in A. and B. might be



lawnched via a series of two oF meore seminars that involve the
deneminational leaders in reflecting on these matters, as weli as
O ways off gewing their constituent institutions to take issues

off vision and goals seriously. Whether such seminars should be
Imited to members of any given denomination or should be
Gess-denominational would have to be decided; conceivably, the
imiial semimar that launches the project at the denominational
level would be smiter-denominational, while those that follow
woulld be intra-denominational.

3. Pillot-Projects.

One way to approach the Goals Project, a way which overlaps
but i3 not identical with the approaches discussed above, is to
umdiertake one or more pilot-projects. For example, a
pillot-project might take a particular dimension of Jewish
education, e.g. the teaching of Bible or the Israel experience,
amd] systematically explore it in relation to issues of underlying
wision amd poals. This could be done in a variety of ways and at
a vaniety of levels. For example, a community might take it on
itsedf to focus on a particular dimension of Jewish education -
say, the Israel experience - and to catalyze serious reflection
om the part of all local imstitutions {across denominations)
comcerming the foundational and derivative aims of such an
experience and the way such aims operate to guide practice.
Comceivably, diffferent communities would take different
dimensions off Jewish education as their central focus.

One could also imagine national denominational organizations
making an agreement to explore one or more dimensions of Jewish
education in this way. Such an agreement c¢ould give rise to some
fasoimating results: for one would expect that if the
denomimations approached any given dimension of Jewish education
- firgm the teaching of Hebrew to the teaching of Israel to the
teaching off Bible - seriously and with careful attention to their
diffferent visions of a meaningful Jewish existence and the aims
off Jewish education, imporiant differenees in edueational
emphasis and direction weuld emerge.

CONCLUDING COMMENTS

My heps is that the foregeing diseussion will suffiee to
siimulate and guide eur discussion at sur February meetings.
Such discussion might prefitably foeus on a) unelarities,
incompletenesses of mis-statements found in this decument; b) the



adequacy of the various proposals and ways of improving them; c)
pertinent proposals not articulated in this document. Ideally,

we will emerge with the rudiments of a strategy at each of the
major levels discussed above.
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Based on the foregoing, I would recommend the following agenda
for our February 10 meeting:

l. Summarizing/refining/rethinking the basics: a) Underlying
assumptions and key distinctions that inform and define the
goals project; b) the levels at which the goals project is to
work; ¢) considerations pertinent to a decision concerning which
strategy or strategies to adopt.

2. A summary and discussion of the major proposals represented in
this report, as well as additional proposals that seem promising.

3. Action: a) Decide on one or more proposals to pursue, and

b) Develop a plan of action, including a division of labor.



Dear Alan, Barry, Danny, Gail, and Shmuel:

The following are my thoughts on what a "simulatiom™ for the
goals seminar might be. It is based on an exercise which
Shmuel and I undertook on the mission statement for Jane
Gellman's new school in Milwaukee. What emerged from that
exercise was that it could be possible to enter into a geals
searching process by setting up an interchange between
outside experts amd regoessttiwess oDf an  eshoeeiiiamsll
imstitutiom.

In this particular exercise, the focus of the interchange was
a mnission statement. Our conclusiom, however, was that it
would be possible to create such an interchange around any
authentic expression of the institutiomis vision or even only
a part of its poospEm. Soinmes fdor tihis mey incdludie a
curriculum, a model lessom, or a "thick®™ description or set
of observations on what goes on in the institution's culture:..

What we tried to simulate was the role of the outside
experts. That is, we tried to latch on to gnomic hints of a
larger vision in the mission statement and respond to them in
a way which could lead to a deeper gecals formulation process.

For example, we coorssidiaesil How we oould "explosid™ Hhis
specific mission statememtls reference to the aim of
generating "the aibkillitthy tw engage lin  imdeperdant Jewish
study." We asked ourselves questions such as, "What
constitutes the capacity for independant Jewish study?" "Does
it inciude the motivation for that study?" "What specific
subject matter does it focus upon?% "Does it assume that a
pluralism of Jewish values - i.e. that the learner can and
should reach whatever conclusions s/he may as lohg as they
are based on study of authentie texts?"

Then we considered varieous possible answers te these sorts of
guestions as they emerge from the cenceptions of the educated
Jew or from systems of Jewish eduecatien with which we are
acguainted. These, we thought, could previde us with content
fer an interchange beyond merely asking guestiems. Fipallyy,
we considered how the discussion of this speeifiec aim might
be fruitful with different constituents frem within an
edueatioenal institution, So as to develep a strategy fer an
effective respoense (@gministrators, educaters, lay leaders)).
in each case, the gquestien was how we might ignite the geals
formuilation process for each of the constituents in a
construective way and how we might bring the varieus
diseussioeng together.

My suggestien 1is €te actually undertake a similar kind of
exchange in relatienship to a specifiec mission statemneny
lessen plan, eurrieulum, ete. The audienee and the staff
woeuld be given the foeus=doecument in advamee. Theh they
weuld witness the simulated  interchahge between a
Fepresentative or¥ greup 6f representatives. Finally, Ehey



would respond to the simulation by commenting on its
applicability to their local communities and institutions of
educatiom.

The first problem here is obviously which focus-document and
representative to choose. It would be possible to use Sam
Heilman's "™Imside the Jewish School™ as an example of a
reading of a given school"s culture and then to try to
demonstrate what it would mean to engage in a goals seeking
process in response to this document.. In a way, Heilmam's
piece may expose deep chords in the American Jewish
edmcational agenda - a desire to keep the family togethwr,,
but through just being together rather than through specific
Jewish content. Conseguemntly, it could have significance for

many people in our audiemnce. However,, I would rule out this
possibility because it would be impossible to simulate the
other side of the discussiam. We have no representative for

the school Heilman was describimg..

So the guestion really is if there ie somebody in our
audience whw womildl Hee wiillllilty tho eartiear into tihiis Kdindl off
simulatiomn.You Youggewioeds tedl Ky ehomwhbndd do net Hmow, Jid oyl
those I diw knknow, wewe mey consiidiar Reay LeevioorBasesidpy
Gribbetz, bwtth off wiom Have cikkbmesll teo bbe divimpg EsRls
searching in their institutions (@nd have some writtenmn
materials to show for it). Another pogsibility would be fer
us to ask a group of the participants to design a mission
statement for a theoretical institution and to play make
believe all the way. However,, I think that this might fail
to carry across an authentic portrait of what sueh an
exchange may involve. Finally, an exciting possibility would
be to bring in outsiders - people whe do net know what the
seminar is about - to participate in this simulatiom. A
possibility would be Melitz, whieh has an #ideelegy™
statement. Since I worked there, I think I know how this
"ideology® does and does not refelect what the institutien is
about. Other Israel experience programe may be an
alternative..

An important point to take into account is that in the
simylation, the role of the "outside experts™ weuld net be
that taken by the €IJE, but rather by those whem the CIJE
will ¢€rain. We have said it a number of times, but it is
important toe remind ourselvee constantly that €IJE eannek
promise more than it can deliver. On this level, it may be
important to consider as well, how the simulatien addresses
pelitiecal realities in the geals development precess. Still,
it would be enough to raise the issuee without giving ansvers
other than toe say "Ythis is what we hope te deal with in Ehe
lecal goals seminars and in the cealitien eof ¢geals driven
imsttitutions. A

Let me knew if tJiere is anything else I can do en this.,
Lehitraek. Dahie



FIRST THOUGHTS IN WAKE OF A GOALS PROJECT SIMULATION

SHMUEL WYGODA/DANIEL MAROM

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

I. 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 attitudies;,
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 implications
for the reorganization off everyday life in the school, this process cam be wvery
threateming.

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 if necessary and available)

= can be evaluatel”

Though the facilitator/s would have to "translate” the concerns and understadings of
each of the players in the goals defining process, it would not be the facilitator/s’s role
to shape school policy in any way. Similarly, though the need for clarity would
necessarily involve inquiry into issues of priority and value, the facilitator/s would not

attempt to raise the level of discourse on goals to the level sought out in the papers on
the educated Jew.

3. A school's statement of general aims (as in the appended Milwaukee Jewish Day
School "mission statement) can be a useful starting point if it reflects, even in a very
general way, something of an authentic vision. Honest nuances in such a document
can be "exploded" into a series of specific questions, clarifications, and differentiatioms
which are necessary for the definition of goals (eg. the goal of preparing students for
"possessing and valuing a Jewish lifestyle" makes many assumptions abeut what a
school must present to students as a viable way of Jewish living, abeut how these must
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be presanadl, and dAbout wihat it means for o sttdientt to [kam alboutt cacth ome off these
lifestyles and to choese ome of tham for himlherself). Whem suh @ statement is
awsilablle, it may provide 2 less dhreateriing tasis ffor tthe godls diefining oocess than
wihem tiare is mo statenment at @lll. In cases im wiiicth even this kint of mission statemeTt
its wnandilalike, @ne wenild rawe to itk abourt Fow tto greamerate itts production ar sugeesst
tihat tHe progeass begin on the haks of @ "contant andjik" (@n exrapobion  of godks
statements from an analysis of its existing programs and practice).

4. The quedion of how to imtiste tte goalls defimngy process im scthpols im ikad
Qommuitiess iis waty sandtive and compéex. We do nott know how mamy offthe $0 - $0
sittuoedds im teat] communiiess (eeatiy dhikittonsld, day, s ssyppbemesrtary ), woondd weartt too
wnitargo sudh @ proeesss.  Sinee the poecsss  can Hee thhoeateding, it may sdfdly Hee
aassumreek tvet meanyy ssethood bs 1] rmocst e iimmetieetedfy aypeen tto thleeittbea . THuorgbh pesssuee
fiom ey lkeadiass and fionoee manageemant aaltt areate thiee baasss ffor sudh @ prooesss, aree
st akso considter thee posibhiliyy thhat thhese wittoimypbement aawsstonwill mot dbo ssowaribh
grreat anergy ant comwinttoon, ewen iff thiee "guilllotimd" of @accouabbiliyy is Hargimg oeer
thtedir heeatds, wiribess ey edlionce iin thee ssttuwd iss wission ant seetheensedives asHuwanving somre
rodéeiin iits coomegptoon. Hiuthermuoee, weehiare moitbea offhvywnaatyy cos sideceppetssaace
avedltdtibeffor ssudhaappooesss((ferra by ymoo tesromghhtvoweskiowiibhail It bivessttomdd sinnaal éadd
coOIIMLTYY 2t ored) nraT dbo wee oow huowy mmiebht tinee woanhdd bee nrees ssayy imnovtdder too
achieve appropriate resullts.

It may be that the resources of the MI-CIJE would be well invested, at least at first,
into an intensive goals defining undertaking with one or twe schools in each lead
commumity The advantzge of this appreadh is that the MICITE couild chose to watk
with schools whose desire to enter inte a goals defining process is assured from the
outset.  n addition, it wauld be positile to comsider reamiting these schodbs i the
process whidh, wihem seon emtering fhe process, waoullll prowide an ncentiwe fior odfsr
schools to do the same. Yet anather advantage is et the smaler wndetéing caitd
provide the MICIE witth walwdile experence m peparion for the lmger godls
project im and across lead communites (ths codll positly make e snalbr

$. Limkeed tro tre issue of imifimg te gedls ddfmng poeesss is thdt of thee speetiioc
bayeors wiiith waoultt e tho e imwalisesld. Alss wess sttt athonee, egingg imwad et iim thiee
[prxeess @an te an impontartt Fadwr im enpovering ant amegEamg phayess for e
impllenenaion proeesss.  THiss weoutt Thpgoed iy leald tto thhee aorodlsston thet it weouid Hee
immpeorteartt tto imdludie % troat @ these as posiible im the poeesss.  @m titee agtiesr Heavd,
toeegithess tthee gecent tundbem ttvett aa thosat] beesse 1 baness aon efffiimrogy, thtee ssounaeess affaauttvoriyy
fin tttee b s on mrdkiing prowsss and e it poiiiss will] tee d foreit im cath stod].
Titiss ookl adbaiimissy Heanee groedt imypestt com thiee quuesdison of witeo iit weoultd tee nescsseayy,
ativiediiée, cr apsteond] tho indlute im thiee goadbs didfimig pooesss. @nee pposibbiiiyy off
cbed gz writh thiss isssLee wioou td Hee tto waokk wii thaa aeommiitege affregpres saritd ives sodfeeadth of
thive axomssiituegriss im @ sohwod] (lyy, atnimstedines, oo, paetss, ette)) im [prookhedngs dadft
fomnuibdicorss af goedis ant] theen witth esadh resgpessaitdiivee aandd Hisghesr coorssittieaxtt im



6. In order to proceed, we suggest that this document be discussed with AH and SF in
preparation for the discussion of the goals project at the coming CIJE seminars.



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

The mission of MJDS is to prepare -gsoduat-cs~ 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
conroitment 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

ail 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:

fRO T - \T- fa'lL1lecdJ.

1. knowledge and understanding of the full range of Jewish beliefs and observances.
2. knowledge of and familiarity with Jewish sources.
3. understanding of the development of Jewish tradition.

4. knowledge of Jewish history.

In the area of Jewish skills:

1. the ability to speak, read, write and understand the Hebrew language.
2. the ability to participate in and lead synagogue worship (tefillah).

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

4. the ability to study Jewish sources independently.

In the area of Jewish attitudes:

1. commitment to gemilut chasadim (acts of loving kindness).
2. commitment to Klal Yisrael (Jewish corrmunity) .
3. corrmitment to Medinat Yisrael (the modern State of Israel),

positive feelings about Jewish life, celebration, and learning.



Suggested steps for the involvment of the Denominations and Training Institutions
in the Goals project.

Introduction.

In the course of the last year and a half, the denominations and their training institutions
have been informed about the Mandel's Institute " Educated Jew project © They also
know that the Lead Communities are likely to turn to them for help in defining the goals
which should guide their educatiomal endeavors. At the present time, little efforts have
been generated by the Denominations to meet this challenge successfully. The purpose of
this short paper, is to suggest possible steps through which the denominations could
hecome more knowledgable about and more involved with the elaboration and
clarification of goals for the educational settings which are affiliated with them

Given that the various denominations differ from each other mainly on their ideological
Weltanschaung, the suggested steps have to take into account these different approaches
The following beeing but a proposal it will focus on one denomiation as an example of
what could be done with each of the main denominations.

* Seminar L

In order to start the thinking process about Goals on a common grownd, it is suggested to
have an initial seminar, that would be attended by the core group that will coordinate the
efforts on defining Goals at Yeshiva University, plus CUE and MI consultants,

Desired outcomes:

The purpose of this first seminar is to clarify the Goals Project, its scope, and the steps
involved in it.

Agenda:

In order to define the Goals Project for the Orthodox educatiomal world, three possible
routes could be suggested:

* Defining Goals on the basis off existing material ( curricula, mission statements,
etc ) produced by Yeshiva University, or by educational settings that belong
formally or informally to the YU weorld.



* Defining Goals on the basis of the content analysis of particular educatiomall
seitings. For exampls, the choiees made by Rabbi J.B. Seicveitchik with regards t®
the syllabus of the Maimonides Scheel he created in Boston: the decision to teach
only some tractates ofthe Talmud, or some books of the Bible , the decision t©
have the exaet same curriculum for boys and girls at Maimonides ete ets.

* Defining Goals for the Orthodox world on the basis of Rabbi Nonman Lasn's
ook on the Volojin Yeshiva, The book is a thorough analysis of the conceptul
firamework and the curricular content of the institution that has becemme the
paradygm ofall the Yeshivot in Europe Israel and America. An analysis of the
book is therefore likely to shed light on the Goals of contemporary Orthedeox
education, particularly ifthis is done in taking inte account the many differences
between the original model and its contemporary North Americam replicationss.

* Defining Goals on the basis of Rabbs 1. Twersky's papers for the Educatad Jew
project. These papers which have for basis an analysis of Maimonides eduweztiomal
philosophy and ruling , may serve as a basis for discussiom on the educatioms|
Goals for the entire Orthodox world. Furthermore, Rabbi Twersky could guidie
some off these discussions.

Recruitement of the YU Goals Project team.

It iis suggested that at the end off this initial seminar Yeshiva University appoints a team of
scholars , educators both from YU and from educational settings that are based om a
simillar ideology. The YU people that will have attended the initial semminar willl presenit the
Goals project to the all the team members, will familiarize them with the theory of the first
semimar, and will set the means required to elaborate a first set of Goals that could be
offfered to the schools that will request them, both in Lead Commumities and in
Communities at large.



The Second Goals Seminar.

Once the team wiil be familiar with the project, it is suggested that it has a second seminar
that will be attended only by this team. It is reasonnble to assume that this will be an
seminar that will take place over a series of meetings.

Desired outcomes:

The purpose of this second seminar will be to translate the” raw " materll, inte workable
Goals for the various educatiomal settings .

Agenda:

* Choose the most appropriate outcomes from the options of possibilities
suggested during the first seminar, or on any other basis suggested by YU Goalls
Project team.

* Translate the chosen option into usable goals adapted to the needs of the various
settings that will want to implement them:

* Stress the importance of accoumtability in each initiative or publicatiom. For
example in the area of Hebrew, the goals should not only specify that the students
at the end of grade 12 wiil be fluent in Hebrew, but should also clearly define what
such fluency entails and how it could be measured. The team will be made aware
that appropriate modes of evaluation will be put in place in order to help the
educational settings meet with increased success the challenge set by the goals.

* Identify " lead schools ™ in which the suggested goals will be implemented
initialy, and prepare the means for this implementatiom.

The second goals seminar will not be attended by CIJE-MI represemtatives. However, it is
suggested that after each meeting of this seminar, a coordinator from CUE should be in
touch with the coordinator from YU to hear about the progress made by the team, and
possibly suggest alternative routes that may be considered.



Here's a precis of my Milwaukee presentation, including issues that arose. I will be sending a copy of
this on to Bill Robinson as well, because a reading ofhis document on vision-driven communities
helped to focus some ofmy thinking about how to approach the Milwaukee presentation. Thanks to
Bill and a long ride down to Milwaukee, I feel like I'm developing a better sense than I had about how
to approach the notion of a vision-driven community. See text ofthis document for details.

In any event, conceptually, | now find myselfthinking in terms of different kinds ofvisions: personal
visions (e.g. the educated Jew); shared visions (dealing with the same theme); institutional visions (that
is, a vision of what an optimal educational environment might look like); and, finally, a
community-vision (as articulated in the attached file). Exploration ofthe relationships between them
could prove very useful, I think.

I hope this proves helpful to you, Gail, as you think about your Baltimore presentation. As I said over
the phone, people seemed friendly and engaged. What the impact in fact was is hard for me to judge.

Talk to you soon. A
THE MILWAUKEE PRESENTATION

Background. Prior to the Milwaukee presentation, I had been briefed concerning several concerns they
might have, including the following: 1. Are they being abandoned by CUE, as it moves to expand? 2.
What's next? What will be the outcomes and payoffof seminar participation? 3. What will the seminar
look like?

I had prepared to organize my remarks around the following themes: background assumptions ofthe
Goals Project; hoped-for outcomes ofthe seminar and the work ahead next year; the content of'the
seminar - the themes explored; the kinds of activities we will be engaging in; what CUE does and does
not have to offer in the way ofan approach to the problem ofencouraging vision-drivenness.

In fact, these were principal matters that I discussed —butjogged by an early morning reading of a
very helpful memo Bill Robinson had written at my request, I remembered that Milwaukee was very
interested in the question ofa COMMUNITY VISION. On the way down to Milwaukee, I found
myselfthinking a lot abut this theme, and in the hour or so I had before my presentation, I made it into
the starting-point of my presentation. I mention this because I feel that it this piece may in fact
represent a contribution to the conceptual map ofthe Goals Project, and I will summarize what I had
to say about this below.

Whether the meeting went well or not, I couldn't tell. In attendance were Louise, Jane, Ina, Jane's
husband, Rick Meyer, Ruth, Jay Roth, and Tzivia Blumberg. Everyone was polite, and the people we
were particularly concerned about - Jay, Jane's husband, and Rick —all seemed actively involved and
asked questions. Whether they came away feeling this seminar would be worth their while I'm not
sure.

When pressed for their hopes and questions:
1. Rick expressed his hope that the seminar would not be overly- academic, that it wouldn't shy away

from practical concerns. He also expressed his interest in having a chance to talk during the seminar
about how it and the Goals Project fit into the Lead Community effort.



2 Avreallissie fosr a numbes of e, mightly, was this: how ii it possible in institutions featuring so
much diversity to develop a shared vision that (in the name of consensus) so vague that it elicits no
passion.

3.A question was also raised about whether we would discuss different models for encouraging
instiintions in the direction of shared visions. I intimated that there were several models that we are
familize with, and that the seminar would indeed focus on this general problem. I stressed that wihile
CIJE has some decided ideas about this issue, especially concerning crucial ingredients, it has no
fiormula to offier and, indeed, would welcome an opportumity for all of us to wrestle with this issue

during the seminar.

4. Another issue that arose: the case of JCCs, and what vision- drivenness might mean in that kind of 2
setting.

5. CIJE was cautioned not to assume that local institutions have not done anything in the areas we're
imterested in; we should perhaps begin by asking them what they have accomplished. We should alse
not assume that they will feel they have much to learn from us. (I responded that this is where their
help will be invaluable, that is, in bringing institutions to the table with an open mind).

6. When will there be breaks - so that I can schedule meetings, etc.? Is the schedule concrete in that
ways? I responded that two evenings were free and that there would be breaks of 1 to 2 hours in the
affiernoon, but that the schedule they are getting at this point doesn't go down to this level of
specificity. Meyer, who asked this, seemed satisfied.

7. What clothes are appropriate? I said that with the exception of the visit to the Yeshiva, they should
wear whatever's comfortable. Bermuda shorts are fine. (Louise's question)

8. A goncern was expressed that they get the materials soon, especially by those leaving eailly:
DP'S PRESENTATION RECONSTRUCTED

1 want to begin by locating the Summer Seminar in a larger context. The question I want to begin
with is this: *"What does it mean for a community to say that it cares about Jewish contimuity? Wikat is
it committing itselff to iffit seriously announces this as its central conceim?” My suggestion is thait
answering this question offers & sterling-opportunity to articulate a compmunity- vision.

Communities might choose to answer this general question in many ways. I could, for examiple,
MRAgiRE & community interpreting its “caring abeut Jewish eontinuity” as entailing the following:

1. We are 2 earing community. We are 8 community that in  varled ways communicates to its
members that they are eared about and that their basie needs will be met. To say that we are a ¢aring
community is alse to say that we offer our members meaningful opportunities to be the givers of care
te others (ot just the reeeivers).

2. We are a community that offers its members opportumities for activities they willl find perseinllly
meaningful. What these aetivities are =- whether in the realm of eelebration oF prayer, social actiom,
study, meeting the needs of others - needs to be determined; but the key is for the community to offer
i members oppertunities for engagement that they might not otherwise have.

3. We are 8 community that takes edueation serieusty. Just as it is net self-evident what it means
19 be & caring commuUniey oF & esmmunity that provides its members with avenues for meaninghl



engagement, $o too, it is not self-evident what it means to be a community that takes education
sefiously. But here is one thing it does not mean: it doesn't mean that the community announces woirlks
towards a vision of an ideal Jew and then proceeds to try to actualize it. Such matters, which are at
the heart off the Goals Preject, are more appropriately addressed at locall, institutional levels.

But to say that a community shouldn't be in the business of articulating and trying to actualize its owm
viston off an ideal Jew doesn't mean that it is stuck with articulating "motherhood and apple pie" kinds
offgoals. On the contrary, a community that announces itself to be serious about education cam
articulatte a2 coherent vision of itselff with some real bite. Here are some passible elements:

1.. We are a community that works hard to encourage its constituent institutions to develop an
adequate personnel base. We are committed to their being an able educational director working full-
time im each sizeable institution and we will do what we can to raise the educational level of the
educators.

2. We are a community in which everybody - including lay and professional community leaders - is
engaged in serious learning, and will work hard to make this image of ourselves a reality:.

3. We are a community that develops meaningful educational opportumities for those (say,,
imter-marrieds) who may be currently excluded from our purview.

4, While we as a community do not have a vision of a meaningful Jewish existence which we
represent, we believe it important to do what we can to encourage our constituent, local institutions 1@
become vision-driven, and we commit ourselves to using our energies and resources to making this

happen.

#4, which brings us to the Goals Seminar, has thus been introduced in a larger context -—a eontext thait
focusses on what it might mean to be a community that is seriously coneerned about Jewish eomitinuity
and that believes Jewish education is integrally related to this effort.  Against this backgrowund, I tuih
to the Goals Seminar.

THE GOALS SEMINAR

Background assumptions:

1. Geals are eritical tools in the edueational process; they are the basis for deeisions of various
lands and for assessment, ete.

2. In many typieal Jewish educating institutions, goals are often non-existent (Teach Chumash—or
Iseael, ete., as though the subjeet eame tagged with a geal). Even where is an avewed geall, efforss
realize it are af best symbelie in the sense that there's been ne systematic effbrt to assess the likeliheod
that the afrangements i placs ean achieve the avewed purpeses. I focused on Prayer in this
conneetion, developing this example in some detail, with atiention to the thoughtiessaess of ot
goals/efforts: is proficiency really eneugh? what dees it mean 1o teach prayer to children whese views
&h God may be very non-iraditional? what's the real impaet of the aetivities we've designed in WS
arena; éte.7 1 also stressed, in this eonnection, that goals are often disembodied - that i, WeyTe Aot
anchored in 3 vision which explains why they're imporiant.



3, It idciatwadi chatHewish stuedting imstifutionsomo veotawandsrgoalna bndhnibivisi dnideivmssess —
hence, the Goals Project.

Seminar outcomes: Here are the points I stressed.

1. Knowledgeability of participants concerning what it means to be goals-and-vision-driven, of the
dimensions and complexity of the effort to move in this directiom;

2. Conviction that the effort to become vision-driven is critical and needs toe be encouraged.

3. A plan of action for engaging the local community and local institutions in the process, with
special attention to the local seminars.

4. A sense of partnership with CIJE and other participating communities and bodies in this general
effort.

Semunar content. I stressed the following;
I. What visions are and the ways they can inform decision-making.
2, What vision-driven institutions Jook like.
3. Translation from vision to educational design and practice.
4, The challenge and problematics of developing shared and compelling visiom.
5. The development off a community plan of action in this arena.

Seminar form: a mix of activities, including field-trip, lectures, small group discussions that encourage
reflection, Jearning, and deliberation, examining a case-study, etc. The seminar will be demanding, but
we've worked hard to create sessions that will be individually engaging and with a rhythm that will
keep people awake and with us.

Next steps. Under this heading 1 discussed the local seminars and who we would expect to be
participating. I described this as the beginning of a process ---a process that not all participating
institutions would necessarily continue with beyond this stage. [ didn't but perhaps should have
diseussed the next stage at which we would be training one of "their* people to push the process along
at institutional levels.

What CLJE has to offer. Do we have an approach? Here's what I said.

1. Ne formulae about how to become vision-driven will apply across the board. Institutions differ
in their history, in their culture, in their leadership, and these matters are all pertinent to deciding how
to proceed.

2. While aware of models that emphasize visionary leadership and of other models that emphasize
€onsensus- building (a la values clarification), our own model a. recognizes that both may enter in,
though in varying ways depending on the institution, and b. insists that a process of serious study of
different coneceptions of what we should be edueating towards needs to be part of the proeess.



3. The majox stakeholders -- in a congregation, Rabbi, educational leader, and lay leader - need to
be imvolved and supportive of the effort.

4. "Having a vision" may not be an all-or-nothing matter. The important thing is to make progress
towards being more vision-driven.

3. It is tempting to dismiss the effort to become vision- driven in advance —omn the grounds that
"it's impossible." CIJE's view is that all the practical considerations that might be used to snuff out
the efffiort need to be acknowledged but cannot interfere with the effort to understand what we're
ocommittted to and what would be entailed by a serious effort to realize this.

6. Brutal honesty! Institutions need to be brutally honest with themselves comceming what it is
they are really commiitted to and prepared to realize - what really matters to them. They also need to
be brutally honest in assessing the relationship between their hopes and the educational practices they
now have in place. Such honesty must infuse the process.

Assignment. ] briefly described the portraits-assignment and explained the ratiomale for it.



PROFESSIONAL EDUCATION AS A MODEL FOR ALL EDUCATION

THE CASE OF MEDICAL EDUCATION

LEVEL ONE: PHYSIOLOGY, CHEMISTRY, PHYSICS

LEVEL TWO: PHYSIOLOGY, CHEMISTRY PHYSICS FOR MD'S

LEVEL THREE:: iNTEGRATION/ECLECTIC OF ABOVE IN ORDER
TO DEVELOP A TREATMENT PROGRAM FCOR PATIENTS

LEVEL FOUR: TREATMENT OF PARTICULAR PATIENT

LEVEL FIVE: TREATMENT AND FOLLOW UP

THERE ARE DIFFERENT SORTS OF MOVEMENTS ON EACH LEVEL:

MOVEMENT FROM LEVEL ONE TO TWO IS VERTICAL

MOVEMENT FROM LEVEL TWO TC THREE REQUIRES "READYING"
"IRANSLATION" OF SUBJECT MATTER

MOVEMENT FROM LEVEL THREE TO FOUR IS LATERAL
OR "APPLICATION®

FOLLOW UP INVESTIGATES POSSIBLE SOURCES OF SUCCESS
OR FAILURE ON ALL THE ABOVE LEVELS.

OR



CIJE AND THE COMMUNITIES: POSSIBLE NEXT STEPS IN OUR COLLABORATION

Below is a description of a two-stage process through which CIJE might work with local
communities beyond the summer seminar.

STAGE""

V'CLJE offeiffa set of some three or four seminars next year, designed for critical stakeholders
in local educating institutions. These seminars are designed to heighten their understanding-and
appreciation of the ways in which vision and goals are relevant to the improvement of their
educational efforts; to guide them into a careful analysisp f their current goals and/or vision-statement
and ofthe ways these are or are not adequately reflected in their institutions; to help them grow more
aware ofthe different arenas, levels and approaches that might be adopted in the effort to become
more goals-sensitive or vision-driven; to encourage some thoughtful reflection concerning what a
desirable vision for each institution might be, possibly through encouraging dialogue with the kinds
of visions represented in the Educated Jew Project.

STAGE 2:

By the time they will have finished Stage 1, institutions would have a good sense of the
challenges involved in undertaking a serious commitment to become significantly more goals-sensitive
and vision-driven. Those among them that are prepared to move on to the next stage and can meet
the specified requirements for participation would be invited into the second stage. In the second

\p stage, each participating institution would be involved a systematic effort to begin making serious
orogress in the arena of goals. In order participate, institutions would have to agree to a number of
expectations. Though these need to be clarified, they might include: a) an expectation that specified
kinds of study on the part of key stakeholders be a part of the process; b) the institution's
identification of an individual who would guide the process along; c¢) a willingness to address in the
process a number of critical issues that need attention if progress towards vision-drivenness has a
chance ofbeing substantial, e.g. issues of evaluation.

At stage 2, CIJE's role is to work with the individuals selected by the institutions to guide
their process along. CUE would help to train these individuals and to provide them with appropriate
kinds ofcounsel and support. As part oftheir entry into the process, these institutional guides would
have to develop a proposd-Jset of goals and a course of action, which would then be reviewed and
strengthened in consultation with the CIJE staff, It is likely that along the way the various
institutional guides would be convened for special sessions, some of them devoted to the sharing of
the insights and concerns arising out oftheir work.

A >V /s AGAJT-*_1



LEE M HENDLER
WHITE OAKS
2734 CAVES ROAD
OWINGS MILLS, MARYLAND 21117

PHONE (410) 363-4135 PAX (410) 363-9790

November 18, 1993
Dear Alan,

For some reason, which you will probably understand, better than I, it seemed
important to me that you have a copy of this before we next meet. [ sensed that you were
trying to get a better read on "whence I come from "as a Jewish lay leader. Perhaps this will
help to fill in the blanks. It is a longer version (actually the distributed version) ofa speech 1
gave at the GA in Montreal on Wednesday. The reception simply stunned me. [ received a
spontaneous three minute standing ovation from a group of the most senior "Tve seen and
heard everything" Federation leaders we have. I obviously struck a chord which leaves me
feeling hopefid. The next question, of course, is « so now what? That's a little harder to
answer, but I have great faith in grass roots efforts. The impetus for change may come from
leaders, but the work ofsea-change comes from the bottom up. [ see lots of opportunities.

Stay well and travel safely. [ shall see you in Jerusalem.

Sincerely,



GA ADDRESS
“Intergemeraitiional Philanthropy--Reflections from the Next Generatiom"

VWiken first asked to speak to this group, I wondered if I might have anything to say
that you had not already thought of or heard. But as I reflected more carefully upon the
assigument and received more information about your concerns, a conviction emaerged that I
might have something to say worth hearing. 1 will leave that judgement to you, but I must
thank you for offering me this wonderful opportunity to address something I care deeply
about— intergemerational philamthrapy.

I was told what you wanted to hear is how we have mamaged the task in our faniijy.
How it is that we are now into the third generation of active Jewish phillemiibrepists in the
Meyerttoiff famiilly. Mmd I will do that. But not in a prascriptive fashiom— flor what works ffor
one family in one set of circumstances may not be workable or even conceivable for anatfiver.
I would be delighted to answer specific mechanical questions during the question and answer
period but I would like to use this formal address as a theoretical vehicle, to explore together
the factors that have impacted my development as a Jewish phillamtiyraypist.

Further, I understand that you want me to make a connection between
intergenerational Jewish philanthropy and Federation. What role can Federation play in
expediting the transfer of philanthropic responsibility from one generation to the next while
assuring that the primary beneficiary remains the Jewish peeple?

Good questions all. Important concerns. But you may be putting the cart before the
horse. There may be other questions that need to be answered first and I may be the right
person to both raise and react 1o them... because I am a product of the educational system
your generation created and reflect the influence of your communal vision. Im short, I think
I turmed out exactly the way you expected. I had a classic reform Sunday School education
until confirmation (I was not Bat mitziah). I come ffrom a prominent Jewish famnily with a
strong philanthropic tradition. I saw the example of my parents' and grandparents' dedication
all the years of my childhood and youmg adultheed. I watched more what my elders did
than what they said. And to their credit, they spent more time doing than talking about
philanthyropy. The lesson fook root in that place where children know whe they are beeause
their parents live their lives according to their values. I did not need to question their
example because there was no disparity between their professed beliefs and their publie
behavior. I simply assumed I would do similar things with my life.. I did net rebell against it
or question its validity. I was a Religion major with a miner in Jewish Studies at Duke
University where I got a heavy dose of theology and a dusting of biblical exegesis. I manried
straight out of college and had our first child 18 menths later by which time I had already
been recruited by our Federation, called "The Asyovited" in Baltimeie.

I have been working in Federation in one form or another for the past eighteen yedrs.
I chaired Young Women's Leadership, the Federation Commumications Comnriltag, twe
different divisions of Women's Division campaign and the receit Wormen's Division Strategic



Plamning process. 1 senved three terms as a Federation trustee, helped to launch and bury @
misguided efffort to gather together the third and fourth generations of some of Baltimaore's
weadihiest Jewish families, served on the 1988 Strategic Planning Task Foree, and om at least
iwemty other adhoc or standing committees over the years. Cunrendly, I chair the Hamy
Greenstein Committee, an Associated sponsored $50,000 annual social seinices grant
competition open to the entire community through a publicized RFP process. I seive on the
steering committee off the Educational Forum for Jewish Philamthwopyy, and sit on the
executive commiitee off the newly formed Center for the Advancement of Jewish Education im
my capacity as Co-chair of Financial Resource Development (federation speak ffor
fundiraising). I am in. You got me young. You got me committicd. 4md you keep me that
way by giving me work that is usually worthy and challengimg. Mlithough I could easily hidie
belhimd a family gifi or simply ride in on it with each annual campaign [ don't because the
act would be a lie. I cannot claim adulthood on the one hand and disavow it on the other
by lenting my parents assume my adult responsibilities. Makimg my own gift te campaign is
one off the ways I assert my right to adult citizenship in_this communiity. MUl three of ry
siblings share this belicff for the message we received in our household was incomtmonantifhite.
It is not enough to tallk about your convictions, you must act upon them as well. We eael
give uidependent gifts 1o Federation commenswrate with our individual resowrces and
reflective of our commitment 1o it. We have always done so. Tire core of plhillanifiepy nust
contain this principle in order 1o preserie the ffruits it might yield. Personal responsibility
comes first. Tsedakah isn't about mene;‘it's about jiustice and using the means that all of
has at our disposal 1o assure as much justice as we can in the world. Philantinepists are
lucky, we simply have a bigger hammer than mest. Meomey can do pretty poverful thisgs, but
in order fo appreciate that, you have to know what it feels like te give it wp ffirsn. Yow ean't
leam that when someone else does it all for yow. (Twe of us have even established owr own
philanthropic funds). So here I stand. The medel of a young (relatively speaking)) Jewish
leader. You look at me and you are proud. The system you pupeosefully ereated heas trained
me. And I am incredibly gratefil for what I have learned.

Much of what I knew about leadership I attribute to your trairing. Mhrost
evetything I know about fundiraising T attribute to you (other than what is gemetieally
encoded). Foremost the confidence 1o do it. 4 great deal of what I kzeow abowut
organizational life | first learned in Federation. Hnd beeause I had the good fformne to be in
Baltimore, I also learmed another invaluable lesson—what a sueeessfidl, respeetfid
lay/professional parinership ean yield, in results and satisfaetion. It set the standeard oy that
engagament everywhere else I have worked. Amd that is as it shewld be. We heve ponied
money and energy into creating some of the most effeetive norrprofit erganizations eperating
in North Amarica. We have ereated the struchures, secured the resowrees and pirevided the
leadership.  But aside from assuring the efflelenet and judiicions mamagment of limited
communal resourees, Federation has historieally only had one other waor o),

The goal was always lo False money for Jews. That is the business of Federation. To
railse enough money io support the work of all the constituent agencies we needed.  That wes
the end. To raise money for Jews. The means were Holoeanst and Biedl. | have wo beef



wigh What. 1 was enticadl, Sowe might argue iipperdtive fo redeeii ourselves ffrom the asheas,
1o gimly and joyously rebuild ourselves in full view af the disavewing world. The same
wionlldl What fmirned ws back on the confiagration of our people because the fiire was too hat,
oo big, 1o secaiy, 10o simoky, or simply beeause they had better things 1o do thaw to stand
analind and watch a fire,

Holocaust and Israel went together. Tliey were our modem day Exodus- ffrom the
itk off destruetion, redemption. Pretiy stiring stuff. You'd have to be a hard-hearted soul
not o nespond to the eall. Fortunately, Jews are neither krnown for their hard hearts now their
wnwillingness io hope and io give (eultural mythologies aside). Airarican Jews are amongst
the most gonerous and optimistic peoples off the Earth. But we made a mistaike, ladies amd
gentlemen, we made a very big mistake. We got caught up in our success and forgot that we
were dealing with the means to an emd-- not an end in and of itself. We were raising maonwy
for Jews ..ot rassing Jews. I am a product of the generation raised on Shoak and Israel as
the reason for being Jewish and I can tell you it doesn't work. The statistics, those danrning
awftull statistics on intenmarriage and voluntary Jewish identification tell you that as welll. B
the statistics are merely the symptom off the disease. Why would Jews abandom Judaism im
numbers amd ways that 20 years ago would be almost unthinkable? Til tell you why. We
didn't give them good emough reasons for stayimg. We forgot the lessons of our ewn hitstopy.
We the people of history, children of the God who invented histwony, fforgot to study owr own
history. %

Iff wee had, we would have known that the crisis mentality we have so carefully
cultivated is fiof what sustained Judaism throughout the millenia of the diagpora. Yas, we
anticipated and knew incredible hardship and isolation almest everywhere we mudie eur
homes, yet we thrived or we managed or we surviivad Not because we were good fiindirdisars
amd community builders, but because we shared a common faith that revolved around
Torah. To be a Jew does not mean to_be a_good fumdimiswr. Tsedakah detached from Tl
is simply not good enough. Where in the Ten Commandments (not the tem suggestions— these
are moral imperatives, you understand)... where does it say "Thou shalt raise mmonay?" It ism'
tihere. Don't look for it. You won't find it. Nething even comes close. Exeept pairhaps in @
paradoxical way "You shall have no other Gods before me."

In the afiermath of the Holocaust and the birth of ke, with menmrenious and
wndeniable needs, we launched the notion that these two events were what granted owr lives
meaning. We created a post-modem _mantra that inextricably linked Helecaust to Fyrael to
diaspora Jewry. A vectored definition of faith. "I am a Jew beeause of the Six Milisen "
am a Jew because Israel exists” became our moriing and evening eateehisins. The ties thet
bowund us to these articles of faith were guilt, grief, fear, hepe and wenwy. Sivee the busitess
of Federation is raising money and sifce we have soime of the most eompetent lay and
professional leaders in the non-profit world, it didr't take us long to realize we had beppeicd
on an unbeatable combination, a veritable goldmine flor findirising What we didn't
understand was the inestimable damage this formule would de to eur yenngiess and
ourselves as we encouraged iis thorough perivedation of our Jewish enliie. You ean't e




values out of psi'ctholagical impulses and challenges—vet that is what we tried! to de. Guilt is
not a Jewish value (despite what Philip Roth and countless Jewish stand-up comics would
have us believe); griefis not a value but an unavoidalble, painful life experience whickh
Judaism both embraces and prascribes through an extraordinarily humame puiblic and private
process; fear is not a value but an emotion we struggle to control in arder to act; hope is not
a value but the quality that ought to infuse our values; and momey we've often rmanaged to
make. The problem is the first three, guilt, grief and fear, were supposed to trigger the release
of money and sustain hope. The proposition that Holocaust and Israel are_reason_enough
for Amwricans to be Jews is a spinitually bereft injunctiom. It might release our wallets but it
won't release our souls. It flies in the face of the thousands of years of survival that preceded
1940. It suggests that these two watershed events obscure all that came before, obviate what
made us great and sustained us to this day... our full histoiy of growth and chamge and our
continueing faith in God.

I hold our leadership accountable for this flawed ideolegy. Wlien we needed the

meney, the mechanisms, the energy, we rallied and responded as no other peeple have before
or since. It was a heady experience for a tiny people- so heady, so powerful a fceling that we
got high on the experience, began to nurture and foster a crisis identity in owrselves. This is
where we did best... showed our best face to the world, defied all the stereotypes crafted to
provide comfartable justification for our "disappearance”. What better way to savor our
fledgling power than to sustain a sense of crisis, to constantly invoke guilt, fear and grief?
WTlat better way ta inadvertantly still the spirit of a people than to put us inte a eonstant
state of vigilance... to suggest that vigilance and meomey might supercede faith and learning or
worse should inform what we believed and learned? You taught us to revel in our eapacity
to put out fires. But who stopped to ask the question after each fiire was extinguished-="What
will sustain us as Jews for the sake of ourselves and the world? The mast sueeessful
diaspora Jews in history?” If anyone had stopped to ask the question they might have gone
back to our history and answered "What has always sustained us, faith, learning and action."
Writing a check is action. Some might argue it is an act of faith. F would have to agree with
them. My concern is when that act becomes the central act of faith, when the primary
proeclamation "I am a Jew" takes place at a fundiraising dinner rather than pultllicly in a
synagogue or privately in our homes. Standing up at the Big Gifts Event of the Federation
campaign and proclaiming "This year, on behalf of my fanilly, my children and grandehildren
I am proud to announce a gift, an increase of I18%" is not the spiritual equivalent of
standing up in synagogue and reciting the "Shema" or lighting the shabbat candles at our
dinner table and blessing our children. Our leaders, both secular and religious, have been
dazzled by the things that memey can buy-~ bigger and better synagogues, day schools for
every denomiimation, complex institutional networks, security, visibility, and, in some cases,
lives. I am not opposed to any of that. I think they are all good uses of menwy. What
eoncerns me is what we have sold out in the proeess.

In our riches and unprecedented success (we have almost accomplished the ultimate
disappearing act~ completely vanishing into the culture), we have grown intellectually lazy
and cowardly. We have lost or are at risk to lose the very thing we elaim to value mest... our
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children. We tum away from the tough and complex questions because they are too paimfi,
100 risky, too potentially divisive of the consensus we have labored lo these mamy decades to
build. We are afraid to proffer answers because we might offend or distress. #md I ask since
when were these the primary concemns of Jewish discourse? Where in our history is it written
that Jews should ignore problems, avoid conflict and deny truth? Ml in the name of
consensus? Were these strategies ever the contents of our people's sum'ival kit? I would ask
us to look farther back than we have in order to go further forward. There are lessons to be
learned but few of them reside in the Halocaust and the foundimg of the State of Israel. My
guit told me that when I was twelve. Experience tells me that now that I am ffonyy. The
lessons we need to study are in the quirky, testy, brilliant histoiy of our Bible, our sacred
texts, our laws, our imprint on every culture and country we have encountered in the
diaspora. Our great strength, our uncommon strength has always been the capacity flor
vision, for seeing a better way to be, to do, to work, to plwy. We have always been a people
off aspiration. Inspiration followed on the tails of faith. We need to reawaken that capacity
in ourselves.

I see a day when _the statement I am a Jew will be a proud proclamation- the defimitve
statement of an_integrated Jewish life. A life in which there are no seams, no disjunctions
between our public and our private Jewish selves.

I see a day when_the top federadinme leadership will serie on the Boards of synagogues
not because that's where the money or the yower is but because that is where we will learn
how 1o be Jews. And we who sit inside of both structures will learn to speak the language of
each so that true cooperation between synagogue and federation may occur. Because the one
will no longer be able to survive without the other and our commuaiities will be better off fvr
it.

I see a day when we will no longer hail the Ramah movement, or the Jewish Day
School, or the Israel Experience or any other educational program or moment as the critieal
formative Jewish experience. The "if-only-we-pour-our-resources-imto-this-one-program-we-
will-make-Jews!" Because we will finally understand that the making of a Jew is a life-long
endeaveor. That_part of being a Jew means a commitment to constantly learning what it
means to be a Jew. We won't be content to let ourselves off the hook that easily because
each of us will have taken responsibility for our own Jewish edueation. We will be
committed fo a continuum of Jewish education that begins at birth and ends at death
because we will understand that that is what we are commanded to de.

I see a day when every federation will expect its leadership to participate in Torah
Study groups so that the work we de will be grounded in who we are.

I see a day when we will identify as Jews by religion and krow what that weans
because our shuls are full on shabbat, our Sunday scheolk. Religious schools and Dey
schools are bursting at the seams and we have waiting lists for Jewish teaehers in financially
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wontk they do.
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pmf@mmal and lay leader is in .ﬂ'naggwe beeause thgy cannot tmagme bemg amwizrefe else.

I see a day when the real refonnation of Jewish education begins. It will be the day
we cease to see Jewish education as something we painfully undertook for ourselves or
inflicted on our kids so they might conduct themselves with a reasonable measure of
confidence on their Bar or Bat Mitzxah (that is to say they did not embarrass us or
themselves in front of all our friends and relatives) The transformation of that notion of
Jewish education for ALL Jews may have a radical impact not only on what we teach our
children when they are young but on what kind of Jews they become. It may in fuct, herald
the beginning of a true renaissance in Jewish childhood educatiom. Because chamging our
expeciations enables us to reframe the questions! Changing the ends alters the means. If we
see Jewish education as an affirmation of our on-going potential for growth, a lifelong
expression of faith, then we no longer have to concern ourselves with the prohibitions of timee.
We will no longer be product-diniver-that is, looking for a “finished"'Jew at age 13 or 16 or
21. Instead we will be process-diniven-looking for a child who is beginning to think Jewishhy
and behave Jewishly and approaches the venture with joy rather tham loathing and

trepidation.

I see a day when what will be_etched into the sides of our buildimgs and moumted om
our entry walls are not the names of our doners but quotations from Torah that inspire us
even_as they remind us and the world at once of who we are. where we_come from and
where we think we might be going. (Names of the donaors can go undierneatih).

1 see a day when seminaries, well funded and stable. are overflowing with applicants
for the Rabbinate. Only the best and the brightest qualify and the grand tradition of talmudic
interpretation is exhuberantly celebrated. Because our Rabbis, regardless of denomiination,
will serie congregations who want them to inteipret and teach text. Mmd Torah from whick
we have historically drawn our strength will become a newly resonant resouree for botlh
contempeorary worship and behavier.

I see_a day when Federations around the country will be front and center on the
pressing social crises besetting our society. When a diseussion about a Federation
contribution fo a homeless shelter run by the Catholic Charities does not center on the
question "What have the Catholies done for us lately?" but *How well is the shelter rum?"
Because we will understand that the first question is the wrong question. It's not a Jewish
question. And the second question will lead (o the ene that must follow...hew will we affirmn
a remewed determination fo aet out tikkun olam in our own eommiities?

I see a day when Amwrican Jews visit Israel not beeause it is the thing to do. oF an




obligatory pilgrimage. But because not to go there would be a denial of who we are. We
would be drawn to the land because we would know it to be the land of our histop, the
place where our story began.  We would know that we could not be fithful storytellers
wiifhout experiemeing what our ancestors once knew and what contempovary Israeli's now
enjoy—-the vibrancy of living in a state where the majority of the citizens are Jews, where
nothing Jewish is strange or foreipn, where Judaism, in fact. informs governamee., The
freedom to be who we are without worrying about the "other".

I see_a day when we will not need to raise money because we are in crisis but because
we are in health. Confident, thriving, knowledgeable Jewish commuaniities with progressive
programs that reach out to the world beyond us, and compassionate institutions that take
care off our needy and assure that every Jew has the opportunity and kmows she has the
responsibility to view Jewish education and learning as a lifelong purswitt.

You have listened well and you are waiting fior me to make the conmection. What's
the connection between my observations, philamibraypy, federation and the next generation? I
think it is this. As your children we should not reject what you've built—an irreplaceable
contribution of bricks and mertar as well as elaborate institutional networks. It is your legacy
to us and it is a fime one. But now we have to make it ours. We have to create other
models off means to a new end. Thie new end is 1o create Jews, right here in Mnmwnrea
because Amwrica needs us and we need Myvarica.  This is the place where we can truly be
light unto the natioms. We really have to believe this else there is no reason for our tradition
1o continue. Unless we believe that we were chosen ffor a punpose by God and aceepted the
offer freely, the notion of the chosen peaple erodes to a pathetic , arrogant pewition. Cheosen
by whom then and to what end? To bring bagels and nova scotia to the western world? To
be self-appointed emmisaries of the good, the right and the true? That's pretty thin ground to
be treading on. If we're going to be Jews we can only do it through our history and owr
history was birthed in covenant. We were given this magnificent text to live our lives by
because embodied in it is one of the grandest framewerks ever conceived ffor mankind It
gives us ways of seeing and behaving in the world. Ways that have lasting merit because of
the principles which ground them. We also have to believe that each one of us has a
personal responsibiliiy’ for learning and understanding the text. " For this eommandpment
which I command thee this day, it is not too hard for thee, neither is it far off. It is not in
heaven that shouldest say: "Who shall go up for us to heawahi, and bring it to us, and ralke
us hear it that we may do it?' Neither is it beyond the sea, that thou shouldest say;"Whe
shall go over the sea for us, and bring it unto us, and make us hear it that we may do it?'
But the word is very nigh unto thee, in thy mouth , and in thy heant, that thou maeyest de it."
We are each charged with kmewing it, living it. It is that knowledge which ought te inform
our work in the commmuiity. Net the other way around. Working in the compwniiyy eannot
be the principal informant of our Judaism.

Now how did I get here? And let me be perfectly clear about where here Is, e is &
place where | respect and suppert Federation's rightful place in Jewish eommumal life, We
need our agencies. They each serve a just and genuine pumpere.  We should have the eption
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off acting out our cultural, athletic and social impulses in the company of Jews. We must
take care of Jews no matter where they live in this world. Of all the lessons of the
Holocaust that is the most salient, that is the one worth passing on. The infrastmcture
Federations have created and now support are critical to the sustenance of the the richly
diverse Jewish communities we must serve in the midst of our increasingly complex sociay.

Neither am I cynical about the work we do and please note the we. Hffier 18 yews, I
consider mysellf a member of the enteiprise, not a disenchanted 60's refugee standing
mistrustfully on the sidelines. I admire it. I value it. But it is no longer the place I look to
define myselffas a Jew. It is one of the places I work to act out my convictions as a Jew,
but it is no longer the place I look to define myselff as a Jew. Aind I reached this conclusion
because of the responsibility I have been sharing with my siblings for the past 14 years and
because of where that responsibility led me in the past 18 montihss.

In 1978, Bob Hiller the then Executive Director of the Mssociated Jewish Chavitties,
approached my parents, Lyn and Ham'ey Meyerhaofff with a somewhat radical idea: he wanted
them to set up a philanthropic fund at the Mssociated that would then be turned over to us to
distribute as we saw fit. Hie advantage of a philanthropic fund was that the #ssociated
would bear responsibility for fund fiscal and admimistrative management in exchange ffor
owning the fund assets while we, novices to philamthreypy, would be able to flocus our energies
entirely on the central task: learning 1o give momey away responsibly and effectinedly. This
strategy was the most creative he could imagine them taking to prepare us ffor fiithre
management of philanthropies of significant magnitude. Qur parents, after overcoming sore
initial resistance to the idea—a reasonable concern since Joe was still in colllege and the rest
of us (3 sisters, Terry, me and Zoh) were in our twenties— quickly embraced the preposal
with characteristic enthusiasm and generosiy.

Our first meeting took place over 14 years ago on Hpril 16, 1979 at which time we
reached our first agreement. We all shared a keen sense that this mowney W@y not owrs
personally—that it wes intended 1o seri'e the commumity and net our particular ends or
charitable responsibilities. In those 14 years, we have moved from a very broad set of
guidelines to a quite specific mission statement; the fund corjfus has mere tham tripled in
value while the sum of grant distributions is mere than double the inception value: our navie
has changed twice; we have developed a healthy respect for one another's adult talents and
legrned to work well together; we have had the opportunity to work with and be influenced by
three equally competent, patient and distinetive Federation Executives and ffve different
Federation admimistraters; and we have learned something about the art and the business of

philamifineny,

In 1979, we made our first grant whieh used all of our available income ffor the yeair,
We fully funded the salary of the first Baltimere Jewish Couneil Compunity Relations
Asseciate, to support a stronger lobbying effort in Amapdlis. Sinee them we have fundied 80
grants in the area of Community Afffais. Some came to us through Federation, some we
created, still others came from outside sowrces. We ecarved out a elear riehe oy owiselves




that reflected both our inclinations and our values and served an undenmet and oftem
unden‘alued community need. We were interested in Jewish human relatioms. Als our 1984
mission statement declares, "Higlhest priority will be given to programs which enhance
understanding between Jews and non-Jews. Second...to prejects which enhamce and
stremgtihen refatiionships between the Jewish and Black commuaiities. Third...te projects
wihose exclusive intent is 10 strengthen the Jewish commumify and its institutionss.” 4t this
writing, we have come full circle back to our first fumdiimg decision by chowvsimg to devote all
off our available resources to a single praject which will benefit the Jewish comwmnitiv. We
willl make no new gramts for the next three yeans.

We have learmed a great deal in 14 years. This vehicle has been a superb educational
tool, giving us independence with guidance, freedom with paramettars. Three Federation
Executives have had the opportunity to legitimately help us shape our agenda, clarify our
vision. The relationship in all three cases has been productive and instructine. The imyplicit
understanding that Federation has a right to our open ear has always been respected. Givimg
money generously, kindlv, carefully and constructively is a substantial obligation particularhy
when the means to do it are inherited. but it must never be construed as an_omerous, guilt-
laden duty. This experience has enabled my sisters, brother and I to view it as vital, flin:,
honorable work... one of the greatest privileges we feel blessed to have. It seems to me that
we have grown worthier of the privilege as we have taken on maore and mare of the
obligation. In other words, we long ago stopped behaving like kids and clearly fanctiion as
adults in this arena. For we were given the opportunity to develop both competence and
confidence. There is, after all, nothing quite so good for learning as deimg. Which brimgs me
fo the second experience, the one that has influenced me meost profoundly and changed
forever my nation of who I am as a Jew.

The story begins at the place where my siblings and 1 started over a year and a half
ago as we were considering a shift in priority emphasis to programs that would strengthen the
Jewish community and ifs institutions. Joe and I were purticudily eoncerned about the issue
of Jewish Continwity. We wanted to get in and de semeiling. We weorried that if we waited
for the task forces to finish their deliberations, more precious time might be lost. So at ovr
quarierly meeting in April of 92 we invited Joel Zatmam, Senior Rabbi of Chizuk Mmiine
Congregation and a man with natienal leadership experienee in Jewish edueation and liene
Vogelstein, the then President of the Board of Jewish Edwedation to come talk to us. Cher the
course of that evening a progrem began 1o take shape. We were, all ffour, predisposed to look
10 edueation first as a part of the solution ( although it ean eredibly be argued that it has
also been a significant part of the problem these past three deeades). Within an howr we
kinew we were ialling about an exeiting educational initiative that mright reaeh aeross the
three denominations and ereate a new model ffor teaching excellence and ewrrieular
reformation.

We were unanimeus in agreeing that this eould not simply be anether teaeher
enrichment program. It had te earry in it the greater ambition of ransforming the way we
teach our kids about being Jews. It had to answer the real question of Jewish Continvity—




the heretical one_that we are so_loath to ask. so stvmiigdf in answering. Why be Jewish?
What's 50 about being Jewish in the latter part of the 20th century in fineariica?

cam we teach our kids that will be compelling? How do we teach them so that they fieel fiilled
with puipose rather than gidlt? How can we instill in them a sense of Judaismi's enormous
richness, that it has something even in this day, particularly in this day to offer them?
Ironically, 1 first began 1o frame that question after hearing #rmold Eisen at the GA in
Baltimore. Although he did not pose the question itself, his remarks inferred it. It seemed to
me we could not begin to honestly tackle the question of Jewish continuity umtil we were each
prepared to answer the question "Why be Jewish?" for ourselves. The fimal decision of the
eveming was that 1 would take this project on. In taking the project on I understood I was
taking the question on for myself.

For two or three years prior 1o this initiative, I had been toying with the idea of
begimning to attend synagogue regularly and had for the past year been tossing out the off-
hand invitation each Friday night, "Would anyone like to go with me to synagogue
tomorrow?” Receiving mo takers I would table the idea ffor another week. It finwilly registered
that 1 would never find a companion from my failly, that this would of necessity be a solo
wemiture iff I ever cared fo iake it. One particularly tumultuous week last spring, I was ffreling
im desperate need of a time for reflection. With neither the resources nor the discipline to
cari-e it out for mysellff 1 asked my older sons to take care of my yownger daughiens and went
to Saturday morning services. It felt terribly awkward that first day. I was alore in @ spaee
that always made me wuneasy in its lack of intimacy. 1 felt like an imtedeoper, an uminvited
guest ar a neighborhood open-house. I knew a number of peeple there, but they were
regulars and I was net. I absorbed their quizzieal glanees which commumiicated thety
curiosity about my sudden and unexplained presence. HAmd like a neweomer often willl, I
opted for the fringes, lurking at the edge of the experience rather tham plliging in. I sat in the
back on the side opposite from our normal High Heliday seats. Hmd I sat aloie. [ meeded
to be alone... in order to protect my ighoranee, my vulnerability in making myself available to
this ritual obsercance seemingly reserved for Insiders (an irrational eonelusion I elung to/for
the excuse it offered in the event the experienee fuiled to prove mewningfol)). But I obeyed
the impulse, the instinet that led me there. I sensed I needed to be in eommunily, in &
reliigions communal context, in order to refleet, to gain a clearer sense of what I needed te
know if I were going to begin to take responsibility for my Judaism and in order to learn how

19 pray.

Prayer is the quintessential Jewish eommunal aetivity and I wanted to rediseover wny
vaguely recalled eapacity for It  Prayer wias [ be the eenterpiece of this new piegram. Prayer
could be rote, reflexive, mindless, inspiring or elevatirg. 1t could be heartfelt oF wenilicd. It
could be whatever I brought to it. Whntever Intent I earvied, whetever kowiidipe T b/,
would of neeessity shape Iis effect on me. That I also sensed but did net twuly kiow at the
fime. [ simply knew that it held a eritieal truth | needed to diseonar. H4s Ehgir of this
initiative, I had found the eonversation amengst the professional adviseny group of ke,
prineipals and edueators suffielently stimulating fo begin examining my own atlitude towerd
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tefillah. I discovered much to niy dismay that I didn't have much of an attitude at all, save
the conviction that prayer is central to religious activity, because I seldom prayed. Ipso fucto
iff 1 did not pray 1 could not very well claim to be religious. I s also constructing the
declemsion off secular and religiious Judaism I have shared with you this moming and slowily
coming to the realization that I could no longer be personally satisfied with a secular
declaration alone. Secular Judaism did not have the staying power that comtimuity would
require. Secular Judaisin did not have the depth to answer the question "Why be Jewisii??".
The figures proved that, history would prove it also if we did not wake up very soom. |
determined that if 1 cared at all about Judaism I would need to be one of the early risers om
the secular side off the bed.

And so I woke up that day. As I sat in svnagogue feeling ven’ much om the outside of
worship I began to see how the inside operates. I heard a rhiythm which I kmew to be
unassailable. I saw a peace which I knew to be imperturbable. I felt a commumity that
might be indivisible. I understood that the act of communal prayer was sustaining all threz.
It intrigwed me that prayer might do this, that the simple act of being in synagogue ffor twe
and a hallf hours once a weelk might unleash these possibilities both ffor the individual and
for the commumity. Great power of a kind that might vastly overshadow the secular reach of
Judaisin resided here. But I would have to work hard to understand it, to become apant of
it... for the impulse went against 40 years of negative conditiomiing. # significant piece of the
work was the simple decision to attend synagogue every week I was in towm. The decision to
make the commitment. 3

Thus I have been leaming and growing and changing as a Jew in am odyssey that
would have left my mother mute, astonishes but delights my futher and would have affirmed
everyihing my greatgramdfather, Osear, a deeply religious mam, kmew to be inportanit. JI
wonder at how mueh we have lost in the intem'ening generations between our ancesions. the
immigranis and our children. the citizens. But I do not meowrn its loss. I celebrate its
possible recovery, the opportunity for a jeyous renaissance in HAmearicam Jewish life.

And se we move from all our ehildren to your ehildren. the omes yow eare most abail.
The sres you want t9 earry on the fradition you have begum. Mud my first pece of adviee to
you is this: If veu waent them to eontinue a traditiom. give them the freedom to do se. If you
wani them to behave like adults then give them the responsibility and autheriib of adudlss.
But give them be both. Giving responsibility without avtherity is eruel and defedting. Gine
them Both and they will have the reom to make the mistakes they need to mele in order to
grow. I you truly want them to be the funere leadership of Anesricam Jewry then mud yeiir
meney and your faith where your eonvietion is. Give your eonvietion some teeth. Leadivrs
aré 1ot grown aver night. Nene ef you were and though the epperfunity for leadership mway
be inherited- the talent for it is not neeessarily genetie. Let go of some fundts. Give thewn
gpenby, irustingly and generaush i vour ehildren so that they ean begin to grow. Mawy of
you sitting in this resm will hand over 1o Your ehildren responsibility ffor dispensing
theusands, even millions of eharitable dellars each yearr. The distribution will hene, ope way
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or the other, an enormous impact on the direction of Jewish life in the next cemmry. [ say
one way or the other because there are no assurances the momey will even stay in the Jewish
community. Do you intend to wait until your death to give them this respomsstiillisy? Do pou
intend to wait until you are 85 and they are 60? And 60, may I remind yow, is not the
quantitative number we normally associate with childhood. What will they have learned im
the meantime? How will they know what it means to be a plillamtiivapisst, much less a Jewish
philanthropist iff you have not given them any genuine opportumities to learn? How will they
begin to evolve a vision that both sustains and reflects their sense of who they are as Jews—
just as yvou have yours? When will they ask the much_maore difficult implhcit question— the
one that will truly empower them as Jewish leaders: what precisely are my Jewish values amd
how will they manifest in my work as a philanthropist? When will they ask "What does this
funding decision have to say about me as a Jew?" and come back with a whellly truthful
answer? In my case, the arresting "Not much because when you scratch the surface I am mot
much of a Jew.”

The real crisis, ladies and gentlemen, is that we are afraid of what might happen whem
we no longer have a crisis to frame our activities, our behaviar. Himd we have become erisis
Junkies, We are facing something like withdrawal from an addictiom. Scany. We've lived so
Jong with the crutch. Who and what will we be when the prrops are gome? Mmd why showld
we act now? Because quite simply, time is running out and hamdwringing will not take eare
of the problem—enly action will.

Easy 1o say. A little, perhaps alot harder to de. But that's the conmection between wus
and the futwre. 1t's in the frying. If's in the risk. The greatest risk of all is if we do netfling.
Aectually that's not a risk, it's a foregone conclusion. If we eontinue business as usual we will
soon have no business to conduet. There won't be enough Jews left te serve. No, the
gregtest risk of all is that we're not really sure how to de this. We're going to make sowe
big possibly some very expensive mistakes. It's going to cost. But whe's in the better prsifien
to take the risk first? We, the philanthiropists? Or the eommuniiy? You kmeow what vy
answer is, The same I hope as yowrs. It's we. Taking risks is what we do. It's what we're
about.  Risk-taking is not synonymous with irresponsibilli, but a willingness te risk is
crucial to ehange. And who is better at risks—kids or adulis? Ask ary adult whe's tried 1o
leari fo ski along with their ten year old ehild. Ask any adult whe has struggled to masier
their computer as their pre-sehooler toddles up te it, slips in a disk and begins te eonfidieniiy
make mistakes and leerm.  Ask any sen or daughter ready and able to take over the ffanilky
business. It's the voung whe are best at Fisk The older we are the meye inelined we e to
keep things the way they are, the way they have “glways" beem. It is & normal hupan resperse
to proteet and henor that which we are vested in, that whieh offfers us ffniliar eomifs,
security and affirms our singularity. Age brings wisdom, experience and often retieerce.

This is a time for wisdom and experience but net for reticence.

Give your ehildren the ehanee to earn a pleee of the publie Frust we Srantors Secwie
every fime we make g funding deeision. We both hold it and ereate it simullaneanséy,. e
it Besause people have faith that we do our werk éthieally and copseientionslly. Ereate i
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because every time we act with vision we lead-—we reinforce that fwith. We also have am
emommous luxury-—the freedom to move fast which can be invigorating. We are not limited
by the institutional constraints of communal orgamizations. (Te be sure, we cannot ignove
whem entirely or we will simply create programms and fund initiatives nobody wants). In the
tniest sense of the term, we can be agents of chamge. We can't, howenar, do it in a vacuum
amd we can't do it unless we know what we're after.

And that’s where Federation comes in._Federation can helo fill the vacuum. It cam be
he convener. the enabler. the catalyst. It holds the planning expertise, the professional knaowm-
how ito begin to help create the new models of cooperation and collaboration we so
desperately need iff we are to suivive and thrive, Models in which fedierations help
philanthropists and their children to be out front taking the lead and umdierstandimg why their
lemdership is necessary. We have done this work before... or rather you hawe. You created a
nerwork of agencies and services renowned for their universally high standards of excellence
and efficiency. Our fumdiraising achievements are the emy of the nomprofit world. But we
need to raise money for a new puipase.. We need to invest in ourselves. That is what we
thought we were doing when we raised money for Shoah and Israel. That investment gave
meaning to our intention of assuring Jewish survival. New new meaning must be given to the
investment and the intention. Israel is in a different place and we have a national institution
to keep the Holocaust forever in the forefront of Mmarican and world-wide eomsciousinsss.
Now we need fo raise money for the venture of raising Awnwrican Jews. That is what we
ought to be after. Because Jews who knew what thev are about make good. make great
citizens. Because we have an agreement to keep, a commitment our ancestors made at Mt .
Sinai and we are a people who hanor our histery , our ebligations, our privilkges.

My plea to you today is quite simply this. Use your love and your resources to make
vour children full pariners in this venture for that is the greatest legaey yow eam give thewn.
Not memeries of what you buill for them in the past, or vain hopes ffor what they maw some
day do when given the chance, but visions of what they ean do right now te help build the
futwre. Give them the authority, give them the responsibility and jjoin thew in a mudual
Journey of reaffiriming and rediscovering your Judaism. It is Jewish plhillantlinepists we wanir.
No matter where you or your kids are on this issue, as Jews we have to believe it is mever too
lgte to learn who we are all over again. “Therefore, shall you lay wp these My words in yeuir
heart and in your soul; and ye shall bind them for a sigh upor your hand, and they shall be
for frontlets bevween your eyes. And ye shall teach them to your childien, talking of them,
when thou sittest in thy house, and when thou walkest by the way and when thew liest down
and when thou risest up. And thou shalt write them upon the dewrpests ef thy heowse and
upon thy gates. That your days may be multiplied and the deys ef yowr ehildren wpon the
Larid which the Lord swore unto your ancestors to give them as the deys of the heavens
above the earth.” (Deuteronomy 11:18-21)

Lee M. Herdlier 151117193
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DO'S AND DON'TS OF INTERGENERATIONAL PHILANTHROPY
DO'S:

1) Establish a means for your children to experience philantiropic decision-makimg
independent off you.

¥ Set up an independent philanthropic fund owned and admimistered by Federation
with your children making the fumdling decisions.

* Allow your children authority over a designated area of grant-makimg within your
normal foundation activities.

* Give your children authority to make fumding decisions for a % of your annual
foundation income. Start out small, increase the sum each yearr.

*Set up an independent discretionary fund for each child to distribute as he or she
sees fit.

2) Be willing to trust your children with the responsibility and autherity you give them. This
is, after all, an intrinsic expression of the faith you have in the job you have done as their
parents.

3) Assure that your children have expert assistance so that their early decisions will be guidadi.
You want them to succeed at this so they attain the confidence and competence to
assume ever greater responsibility.

4) Use mistakes as an opportunity for sharimg. Tell them about the mistakes wou have madie
as rs and how you did or did not learn from them.

5) Insist that your children make their own charitable contributions to the causes and
institutions in which they have either a personal or a communal stake.

6) Encousrage and enable your children to volunteer in the non-profit werld. Leadership is
not merely a fumction of momey. The commmamity will resent anyone whe behaves as if
money automatically entitles them to the privileges of leadership. Leadiership rights are
most valued by all when earned.

7) Stay out of your children's grant-making process as much as pessible. If you find it
necessary fo intervene, share your concerns with all panties.

8) Offer constructive criticism which relates to actions and decisions rather thar behaviors
and personalities.

9) Recognize your children’s accomplishments and involvement regularly and pulbicly. This
not only affirms your pride in them but sets a wonderful example for others as well.

10) Include your children when you are being solicited for a major gift. Your responses amd
questions are an object lesson in how fumdiers make responsible deeisions and cheiees.

11) Involve your children in the asset managment of your pliilimmilineiyes., Grant-makers
can't fund without memey. Your children should know the basics of investment strategies
and should be aware of both your investment style and phillesanihy.

12) Invest in your children's training. Send them to important eonfeierees. Cover their
registration and travel expenses if necessary. Underwrite their merrlbership in loeal, regional]
and national fumdiers' organizations. Enable them to meet others around the ¢country
wrestling with the same issues and challenges. Ask them to periedieally report on their
experienees.



DON'TS:

1) Do not give responsibility without authority (which is normaily the fhnational domain of
stafff)-eg., permit your children to choose the prajects they would like to flimd but retaim
the authority to set the level of fumdiing; ask your children to invest the time and
commitiment in nurturing or researching a project but prohibit them firom voting on its
suppaort.

2) Don't stack the deck against them by giving them authority and respommbleaty without
appropriate guidance. This is not the arena to play out sink or swimm scemmios. The
stakes in competence and confidence are too high to put at punpeoseful risk.

3) Don't play one child against another. They need to learn to cooperate with one amatficar,
not to wie for your approval. You will not always be there to grant it, and they will still
have to get along.

4) Do not gloat over their mistakes or use them as an excuse ffor reasserting jpuwrental eontnajl,

5) Don't invent the rules as you go. To the extent possible, clarify issues of inclusiomn,
succession, policy development from the beginnimg. Ideallly, this should be a collaborative
conceptualization.

6) Don't change the ndes in midstream even if you disapprove of your childrens' decisionrs.
Altheugh you may feel somewhat ambivalent about the privilege you are granting themn,
your decision cannot be seen as arbitrary or they will not take the venture seriousijy.

7) Don't look for immediate growth and sophisticatiom. Like maost educational processes
this one takes time as well. The lessons learned independently are the emes that stiek besy:,
The complicated lessons need to be learned mare than once.

8) Don't assume your children are eager for this experience. Many aren't. Ifyou eare what
happens to the philanthropic tradition you have begun you may have te work to conviiee
your children of its merit and pleaswre. If you do not fleel jay in the entenprise, do not
expect that they will feel any differently.

9) Don't be surprised if your children express or aet out ambivalence regarding this
opportumity. It takes time for many to grow inte the role that has been thrust wpen thewn
by act of birth. Remember they did nothing to earn this priviikge. Unearned privileges wie
the most difficult to value and ultimately own. Over lime, the eontinued opportunity to
take personal responsibility for the privilege affirms it.



Dear Seymouwmsr::

I'm holding anything we have to talk about for after MLM!ls
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 docunet..
The critique on Danny Pekarskyls emphasis on lettimng
participants formulate personal visions and on the overly
linear conception of moving from vision to practice followed
complements from Barry and Gail on these aspects.. Danny"s
response to our response was basically to provide a polite
version of an ultimatum: either his way or somebody else

reconceptualize the whole thimng. We argued these points out
till they were put on ice and then we moved on to each
specific session. What emerged was really the nomimnatiom of

a leader for each session whose job it would be, after
hearing comments and consulting with others, to develeop for
next week a much more detailed conception of their sessiion.
Danny demanded the opening day in which visiomn is introduced
and exemplified through Dewey and Jewish examples. I was
given Greenberg day and a half. You were given half day for
Ramah example. Shmuel was given the Lichtenstein visit (Elul
was noet cancelled out, but was put in second place)). It was
decided to apportion some time each day for the ongoing
e6nversation about what all this means for CIJE commupities
{(f mentioned to Alan that he might want te take the
responsibility for this, but he thinke it may be mere
appropriate for Gail)).

At the end it was agreed that each session leader would
prepare and cireulate at dodamementydy the next conferense
€all, whieh will be on this Wednesday night at 10:00 PM after
the event at the SEL. Encleosed please find my lateet draft of
my Wwerk en this tepiec. Besides reeoneeptualizing the
Greenberg day, I took the liberty of suggesting that the half
day on translatien and the half day ineluding yeur Ramah
piece beth be part of a whele unit on "elements and aspeect of
Werking tewarde visien based practice™ (ineluding reporks
from reps 6f denemimation, prineipal ef sechoel, ete. oh whatk
it weuld mean 6or has meant te develep visioen/visien based
practiee in thei¥ settings)). All HHis is an ateipt te
recenceptualize the seminar from within (Ehe first unit is
much more detailed than the seeend)), at least where we are
FUARiRg the sessiems.

If yeu have tife tereeddaAnrdCedhmehtOobi s ABalkEnts,
please £ fe kRew What ydQUutHidRK, &© that 1 can prapasre fhe
£final draft en Tuesday-



2. Greemberg: I spoke with Greenberg abeout ¢the geals
seminar.. Since they extended the semester to July 14, he
will not be available for the Monday the 1ith, for 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 #o
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 topies, and was preparing a prepesal
of how these selections may be inserted into his eriginal
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 te him in two weeks. I asked hin
if there was anything we could do for him and he sgaid ne.
(By the way, I checked out SEL payments to him and Brinker.
Each got payed 260 shekels an hour bruto - Brinker foer 8.5
hours and Greenberg for 7. These figures do indeed take inte
account all the in between time which they gave. Now T'ilil
check about the fellows too).

3.Twemsdesr skwi s vtirs itist W itdu y corrpeargiims ioh wau kduldkd ike $© go
ahead in setting up the appointments and educators"™ seminars
(including SEL students)). I will work out MI appointments
with Suzzana and Sarah. In order to move ahead on seminars,
however, you wanted for us to first secure Michael Gal
permission to get SEL students for 24th and 28th of July.
Please let me know if you want me to do this or whether vyou
would prefer to speak to Gal on your own.

4 Michaiehadieyeleyer: You will recall that Meyer asked us to
get back to him as soon as possible regarding the Harvard
dates. His fax changed his original commitment and said that
"the best period for me"™ will be between August 10 and 2ist
(too early for Scheffler?)). Please let me know if you have
any suggestions for me to offer Meyer.

Shabbat Shalaom,

Danny
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AN TIN-HOUSE INTERPRETATION OF CRITICAL CONCEPTS AND THEMES THAT
DEFINE THE GOALS PROJECT

GOALS AND EDUCATION

1.. No sense of directiom, no adequate. delibaration . Absent a clear
understanding of what one hopes to accomplish via one's educaticomal

efforts, it is impossible to make intelligent decisions concerning
the design of social envirommenmit, the determination and
imterpretation of contemt, and the appropriateness of differemt
kinds of curricular choices and pedagogical decisions..

2. What are goals. "What one hopes to accamplisih'™ could plausibly
be understood as "one's goals.™ By "goals™ we understand general
statements of purpose that identify specific kinds of skillss,
attitudes, understandingss,, beliefss,, conmmi tmenitss,, valuess,,
dispositions (tamd so forth) that are to be impartexdt,, encouraged, or
cultivated through the process of educatiom. An educatiomal
philosophy is likely to include a number of distiinoit,, though inter-
related goals, each of which is tied to the other in a meanimgfwl
way..

3. Critical role of goals. Goals play a critical role in the
educational process: a) as intimated above, they are am
imdispensable guide to the design of educatiomal envirconments and
practices, to the determination of curriculum content and
objectives, and to the selection and training of persomm=l;l)) goals
offer 2 lens, or organizing principle, for scanning the interestss,
capacities, understandimys;, and skills of the studemts;; c) witheout
clear goals, serious evaluation of one's efforts to educate are
impossible, and this makes systematic effort as improvement haxd to
achieve; d) a corcllary of ¢} is that in the absence of clear
goals, accountability is not possible..

GOALS TN JEWISH EDUCATION: SOME ROUGH GENERALIZATTONS

Like many - indeed, most =~ general educating institutioenss,
most Jewish educating finstitutions fail the test of beirg;, in any
serious sense, goals-oriemted. In many instamces;, institutions have
net developed a mission-statement that articulates their geoals;; and
even when such a mission-statement does exist that purports to
articulate the institution’s educational goals;, these goals fail to
be adequately related to the world of practice . This failure
reflects one or more of a number of problems;, some of which are
articulated below.

1. Vague and decontertunlized. They are often So vague as to offer
ne real guidance to praectice. To be helpfull, geals have to ke
clear and conecrete enough to offer a sense of direction and to
communicate what it weuld mean teo succeed or fail in a meanimngfall
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way. The phrase "in a meaningful way"™ is meant to underscore the
importance of thinking about goals in a broad and genercus sense..
Specifically, the goal of, say, "Hebrew proficiemcy" must include
not just abstract aln]l.utuees- it must also consider the contexts in
which this ability is to be exhibited and the attitudes that should
accompany the development of this proficiemry. Dewey's commentss
concerning "collateral learnings™ in EXPERIENCE AND EDUCATION are
germane here ~- particularly his concern that students may acquire
2 given skill in ways that lead them to hate the context in which
they learned it and to be despising of the skill itself..

2 Achievement of goals not central to articulation of the
educator’'s task. Many educators are not in any serious way
encouraged to approach their teaching assignments with clear goals
in mind. They may be told to teach a particular bedy of subject—
matter, e.g. Hebrew, Bible, Israel, Jewish Holidays, but withowt
any specification of what goals are to be achieved via this
subject-matter. The result is that how educators approach the
subject-matter is often very idiosyncratic and thoughtless.. The
guiding principle is often "what will keep them interested,”™ rather
than "How will the learning experiences I am designing fit into a
comprehensive seguence of learning experiences that will move the
students towards achievement of particular geoals that we thimk

3, Problems of non-identification with goals and/or despair of
achieving them. Even when educators are familiar with the
institution’s goals, and even if the curriculum comes with specific
goals ((itself a significant achievement')), implementation of the
goals is hampered by a variety of typical circumstamces;:: i. the
educator does not in any personal way identify with the goal or
embody it in his/her life,~ ii. the educator despairs of the very
possibility of realizing tthe goal, given the cultural and familial
environment frem which the students come and to which they returm
and the available time.

. Symbolic rather than systematic efforts to achieve avowed goals:
There is no systematic effort to design the environmemt and the
curriculum so as to accomplish goals that have been identifiedi. By
I'systematic effort™ is meant a thoughtfull, careful assessmant:,
informed by honest good judgement and whatever empiricall data are
at band, of whether the practices in place or proposed have a
reasonable chance of achieving the desired outcomes ((in the face of
constraining conditioms) . On the contrary, oftentimes the
relationship between avowed goals and educational practice is
primarily Vsymbolic™; that is, the institution feels comfertable if
it ecan show that there is some educational praetiece which
corresponds to the goal in gquestiom, but does not ask what
constellation of effortes would be required if the geoal is to be
meaningfully achieved. corollary of thig is that there is no
serieus and honeat effort te evaluate the sueeess of our effonmtss.
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5. Too mamy gozls. Ome of the reasoms why amy particwlar gemll
identified in a missiom-statement is not meaningfully achieved is
that oftentimes there are too many goals, a circumstances that
diffuses any sense of purpose or directiom.. Institytions would
often be better off committing themselves to the attainment of a
few clearly articulated goals ((@r else deciding what is essential
and what peripher=all)}, rather than trying to cover the water fromt.

VISION

Many of the weaknesses identified in the preceding section
((points 1 through 5) speak to problems in the relationship between
goals and practice. But some of these weaknesses also reflect a
more fundamental difficulty, and that is that the goals identified
by an educating imnstitution are often not anchored in a coheresnit,,
organic vision of the kind of Jewish human being and the kind of
Jewish community it is hoping to cultivate through its educating
efforts. ((While "wision™ in this sense is the subject of the
comments that follow, it needs to be distinguished from "vision"™ in
other senses. See Appendix 1. for a discussion of these
distinctions.)

1. B vision of tibe kind of person ome is trying to cultivate does
the followimg::

a) Elememits::it identifies the attitudes, understandingss,
skills, dispositieons;,, beliefs, commitments, knowledge:,
and so forth that are importamt;

b) Integration of elements:it explains how these various
ingredients hang together and support one another in
pattern of life; inevitably this integratien identifies
the nature of the ideal community of which the individual
is a part. That is, there is a social dimension to the
envisioned state-of-affaijrs.

¢) Meaningfulness criteriom: it makes evidemt why the
kind of life that is represented in b) is "meaningful" in
a twofold sense: i) it is a "“worthy™ way of 1living
Jewishly; and 4ii) it 4is experienced as persconally
meaningful Yfrom the inside", that is, by individuals who
in their own life embody this visiom.

2. A vision interprets traditional Jewish categories.A vigien of
a meaningful Jewish existence takes a position on the significance
of key ceoncepts 1like "God™, "Torah", "the Jewish People,™
"Mitzvot,™ and "the Land of Israel.™ In the vigsion these concepts
are interpreted,, assigned a value, and understooed in their inter-
relationship .
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3. The distinction between fixed visions and process-visiens..
Typically, we think of a vision as specifying an outlook and way of
life, organized around certain fundamental beliefs;,, concerms;, and
values. It is, so to speak, a picture of what life at its best is
like, a snapshot of a way of life viewed as ideal.. But it is alseo
possible for a vision to have a more open-ended], dynamic quality..
What might be called a "process-visiom” is one that specifies
attitudes, skills, and abilities that engage the individual in an
ongoing process of constructing and reconstructing his or her
relationship to Jewish culture and traditiom.. A process-vision is
not necessarily, as its critics might contemd,, agnostic about what
is important Jewishly. A process-vision might well specify the
importance of studying Jewish texts (m=rrowly or broadly
understoed) or experimenting with Jewish celebration in one's
efforts to develop as a Jew; it might alsc stress the importance of
understanding diverse views that Jews of different kinds and
periods have taken on critical issues and the differemt ways they
have lived. Chances are, any process-vision one will encounter
will implicitly or explicitly endorse certain bottom-line moral and
intellectual virtues. Still, the emphasis (within this framewouk))
is on growth, development and change in one’s understanding of an
ideal Jewish life -- and the ideal Jewish life is one that allows
for and encourages such growth. In general educatiom, Dewey
represents a kind of process=-visiom; in the Educated Jew Project,,
it is arguable that Menachem Brinker represents such a positiom..

Two kinds of process-visioms.. Note, before leaving this
topic, that process-visions are of two kinds: there are process—
visions which are thought of as culminating in a particular form of
Jewish existence (hich arises out of the designated process)) .
There are also process-visions which are not thought of as
culminating in any particular preoduct; that is, the process is
understood to be never-endimg;,, and the ideal is to be the kind of
person who is, in the right spirit, engaged in the process.. Dewey's
ideal of growth is a good example of this kind of a process-visieom..

4. The social dimensiom. The preceding account of visiem,
understood ae the ideal outcome of a Jewish educatiom, is
inadequate in that it fails to capture the social dimension of
Jewish existence. Any form of Jewish existence to be aspired to
will require a community organized in a particular way, without
whiech the form of existence sought after will prove impossibles.
Seme, indeed, would fermulate the aim of Jewish education primarily
in soeial terms -- that is, its task is to help maintain or create
a community of a certain kimd, a community which serves an
impertant ethieall, spirituall, or even metaphysical purpose. Perhaps
the best way te think about "wvisiom", understood as the ideal
cutcome of a Jewish educatiom, is as encompassing both social and
individual dimensiems:: to be guided by a vision is to be guided by
a coneeption of human life in which the forms of social life enrich
and are enriched by the lives of the individual human beings who
make up the community. This kind of integration of individual and
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community - in the vision itself- is explicit in Dewey's positiam.

5. Why wvision iis jmportant -- Vision is the anchor for goals.. To
say that vision is the anchor is to convey a number of importamt
but inter-related points:

a. Goals are not self-justifyimy; rather, they are
justified by showing how they are anchored in a vision of
Jewish existence that the critical stakeholders genuinely
regard as meanimgfwl. Absent this showing goals exist in
a vacuum; fthey may well seem arbitrary and meaningless.

b. Vision also anchors goals in that it interprets and
thus makes more concrete what the goals really sigmify..
"Hebrew proficiemncy™ a la Greembvemry,, Ahad Ha-Zm, Menachem
Brinker is not one thing but mamy: why Hebrew is
importamt, the settings in which it is to be usedi, the
attitudes that surround its use, and so forth are very
differemt. The kind of clarity provided by vision gives
direction to the educatiomal enterprise of a kind
impossible in the absence of visiom.,

¢. Vision anchors goals in the sense that it explaims not
only the meaning and relative importance of goals,, but
also how the elements identified in differemt goals hang
together to constitute a meaningful way of life.

©. What is a vigion-driven institutiom? For reasons stated abowe:,
the Goals Project assumes that efforts at Jewish education will be
substantially improved if educating institutions become
significantly more vision-driven than they now are. A visiom
driven institution is one that, down to its very details,
Specifically, a vision-driven educating institution features the
following formal elements:

a. The existence of a vision in the sense specified
above. To say that the vision "exists"™ is to suggest that
the critical stakeholders identify strongly with this
visiom, that they regard it as worthy and compellimg.

b. The goals that guide educatiomal practice can be
explained with reference to the guiding visiom.

€. The eurriculum, as well as the physical and social
environment, exhibit commitment to the guiding vision and
the partieular goals that are derived from it.

d. The educaters who do the work of the institutiom
strongly identify with and themselves exemplify the
visien that the imstitution represemts and thus approach
efforts te aetualise the visien whole-heantedly..



e. Because fthe imnstitution cares deeply whether it is
successful in realizing its goals and visiom, it looks
for gaps between intention and outcome and works hard to
remedy them, There is here a tacit commitment to serious

assessment and self-improvement -- this being a sign of
a really serious commitment to the underlying goals and
visiom.
7. "Wision-driven does not necessarily imply "planful"™ or
"' . Not all vision-driven institution emerge through

systematic efforts to translate a shared vision into a blueprimt
for an educational institutiom, which is then translated into
practice under real world conditioms. In some vision-driven
institutioms, nobody has thought systematically about what the
guiding vision is or about the way to translate that wvision inte
educational terms.

a. Imvisible hand imstitutioms.. Some such institutions
have evolved more organically, spontameously, and unself-
consciously through a variety of cooperating
circumstances over a period of time. [[Such institutioms
come into being and exist in a way that is described by
many "Comservative™ social and educatiomal theorists like
Edmund Burke, Michael Oakshott, and Michael Polamyi.
These thinkers are often skeptical, if not actually
critical, of efforts to systematically articulate and
then implant a visiom..]]

b.Sometimes imstitutional visions precede the wision of
ideal educational outcomes. Sometimes an institution
grows out of someone's vision of what an ideal
educational idimnstitution looks like (@nd not out of a
vision of the product of the educaticnal process). In
such cases as well, while there may be an animating
visioen of the kind of person and community one is hoping
te nurture, it will not necessarily be articulated or
readily articulable by the participanmits.

8. "yisions" and "Visions-im-Use!. While the participants in an
institution may net be capable of identifying a guiding wvision that
is at werk in the institutiom, an anthropologically-oriented
observer may be capable of doing precisely that. That is, the
observer may be able to tie the predictable outcomes of
partieipation in the institution to the body of practices;, customss,
erganigatienal strueture, and norms exhibited in the institutiom.
The delieate balance of institutional life seemg to operate, as

and perhaps ia fact invisibly, to maintain this state-of-
affairs: the euteomes remain the same over long periods of time,
and institutienal arrzangements;, down to the very details,, tend to
suppoxt them. HEfforts to change these patterans change. In such a
€ase, wWe might want te speak of a vigien-in-use. #Vision-im-use'™
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is a conception of the outcome of the educational process which,
were it actively subscribed to, would go a 1long way towards
explaining the patterns of activity and organization and other
features of the institution's 1living reality.

It is possible that when a vision-in-use is articulated, the
participants will say, "Yes -- that is exactly what we're after --
except that now you've given voice to it." It is, however, also
possible that the vision-in-use articulated by the observer will be
disavowed by participants in the institution: "This is not at all
what we're after," they might say. a) It is possible that this
denial is an act of Sartreian "bad faith,-" that is, they don't want
to own up to the vision that they are in fact committed to. b)
Another possibility is that they have simply failed up to now to
understand the impact of the educational arrangements they have

created and that they are truly disturbed by what they have
discovered.

Suppose now that, disturbed by what they have learned, they
set about trying to improve things but that these changes come to
nought. It is an open question which of the two possibilities
discussed above this state-of-affairs would support. Concrete study
into the particulars of the case would probably be necessary to
make a determination as between these - or perhaps other -
possibilities.

TOWARDS COHERENT, SHARED, AND COMPELLING VISIONS

Jewish educating institutions typically serve an
extraordinarily diverse clientele. Many of those who are tied to
an institution have not ever engaged in trying to clarify their own
visions of a meaningful Jewish existence, and to the extent that
the have, what they discover is that there is great diversity of
views amongst them. If vision-driven institutions are to become
more prominent features of our educational landscape, the problem
of how to generate shared vision must be addressed. Appendix 2
articulates some of CIJE's emerging guiding principles in this
domain. Appendix 3 reports some pertinent insights that come from
the field of organizational development. Here we limit ourselves to
a skeletal account of some pertinent issues, beginning with two
very general approaches to the problem.

The first approach focuses on strategies designed to encourage
a group of diverse individuals in the direction of a shared vision,-
the second approach points to the possibility of structural changes
that might substantially lessen the need to dissolve diversity.
These are elaborated below.

A. Towards Shared Vision where none has existed before.

Most generally, assume for the moment an institution featuring



8

at least the impression of significant diversity of outlook among
the critical stakeholders. Through what kind of process can a group
of individuals be brought together under the umbrella of a vision

that will be both shared and compelling-? A multitude of
overlapping questions cluster around this general issue. For
example:

1.Assuming that there is more than one process that lead
to this achievement, are there reasons to encourage one
or some among them and not others?

2 .What is the role of professional, lay, and
denominational leadership in this process?

3.. To what extent, if at all, should some variant of the
"democratic process" guide or define the outcome?

4. Is it the leadership's job:

a. to guide the rank-and-file towards an
appreciation of a vision they judge
appropriate?,

b. to help draw out from their constituencies
a vision that reflects '"where they are and
want to be", that is, to work towards the
development of a vision that integrates the
visions of the key stakeholders?

c. to encourage a process that guides the
membership towards disciplined, content-based
reflection concerning what they want to be
educating towards?

5.In what way does serious study enter into the process

of working towards a shared vision? Must it be insisted
on?

6 . To what extent and in what ways should some variant of
the democratic process enter into the process of
developing a shared vision?

7. Who are the key stakeholders that must buy into a
vision - and at what stages - if an institution is to
have a meaningful chance of becoming more vision-driven?

8. 1Is it possible that the attempt to define an
institutional vision -- of the kind of institution we'd
like to see - should sometimes precede the attempt to
define a guiding vision of the kind of person and
community we want to cultivate?



9. To what extent will appropriate answers to these
various gquestions depend on a variety of local
circumstances, e.g., the nature of the leadersiny,, the
attitudes of the constituency, the history and culture of
the institutionw, the desire of denomination leaders to be
involved, etc.?

10. Through what process can members of an institution be
brought to appreciate the importance of working towards
vision-drivenness and to agree to make the effort?

11. Through what set of activities/processes should the
stakeholders of an educating institution take stock of
the institution's present state-of-affairs -- its
structures, its impact, its visicm-im-uses, etc., and how
can participation in such activities and processes
encourage the effort to move towards vision-drivenness?

B. STRUCTURAL REFORM AS A SOLUTION TQ THE PROBLEM OF GENERATING
SHARED VISION

The immediately preceding section pointed to different strategies
by which an institution lacking a coherent and compelling guiding
vision might move - or be moved - towards one. Briefly and crudely
summarizedi,, the three strategies suggested involwed: a) through a
carefully devised process, a vision predesignated by the leadership
comes to be shared by the critical stakeholders; b) an effort is
made to elicit from the key stakeholders what their own visions are
and then to develop a vision which integrates their respective
visions into a coherent whole; and c) a process that involves the
interplay between efforts to clarify one's own vision and efforts
to understand and struggle with the articulated visions of
thoughtful individuals who have wrestled with this problem in a
penetrating way over a long period of time, e.g. Greembengy,
Brinker, Twersky. The actual process may lean in one direction ox
another but may involve elements of all three strategies.

Here I'd like to suggest an altogether differemt approach to
this problem - an approach that works from the assumption that it
may be very difficult if not impossible to move people holdimng
diverse views towards a shared and compelling vision of what they
would hope to accomplisin. The intuitive idea at the heart of the
two proposals summarized below is that it may be easier to create
structures that will encourage individuals who share a common
vision to self-select into a congenial educaticnal environment than
it is to develop a shared vision among people who may begin light-
years away from each other.

PROPOSAL 1: THE MAGNET SCHOOL MODEL
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This prepesal is modelled on magnet-schosl programs and
¢hoice-plans found in general educatien.. In community X, a decisiom
ig made o disselve the existing educational system which assng;!m;
children o educating institutions based on congregatiomal
affiliaction. Instsad, the community self-consciocusly establish a
nunber of eduecating institutions, each informed by a differemt
guiding vision. One instiktuktion might heavily emphasize text study
as the heart of Jewish existence; another might emphasize soci=l
action, yet a third might make spirituality its core thems,
etc. Parents, who have heratofore been expected to send their
chiildren to their congregation”s educational institwticm, would be:
told tthat by virtue of their membership in the congregation they
are @ligible to atitend any one of the educating institutioms in the
system. Their job is to pieck an institution whose guiding visiom
they idemtify with. Through a process of self-selection differemt
imstitutions ttend to attract a population of individuals who share
values, outlock, and aspiratiomss. Under this system, paremts;
wishing @®to enroll their child in a particular vision-drivem
impstitmtion would need to apply, and they might well be asked to
agree o various ground-rules and expectations as a conditiomn of
admission. Im such a system, we would not have to create shared
visions; rmrather, imndividuals already sharing a visiom would,
tihrough tthe operation of the systam, be brought together umder ome
e,

PROPOSAL 2; THE SCHOOL WITHIN A SCHOOL MODEL

A congregation announces that within its existing educatiomal
system - say, a congregational school -- it is about to opem a
smaller and very selective "school within a school. " All members; of
the congregation are eligible to enroll their childrem in the
Scthool —witthim-tthe-schooll,, with the qualification that they must
understand the vision animating the experimental institutiom amd
agree tto its ground-rules and expectatioms..

Like Proposal 1, the arrangements identified in Proposall 2
operate tto draw in a select group of families whoe understand and
idlentify with the guiding vieion of the educating institution =-iim
this case "the school within the schoel™.. The advantage of this
strategy enjoys, as compared with the first, is that it does heot
reguire elabeorate structural changee on the order of dissolving the
imstitution of the congregational school.

FROM VISION TO EDUCATIONAL DESIGN

1. HavindavipgsaoNisdes deesanetaguarankeeatheiebifbtyrégrergate a
yision-driven institukion. Having a visien of a meaningfwl Jewish
existenee, eveR one that is shared and eempelling;, is no guaramtes
that one will be develep educatienal institutioms that ably express
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and guide students in the direction of this wvision. Indeed,
although it sometimes happens that a single individual is adept
both at articulating a powerful vision and at developing
educational arrangements that nurture that vision into being, there
is no reason to think that typically these very different skills go
hand in hand.

2. No unique translation. There is no unique translation of a
vision into educational terms. It is not just that the elements of
the vision will inevitably be somewhat differently interpreted, but
that the translation into goals and educational practices
necessarily relies on a variety of beliefs concerning human nature
and education, e.g., the way, and the conditions under which, human
beings learn and grow. Different beliefs concerning such matters
will give rise to very different educational arrangements, even if
one begins with the same vision of the ideal to be striven for.

3. Dimensions of the translation. To translate a vision into
practice involves attention not only to curriculum and pedagogy but
also to the organization of the social and physical environment --
to what some describe as "the culture" of the institution.

3. The how question. Through what kinds of processes and
expertise can a vision, once agreed on, be meaningfully translated
into goals, and from goals into the design of curriculum,
institutional norms, patterns of physical organization, etc.?
Where is the appropriate expertise to be found? Educators are
sometimes to emphasize the problem of developing curricula that are
appropriate to a particular vision; see Appendix 2 for a discussion
of the equally important problem of creating an institutional
culture that embodies the vision.

4. Variations in one's conception of the process of
translation. While, as noted above, one's translation may wvan/
depending on one's interpretation of +the vision and one's
assumptions about human nature, human growth, and human learning,
translations may also vary because people understand the process of
translation itself in very different terms. For example:

a. one school of thought may insist that one begin with
vision, then move in linear fashion to goals, and then to
objectives, and then to concrete learning experiences
spread over X number of years. Regardless of the wisdom
of that approach, it is worth noting that there are
others.

b. Dewey's approach would probably be to use the guiding
vision as an observational and planning tool. Meeting up
with a new group of children, the educator interprets
their impulses, behaviors, understandings and skills
through the 1lens of the vision. Keeping the vision
clearly in mind, the educator struggles, in true



chart its own course.

progressive fashiom, to guide the young into activities
tthat fthey will find exciting but that will help to
develop understandimgs, desires, and dispositioms that
will imeline the individual towards the world that the
vision represents.

c. Some approach the translation problem with a guidimg~
principle like tthe following: *"The whole must be embodied
im tthe parts; that is, the vision must be presemt in a
meaningful and visible way down to the details of
imstitutional life.™

As may be apparemt, such approaches are not necessarily
mutually exclusive. Both at the level of theory and
pragmatically, imtegrations of differemt kinds may be
possikle..

S Mowards total visiom. A useful tool in the effort to

transform an institution towards vision-drivemnmess is to do am
exercise Mort Mandel recommended in the context of CIJE's effort to
The exercise asks participants to do a
version of "the future as history": assuming that things proceed as

Yyou would hope:

&. whWhat wwoldd yyour ianstitutdan 1dokk 1ikke t&an yyeass
hence?

b. Describe tthe process that got it there, with attention
to relevant obstacles, etc.
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QURSTIONSE FOR THE GOALS PROJHECT THAT CHALLENGE ITS CONCEPTURL
ERANEWORK AND ASSUMPTIONS

1. "Qur fiasaiag need teday is noet for conceptioms or visioms of
Hhe ideal product of a Jewish educatieom. Rathew, our primcipsl
meed is %o provide children and adults in our commumities with
*xperiences that bring home %o them the life-transformimng power of
Jewish customs, understandimgs, and activities, 8o that they will
develop a 'thirst fForx more and deeper such experiemcsss. What we
need is o catalyze a drive %o seriously explore the resources of
Judaigm ~- not a vision of the end of that exploratiom. Our
eonergies s¢hould therefore focus on activities like Shabbatomimg,
Israel experiences, and text-study encounters that will awakem im
adults and children alike a thirst for Jewish growth.'™

2. Do we really need an underlying "visiom™ in which our
educational goals are anchored? Might it not be possible and
enough for an educating institution to develop a clear and coheremt:
set of guiding goals which are not wedded to any particular
conception of "the Good Life™ ((Jewmishly speaking)?

Moreover, given the diversity of outlook among stakeholders withim
even most imdividual institutions ,isn’t it more realistic to thimk
tthat we could generate widespread support for a set of gemeral
goals tthan for an over-arching vision of the kind of persom we wamt
tto murture? Perhaps we should be encouraging institutioms to
idilentify and commit themselves seriously to a small number of core-
goals and give up tthe effort to develop an ancheoring visiom.

3. "Qur problem is mnot “visiom', but something else.. Many
educating institutions do have visions {((i.e. conceptioms of where
they want to head, of the kind of person they wamt to cultivate) .
Their problem is not an absence of vision but that the conditioms;
of life make it impossible to realize this visioen ((for example,, the
culture that surround the children day-im-day~aoui;,, the time
available for Jewish educatiem, the attitudes of their parenftts;, the
unavailability of educators who have any commitmemt to the
imsttitution’s vision). These problems - not *the visiom-thingj" --
are what we need to address.
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APPENDIX 1: THE CONCEPT OF VISION

Because the Term "visiom” is central to the Goals Project, it
is crucial that it be elear. Since the term is used in a variety of
ways, some of which may be inter-relatedi, some critical
distinctions need %o be made. In the main body of the text, the
amphasis is on "Wiisioa", Wwnllsrstood & Hhe kind of human
being/community towards which we should be educatimy.. Reserving the
term existential vision for vision in this sense, I want to poimt
to f#wo vVemrydifferent kimds of vissionn, whbithh II weidll lhiesl,
respectively, institutional wvision and communitv-wide visicom.

INSTITUTIONAL VISION

An institutional vision is a conce@ltmm, imagpe, oOr portmaiif,,
of tthe kikindedf imretithittiicom one: asiness two. Whatt wowld our

educating institution at its best look like? Towards what kind of
an imstitution do we aspire? Such a vision can be thin or rich in
details amahd diomesTssioorss . IEt mmightt incloudds reference to
architecture, social organizatiom, ethos, kinds of programs and
learning that go on, kinds of persommell, routines and rhythms for
students, staff, and parents, etc.

Having an imstitutional vision can be an invaluable guide to
educational plannimg;,, both long~ and short-temm. It provides a
basis ffor determining specific goals and objectiwess, for program
selectiom, ffor resource allocatieom, etc.

From the standpoint of the Goals Project, the importamt poimi
is that there is a close connection between existemtial visioms
(hat we should be educating towards) and institutiomal visioms.. At
their best, imstitutional visions are tailored to the requirememts

of @ particular existential vision -- so much so, that the
existential vision may be inferred through an examinatiom of the
imstitutional wvieiom. There are, of courss, timss,, when the

existential vision is implicitly rather than explicitly presemt in
he imstitutional visiom.

Viewed in this light, vision-driven institution at its best
is ene tthat has actualized an institutiomal visiom that is informed
and guided by 2 an existential vision to which the stakeholders are

TOWARDS VISION-DRIVEN COMMUNITIES: COMMUNITY-WIDE VISION

EHE:"$ Goals Prejeet is primarily focussed on the developmemt:
of ¥isien-driven imsfitutioms, not on visien-driven communitiess.
S€ill, there is much that can be said about *vision-drivenm
communities" that is pertinent te the work of the Goals Project.
Some thoughts coneerning this matter are sketched out belews,
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beginning with the observation that the kinds of communities that
have become engaged in the CIJE process are all communities that
have announced their commitment to the cause of Jewish contimiitty..
But what does it mean for a community to say that it cares about
Jewish continuity? What is it committing itself to if it seriously
amnounces this as its central concern? Reflection on this questiom

offers a sterling-opportunity to work towards a community-wide
vision.

Communities might choose to answer this general questiom
im many ways. A community might, for example, interpret its "caring
about Jewish continuity™ as entailing the followdiings::

1. We are a caring communitby. We are a community that in
varied ways communicates to its members that they are
cared about and that their basic needs will be met. To
say that we are a caring community is alse te say that we
offer our members meaningful opportunities to be the
givers of care to others (mot just the receivers).

2. We are a community that offers its members
opportunities for activities they will find persenally
meanimgfivll.. What these activities are == whether in the
realm of celebration or prayemr, social actiem, study,
meeting the needs of others - needs to be determired:; but
the key is for the community to offer its mnewmbers

opportunities for engagement that they might neot
otherwise have.

8. We are a community that takes education seriously..

Just as it is not self-evident what it means to be a ecaring
community or a community that provides its members with avenues; for
meaningful engagement, so toe, it is not self-evidenmt what it means
to be a community that takes education seriously.. But here is eope
tthing it does not meam: it doesn't mean that the ceommunity
announces works towards a visien of an ideal Jew and then proceeds;
te try to actualize it. Such mattens; whieh are at the heart of
tthe Geals Preoject, are more appropriately addressed at 1leeal),
institutional levels.

_ But te say that a ecommunity shouldn't be in the busiress of
artieulating and trying teo aetualize its own vision of an ideal Jew
deesn’t mean that it is stuek with articulating “motherheed ard
2pple pie% kinds ef geals. On the eentrany, a ecoemmupity thak
anneunces itself to be serieus abeut edueation ean artieulate a
coherent vision of itself with seme real bite. Here are seme
possible elements:

1. We are a community that vwerks hard to enceurade its
constituent institutiens te develep an adequate perserseb
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base. We are committed to their being an able educational
director working full-time in each sizeable institutien
and we will do what we can to raise the edueatienal level
of the educators.

2. We are a community in which everybody - ineluding lay
and professiomal community leaders - is engaged in
serious learninmg, and will work hard te make this image
of ourselves a reality.

3. We are a community that develops meaningful
educational opportunities for those ((say, inter-marrieds))
who may be currently excluded from our purview.

4. While we as a community do not have a vision of a
meaningful Jewish existence which we represemt, we
believe it important to do what we can to encourage our
constituemt, local imstitutions to become visien-driwem,
and we commit ourselves fto using our energies and
resources to making this happem.

The foregoing represents one way to approach the challenge of
developing "a vision-driven commumity, that is, a community that
establishes practices and priorities based on a vision of the kind
of community it would like to be, a vision that incorporates its
core values and commitments;. One way to work outwards such a
vision is for members of a community to imagine that they have been
successful in their efforts to encourage Jewish contimuity, and
then to answer the following questiom:

To what do you owe your success? What pattern of
priorities did you establisih, and what goals;,, objectives;,
and activities;, flowing out of these priorities;, gave
rise to your success in creating a flourishing Jewish
community?

It should be clear that to have a vision-driven community dees
not entail any particular existential or institutional visiomss..
Although there are communities of meaning that are vision-driven
in this strong sense, e.g. the Lubavitch commumity, most American
Jewish communities ((like Baltimewe, Milwaukes:;, and Cleveland)) are
pluralistie in ways that preclude congruence bhetween community—-
visiom, on the one hand, and existential and institutional visienss,
on the other. This said, the preceding discussion suggests that
even under contemperary conditions ef pluralism there is an
intimate connection between “Ycommunity-wide visiem™ and vision in
the other senses. The point is this: a vision-driven pluralistie
community must be one that encourages its various constituencies te
work toward vision-driven educating institutiems;, while at the same
time working to preserve an atmosphere of toleramce, mutual
respect, and dialogue amongst individual and institutional
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representatives of diffferentt existerttibl] wisibnss .
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APPENDIX 2: IS THERE A CIJE APPROACH TO ENGENDERING VISION~
DRIVENNESS?

In one sense, the answer is "No.™ CIJE has no well-defined
processes or formulae which it is prepared tao recommend to
educating strategies. 0On the contrary, CIJE holds that there is no
across-the-board formula that will work. Institutioms differ in
their history, in their culture, in their leadersiily;,, and in other
matters which influence the best way to proceed. This said, CIJE is
guided in its efforts by a number of guiding primcipilless:

1. While aware of models that emphasize visiconary
leadership and of other models that emphasize consemsus—~
building (@ la values clarificatien)), our own model a.
recognizes that both may enter in, though in varying ways
depending on the institutiom, and b. insists that a
process of serious study of differemt conceptioms of what
we should be educating towards needs to be part of the
Process..

2. The major stakeholders -- in a congregatiom, Rabbii,
educational leader, and lay leader - need to be involved
and supportive of the effort. Precisely who the major
stakeholders are may itself vary by institutiom. Alsm,, it
may be that the relevant stakeholders may vary at
different stages in the preocess.. Ultimately, it is
important that ways be found to engage the lay rank-amd—
file, especially the paremts, in struggling with,
adapting, and apprepriating the visiom.

3. "Baving a vision™ may not be an all-or=-nething mattewn-,
The important thing is to make progresg towards being
more visien-drivem.

4. It is tempting to diemiss the effort te become visienr
driven in advanee =-- en the greunds that 'it's
impossible. " CUFE"S wview is that all the practical
considerations that might be used to snuff eut the effort
need to be aecknevliedged but eannot interfere with the
effort te understand what we're committed te and what
would be entailed by a serious effort to realize this..
The faet that many edueatienal interventions have failed
if advanee dees net speak to the impessibility ef
edueatienal intervemtions.

8) There have been seme  sueeessful
interyenticons;

b)mest edueatienal interventiens have net beea
theughtfully  eeoneeptualized and/on
implemented, With attentien te other pertinent



variables..

5. Brutal honesty! Imstitutions meed to be brutally
honest with themselves concerning what it is they are
really committed to and prepared to realize - what really
matters to them. They also need to be brutally honest
in assessing the relationship between their hopes and the
educational practices they now have in place. Such
honesty must infuse the process.

1

!
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APPENDIX 3: ORGANIZATIONAL PERSPECTIVES ON THE PROBLEM OF NURTURING
VISION-DRIVENNESS

The Insights of Edgar Seheim. Those looking to the possibility of
imstitutional reform are likely to place heavy emphasis on the role
of the leader. Where they differ is in the role they assign to the
leader. Schein is representative of a schoocl of thought that views
the leader as the shapér of the culture of their institutiom.. The
leader is the one with an explicit or tacit vision of the kind of
imstitution that is desirable and sets about developing and
implementing policy in ways that embed that vision in the life of
the institutiom. For Schein there is no sharp distinction between
Tselling™ a vision and imtroducing it into the culture of the
instituticom. The same processes that serve to embed the vision in
the life of the imstitution also serve to generate support for it..

A. Schein articulates a variety of ways by which leaders can embed
and transmit culture:

1. What's paid attention to/what's ignored. What gets a
reactiom, what provokes an emotiomal outburst. This is

particularly true in certain combesehsts, esgg. plhamiingg
meetimgs..

2. The Reward System: what gets rewarded and what gets
criticized and punished..

3. Recruitmemt:,, promotiom,, retiremsni:, ¥ o -
communication," and firimg..

4. Reaction to critical incidemts.. How does leadership
react in the Fface o06f, eegy.,, & sErmiomss fEiluree ar am
instance of insubordimatiom.. Such a reaction sends
critical messages to institutiomal actors..

5. Deliberate role-modelling on the part of the leadex.

B.Th&hefofegeimgng5 Singnediehntsits reppesemtt tie mprmeayy toodbs
available to the leader iim his/her efforts to evbed a wiisiom . But
supporting tthese are various secondary reinforcers:

1. the organizaticnal structure can be made consistent

with the cultural assumptions that the leader wants to
embed..

2. Routines and procedures can be made coheremt with
these assumptioms..

3. Axchitecture and the design of the physical work-
envirommemnt..

4.Stories and myths about the organization and its
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leadership may highlight its basie ethos and assumptiomns.
5. TFormal statements of philosophy and missiom—

sttattRments..
C. The role of cultitre. Standing behind Schein's analysis of

organizational cultures are some very basic assumpticmss. One of
these is that culture consists of those very basic assumptioms
which stand behind, give rise to, and explain the visible phenocmema
an observer encounters. "Culture® as Schein understands it serves
two distinet purposes: 1) it solves some critical organizatiomsll,,
task-related problem?2 2) it reduces anxiety by giving participamts
directions concerning how to behaxee,~ it creates predictability and
gives meaning to one's work.

"Oulture develops around the extermal and internal
problems that groups face and gradually becomes
abstracted into general and basic assumptioms about the
nature of reality; the world and the place of the group
within iit; and the nature of time, space, human natures,
human activity, and human relatiomshiipss. Culture can be
thought of stabilize solutions to these probilemss, and
pattern of particular assumptions that represents these
solutions can be thought of as the underlying "essence™
that gives any given group its particular character.,
Though culture is ultimately manifested in overt behavior
patterms, it should not be confused with overt behavior
patterns. Culture is not visilples - only its
manifestations are..... Culture solves problems for the
group or organizatiom, and, even more important:, it
contains and reduces anxiety.. The taken-for-granted
assumptions ithat imnfluence the ways in which group
members perceiwe, think, and feel about the world
sttabilize the world, give meaning to it, and thereby
reduce the anxiety that would result if we did not know
how tto categorize and respond to the envirommemnt. In
tthis semse culture gives a group its charactesn, and that
character serves for the group the function that
character and defense mechanisms serve for the
dmdiwidivall..”

D. A desirable kind of culture? Schein avoids generalizatioms
concerning tthe desirability of particular kinds of culture. A lot

depends on the surrounding enviremment, on the size of the
organizatiom, and other such variables..

E. Inconsistent messages? Sometimes leadership gives mixed or
imconsistent messages. While this can be debilitakingy, it is not
necessarily so. The culture may evolve ways of interpreking and
dealing with the inconsisteney .

F. Top-Down modell . While Schein acknowledges the need to achieve
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buy-in, the model has a top-down quality. The job of the leader is
to articulate, sell, and embed a vision in the 1life of the
institution — to create a particular kind of culture. Top-
downness is also implicit in the suggestion that an outsider, a so-
called cultural therapist, may be critical in developing insight
concerning the problems and challenges of the institution.

G. Blindness to the cultural regularities, to the ethos, of an
institution on the part of efficiency-minded experts or leaders
brought in from outside will likely defeat their efforts at reform.

H. Schein also stresses that the job of inducing change in the
culture is a very different one, depending on the stage in the
institution's development. A young institution, a mid-life
institution, and a mature one may require different kinds of
intervention-strategies.

I. Schein proceeds to list ba series of pertinent intervention
strategies, designed to change the culture. Prominent among them
is the possibility of organizational therapy, in which an outsider
helps members of the culture achieve insight concerning assumptions
and realities that survive unexamined and dysfunctional. He
describes a process that involves unfreezing existing assumptions
in a climate that provides the psychological safety needed to
examine these assumptions thoughtfully, followed Dby the
articulation of new, more adequate assumptions, followed by a re-

freezing process in which the new assumptions enter into the fabric
of things.

Says Schein: "The key both to unfreezing and to managing
change is to create enough psychological safety to permit group
members to bear the anxieties that come with reexamining and
changing parts of their culture....The process of developing new
assumptions then is a process of cognitive re-definition through
teaching, coaching, changing the structure and processes where
necessary, consistently paying attention to and rewarding evidence
of learning the new ways, creating new slogans, stories, myths, and
rituals, and in other ways coercing people into at 1least new
behavior. ...it is the willingness to coerce that is the key to
turnarounds." By "coercion" Schein seems to be referring to an
ability to prevent people from leaving/exiting (though an
appropriate system of incentives) while at the same time creating
increasing and increasingly powerful opportunities to realize the
inadequacy of the old assumptions and the desirability of the new
ones.

J. As already intimated, Schein's analysis emphasizes the role of
the leader as a '"culture manager." Several key ingredients are
required of the leader.

i. The leader must have insight into the ways in which
the culture is dysfunctional.
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ii. The metivation and skill to intervene in the cultural
proeess, whieh involves a willingness to communicate the
painful news that all is not well and that things need to
change. Dedication of a strong and visible kind to the
organization's larger purpose is critical herm..

iii. Emotional strength. Unfreezing requires creation of
psychological safety. The leader must have the emotional
strength to absorb much of the anxiety that change brings
with it, and he must have the ability to remain
supportive to the organization through the transition
phase even if group members become angry and obstructiwe.,
The leader is likely to be the target of anger and
criticisms because, by definiticm, he must challenge some
of what the group has taken for gramted.

iv. Ability to change the cultural assumptioms.. Leaders
must have the ability to induce "cognitive redefimitiocm™
by articulating and selling new visioms and concepits.
They must be able to bring to the surface, review, and
change some of the group’s basic assumptioms..

v. Creation of involvement and participatiem. A paradox
of culture change leadership is that the leader must bed
able not only to lead but also to listem, to involve the
group in achieving its own insights into its cultural
dilemmas;, and to be genuinely participative in his
appreach to change...The leader must recognize that, in
the end, cognitive redefinition must occur inside the
heads of many members of the organization and that will
happen only if they are actively involved in the process.
The whole organization must achieve insight and develop
motivation to change before any real change will occux,,
and the leader must create this involvement even as he
sells his visiom.

vi. DeptiDepfth vofionmsidraddeddgrship Clinhs thiénsesemsangmedns the

ability to step ocutside one’s culture even as one contimues to live
within it. It is not enough just to set goals and sell symbols..
The goals and symbols and the assumptioms on which they are based
must be "correct™ in the sense that they will indeed solve key
problems for the group and will fit with other deep cultural
assumptioms;.. The effective leader needs to use his deeper vision
before trying to sell anything.

The imnsights of Peter Semaes. While Senge's approach bhears some
similarities to that of Scheim, the differences stand out even
more. Senge’s approach is much more, and much more genuimely,,
participatory and dialogicall. Below some of his main terms and
ideas are summarizedi, chapter by chaptexr.
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PERSONAL MASTERY

For 3Senge, The diseipline of personsl mastery is the
indispensable Foundatien of the learning organizatiem. It includes
e imTer-yelated elements: a willingness to search out and to
repratedly re-examine what it is one really wamts, and an equally
powerful willingness teo examine eurrent reality, a willingmess to
gekt clearer and c¢learsr about eurrent reality -—azm indispensable
imgredient if one is to expand one's ability to use the curremt
¥eality as an instrument of moving towards one's visiom. As is
discuszsed below, neither of these is easy to achieve. HNor is
eitther of them a state-of-affairs that is achieved once and for
all. On the contrary, we are always in danger of losing the focus
oh what we really want, of substituting states-of-affairs that are
sympttoms or means for the end that we really seek; of losing sight:
of =.g. the ways im which we may contribute to our curremt reality
through the ways imn which we think and act..

A. Rey tems. "Disciplime,™ "creative tension,"” "emotiomal
tensiion,, " "Structural conflict (@rowing out of belief powerlessmess
and/or nnnworth:.nesss,, which pulls you away from persomal vision evem
as you strive towards it),"™ "telling the truth," "negative wvs..
positive visiom," "purpose,™ “vision,"™

B.. Some major ithemes.

1. Personal visiom. Senge believes in the importamce of each
of wus, both as individuals and as members of orgamizastiion,,
clarifying for ourselves what it is we genuinely want to achiewe.
"Wision" is not "what we want - under the circumstamces;,'" but what
we really want. For a vision to be "positive', the emphasis should
not be on "mot being X", or on being "better than ¥", but om
achieving some state-of-affairs that seems to be intrinsically
worthwhile. To be clear about what we really wani, what we really
care about achieving -- this is the importamt thimg;.

2, Vision versus purpese. Vision in the sense specified
differs from "purpose.™ As understood by Sengs:, "purpose" is
abstract and general, whereas %"visiom™ is typically a concrete
image, whieh interprets the general purpese.. "Purpose is a healthy
environment; "wision" is a green planet. "Purpese" is '"meaningful
Jewish continuity," "vision® ig Ychildren and their paremts in the
community engaged in regular study tegether.'" Purpose is the best
m@e pgggfam imaginable; vision is *a man en the meoen by the end

3.Creative tension. Creative tensien arises outk of the
F@@@gﬂi@i@ﬁ of & gap between one’s vision and the reality in vhiech
one finds oneself. The tensien is Yereative™ beeause it challenges
tthe imdividual te f£ind ways te bring the reality eleser te the
yisien; it effers new understandings of the present, understandirgs
that £ocus on the petentialities feor Eféﬁé@éﬁéiﬁg the present apd
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Moving towards the desired Future.A symptom of creative tension is
ofteR "emotional EensieA” -- and this is not at all bad if it cam
be havrnessed ko the sffert %6 pull the real towards the ideml..
Unfortunately, the effest of the emotional tension that accompanies
reeognition of %he gap is often a compromise of the visiom, a
compromise that will render it more realizable -- but not exactly
whak we want. Such cofipromises, once made, tend to be made agaim

and again; they grow out of an inability to live with creatiwe
tension.

4, Structural conflict. Structural conflict refers to a state
of affairs in which, simultaneously as the vision is pulling the
individual towards itself and towards a careful effort to struggle
with <current reality, fthere are structural features of the
situwation which pull the effort back down towards the real.. Such
structural features include, most promimemtly, belief in one's qwm
powerlessness ((that is, one's inability to catalyze significamt
change) and/or belief jin one's unworthiness (fbelief that one is not
worthy of achieving one's dreams). These beliefs do not easily
give way and may undermine the effort to move towards one's visiam.

5. Telling the truth. As an aid to breaking out of the cycle
of structural conflict, Senge recommends "telling the truth" as the
imitial strategy. For Senge "telling the truth" weams doing what:
one can not to shy away from current reality, to look clearly amd
honestly and without deception at what is. The aim is to develop a
clear wview of current reality. "Telling the truth” alse and
substantially involves trying to discover and root out the ways in
which one’'s own ways of thinking and acting actively contribute to
the reality one despises. It involves “breaking idols™ -- squarely
facing the unexamined assumptions and biases one uses to guide
one's thinking and one’'s understanding of the real.

®. Learmimy. For Senge, learning is not acquiring more
informatiom, but expanding the ability to produce the results we
really wamtt..

7. Mechanisms for dealing with structural conflict. Whereas;
for Senge the way to break out of structural conflict is through a
serious commitment to the truth, often-times we try to overcome
such conflicts in less desirable ways -- e.g.. through the exercise
of will-power, self-motivation in which we goad ourselves to
succeed, perhaps using fear as a stick, eroding our visiom.

8. Work in the learning orgamizatiem . For Senge, work in the
learning organization is sacred in more than one sense. First, the
worker is regarded by the organization is a being worthy of gelf-
esteem and self-actualization and respect; second,, work itself is
regarded as a calling as an integral element of one's developmemt
a8 & person.

9 Strategy for clarifying personal visiem. There is always a
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danger of confusing means with ends. Hence the effort to clarify
one's vision, especially where closure seems imminent, is to ask
concerning the outcome (allegedly) sought for, "What would this
outcome get me?" This is a strategy for ensuring that the means is
not confused for the end. For there is, as elsewhere noted, always
a danger that attention to means may end up crowding out careful
attention to the wvision of what you want to accomplish.

[10. Self-esteem. Self-esteem is critical in the process of
personal mastery because otherwise a person may feel to vulnerable
to look reality in the face, to take responsible and productive
note of his or her mistakes. This point is reminiscent of Schein's
comment that effort to induce change require an atmosphere of
emotional safety.]

11. The sub-conscious. Senge stresses the power of the sub-
conscious as an instrument in the effort to clarify and reali:ze
one's vision. The sub-conscious can integrate a wvast amount of
data; moreover, via imagery, it can enrich our efforts to achieve.

The challenge in personal mastery is to put your sub-conscious to
work for you.

12. "Compassion" is common among people with personal mastery.
Compassion arise out of our awareness of the ways in which our
actions and those of others are embedded in, and are prisoners of,
structures and ways of thinking to which we ourselves contribute.

13. Can't mandate personal mastery! What one can do is to
create a supportive climate, to encourage it, and to model it.

14. Senge. the Pragmatists, and Rousseau. There are many
similarities between Senge and the pragmatists, particularly Dewey.
Connection to the whole; the ideal of growth and its relationship
to ever increasing competence; the sacredness of work; the
recognition of problems and failure as an occasion for growth; the
union of social interest and individual interest. At the same time
there is a significant difference (at least with Peirce's theory of

inquiry): Senge, unlike Peirce, encourages us to create, to
stimulate, the irritation of doubt, wvia the process of struggling
to define what it is we really want. In a similar vein, there is

a big difference between Senge and Rousseau; for Rousseau is
terribly concerned about the power of imagination to paint for us
a world that transcends our ability to achieve it.

MENTAL MODELS

The main theme of this chapter is that we unknowingly walk
around with a variety of assumptions concerning the nature of the
world which we use to construct the world, never realizing that
these assumptions are anything but features of the world. [In
effect, we have here the Kantian notion that we unwittingly
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construct the world we inhabit, never realizing our own
contribution to this construction]. We see the world through the
filter of these assumptions; hence it is difficult to see them as
assumptions, or, when we do see them, to critique them.

Many of these assumptions are actually wrong-headed; but so
long as we don't regard them as assumptions, that is, as part of
our own belief-system, we can't subject them to critical analysis.

Thus, they continue to guide, 1limit, and sometimes seriously
distort our perception of, and hence our action vis-a-vis, the
world. For in the end it is our mental models, the way we see the
world (e.g., the nature of organizations, the nature of '"people",
be they colleagues or consumers, etc.), that determines our
conduct.

Hence, the critical importance of surfacing an subjecting to
scrutiny he mental models that construct our understanding of the
world. For Senge, a good deal of learning is a process of trying
surface and examine such mental models. Towards this end, Senge
identifies a number of things to look out for and a number of
strategies:

1. Organizational structures that encourage more open,
less stereotyped thinking In one company studied by

Senge, the ruling principles were openness -- an
encouraging the kind of openness one might find over
cocktails after work - and merit. understood as an

insistence that decisions be based, not on bureaucratic
ease or friendship but on what's really best for the
company.

2. The use of simulation-exercises (the SHELL example)
to reveal the limits of our mental models

3. Discovering leaps of abstraction; thatis, coming to
recognize the ways in which certain "brute facts" turn
out to be abstractions from the data,” followed by an
effort to inquire into the data-base and the assumptions
that govern the inference. (Senge offers us the case of
Laura, who seems cold and arrogant, but in fact has a
hearing problem, or else is painfully shy.)

4. The Left-hand column exercise, adaptedfrom the work
of Chris Argyris. Theidea here is that on the right
side one describes one's actual or anticipated
conversation with ¥, while on the left side of the page
one writes out what one is really thinking —- the beliefs
and the assumptions that inform one's responses but which
do not get communicated to the other person. What often
emerges on the left-side are elements of one's mental
model.
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%. Balaneing inquiry and advecacy.. Tee often we enter
discussions as advocates for our view. This affects beth
the way we present our view and the way in which we
listen to other views. Senge calls for a different
approach In presenting one's own view, for example,
one's job is not to cast it in the st—.rongest possible
llght but in such a way as to reveal one's assmptim,,
one's data, and reasoning and to invite others to induire
imto them. The goal is not to win the argqulent but to
jointly £ind the best argumemt, through a willingness on
part of the parties ito reveal their thinking to one
another in an open way.

There is an imteresting connection between this strategy
and the left-hand column exercise. The Left-hand column
exercise reveals the extent to which our conversaticns
ffail to achieve the requisite openmess, due to various
assumptions tthat one makess,, sometimes unwittimgly, about
the other’s attitudes and abilities. This point is
developed extremely well by Argyris in his discussion of
the ways in which what he calls our "“defensive routimes"
undermine our conversatioms. (Bee his discussion of this
matter.)

®. Mental models cam drown the best systems-imsidght..
Moreowenr, mental models have a kind of staying-power.
Even after they have been surfaced and explediad], they may
return if their contraries have not been carefully
imstituticnalized.

SHARED VISION

The development of shared vision presupposes an environmemt:
that encourages personal vision and personal wmastery. Where there
is a shared vigiom, there is a coincidence of perscmal vision and
communal visiom; it is not a matter of bracketing one's persomal
vision..

When it is achieved, shared vision is not an idea but "a force
if peeple’s hearts, a guiding ideal that connects them to the
erganisatiom, to their work, and to one another in a richly
meaningful way. Senge takes note of the longing for feeling
connected to octhers and suggests that this is one of the functiomal
by-produets of the development of shared visiomss.

Shared visiem, Senge stresses, is a very powerful forcs;
indeed, the pull tewards the status que, the tendency towards
inertia, is seo strong that only a shared vision -= a vision of a
state-gf-affairs genuinely thought werthy of commitment == cam
counteraet this pewer and energize real change away from the status
GUS..
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Once such a vision is shared, its presence is often sufficient
to establish a willingness on the part of people to expose their
data, their reasonimgs, perhaps even their mistakes. The reason is:
they really care about realizing the visiom, and nothing will stand
in the way of this -- not even their own foibles.

"With a shared visiom, we are more likely to expose our
ways of thinkimg, give up deeply held views, and
recognize perscnal and organizational shortcomimgs. All
that trouble seems trivial compared with the importance
of what we are trying to create.™

Conversely, says Senge, in the absence of a great dream [[#s George
Counts might have said], pettiness prevails.

While shared visieons may have their beginnings at the top of
the orgamizatiem, this need not be the case and many shared visions
have their origins elsewhere. The important point is that it is
not the origin of the vision but the process through which the
vision becomes shared that is crucial.

The process through which a vision becomes shared needs to be
one in which the participants are not "sold™ or "imspired™ but a
powerful thinker, but one in which they are encouraged to enter

into an opem, candid honest dialogue with those representing a new
idea.

There are several ways to relate to an organization's visiaem,
ranging from compliance ((begrudging or w;llmg;)) to enrellmemt, all
the way to gegenuinecocommitment The Keyy iss too =dhiecwe general
commitmemt. TiThereidsnmowwmaytdogumarantee tthis; people will and
should make thébeimwowmhgchokees.BBut,, sagaysSeSemge,hechrereararescseme
guidelimes:: 1) Be enrolled yourself; 2) Be honest.

3) Don't sell.

The road to shared vision is not necessarily an easy one, and
there are predictable obstacles along the way:

1. Anxiety concerning the ability to unite in the face
of our initial diversity of outlock. Along with this goes
the fear that my own views will get lost in the preocess,
will not be expressed in the final visiom. There must be
patience in this arena, as opposed to a premature desire
to close ranks by coming to agreememt. It is indeed ok
for people to emerge with multiple visioms -- so long as
they feel that theirs has been heard and taken seriously.

2. Gap behetweenththeididéalanil thtee nesml: how dwow wean we
poesibly make this transitiom, given size of the gap.

3. Given the day-to-day demands on our time, we don’t
have the time and energy to engage in this process
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4. Loss of respect for one another. When the climate of
open dialogue, of advocacy balance with inquiny, is lost
and people feel that others are trying to proselytize
them, then tthe quality of the conversation erodess..

To his earlier distinction between purpose and visiom, Senge
here adds a tthird notiom, that of core-valwmes.. Core-values are the
day-to-day guiding principles of an institution -- e.g.. openness
and merit, or integrity, loyalty, autonomy, etc.: how we wamt to
act, consistent with our missiom, along the path towards achieving
our vision. Says Senge, a vision that is not consistemt with the
values people 1live by day-by-day will not inspire genuime
enthusiasm. Visiom, purpose, core-values 3jointly represemt the
governing jideas of the organization -- what we believe in.

Senge stresses that vision can became a living force only whem
people truly believe that they can shape their own future..

""The simple fact is that most managers do not experience
that they are contributing to creating their curremt
reality. So they don’t see how they an contribute towards
changing that realitty....But as people in an organizatiom
begin to learn how existing peolicies and actioms are
creating their current reality,k a new, more fertile soil
for vision develops. A new source of confidence develepss,
rooted in deeper understanding of the forces shaping
eurrent reality."

This point is criticall. suggesting a twofold connectiom
between mental models and visiom. 1) The read te vision regquires
a careful, ecandid understanding of the curremt reality which is te
be transformed, an understanding that overcomes the destructive
effect of our mental models; 2) and this is the new peoint, our
confidence that current reality is capable of transformation may
itself end on our recegnizing the ways in which -- threugh our
ways of thinking, our assumptions;, and our decision to act inm
certain ways -—we contribute te the maintenance of this realiity,,
2 reality whieh has hitherte seemed independent of us.

[WNote: theough Senge is writing abeut the world of ecapitalism, he
has appropriated a variety of insights that are at the heart of
mueh Left-wing thinking. For exawmple: 1) Senge's insistemce on
open, henest, nen-manipulative dialegue as the read to insight
bears compariseon te Freire's ideas on dialegues; 2) His vision of
york as sacred is elese te an ideal espeused by both Dewey and
Marx; 3) his suggestien that eurrent reality is a seeiad
constryction te which we and egther uma‘étmglg centribute echees
insights of Kant, Hegel, Marx, Peter Bergex, and even Themas Kubm ]|

FTEAM LEARNING

o ——
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Insufficiency of Personal Mastery and Shared Vision. A
critical point is this: an organization whose members participate
in the discipline of personal mastery and who own a shared vision
are not by virtue of these things alone able to work effectively
and fruitfully with one another. To accomplish this, to become
capable of team learning (which is a necessary condition of being
a learning organization) requires additional abilities.

How team learning contributes. To work and learn as a team is
an extraordinary energy-saving device, since otherwise our energies
are scattered in varied and sometimes oppositional directions. But
team-learning is also to be valued because, through dialogue,
genuinely new insights can emerge. That is, the group working as a
single higher intelligence that absorbs the intelligence of each of
the participants and weaves them together in unexpected ways, may
produce unanticipated and exciting results that could not have been
predicted.

Dialogue as compared with discussion. Such insights are to be
expected not so much from discussion (in which individuals trade
positions and the rationales that underlie them) but from dialogue.
In dialogue, conversation flows freely in sometimes unpredictable
directions. The conditions of genuine dialogue are: 1.
Colleagueship: regarding the other as an equal who is worthy of
carefully being listened to; 2) a willingness to suspend one's
assumptions. This does not mean letting go of them but literally
suspending them before oneself and the others for careful
examination; 3) a facilitator who can keep the dialogue on track.

Analogue to dialogue. As analogues to the kind of synergy and
shared intelligence Senge associates with dialogue, he offers us
two examples: the Celtics at those moments when they are "in a
zone," and a jazz group making music together.

Obstacles to dialogue and team learning, in general: defensive
routines. Relying heavily on the work of Argyris, Senge emphasizes
the ways in which defensive routines stand in the way of the kind
of team learning that is necessary if members of an organization
are to engage in significant learning. The account of defensive
routines briefly developed below relies heavily on Argyris.

Function of defensive routines. "Defensive routines" are
behaviors people engage in which serve to protect them from a sense
of incompetence, from being regarded as imperfect, as wrong, as
responsible for failure -- as being anything less than fully in
control. Defensive routines function to deflect blame and
responsibility. Such routines are an outgrowth of what Argyris
regards as a widespread theory-in-use, which he refers to as Model
I thinking. Model 1 thinking is defined by the following
assumptions: our goal in social situations is: a) to remain in
unilateral control; b) not to surface uncomfortable, negative
thoughts and feelings concerning the other.
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Such defensive routines are antithetical to genuime learmingsy.
For example, they stand in the way of our ability to acknowledge
and therefore learn from our failures. For failure,, in Model I
thinking, is intolerable.

Tmwii ili f theory-im—wse. Oftentimes we are taken in by
our espoused theory and don’'t recognize the ways in which we are
guided by a very different set of assumptioms {(our theory-im-use).
The result is that, in practice and unwittingly, we often do the
opposite of what we say we are trying to do. For example,, we may
tell ourselves that are avoiding making the other feel threatemed
and uncomfortable by "easing in" rather than "being blunit“, whereas;
im ffact tthe effect our approach is to make the other defensive amnd
resistant to our view, even as he/she may not express this..

[[Note that confrontational and "“easing in" approaches both
presume that we know and need to transmit some truth.]]

Strategies for dissolvihgas defensive routimes.. One way te
dissolve defensive routines is to create a social climate in vhich
it is ok not to know everything or to have made a mistake.. Another
strategy is to do an exercise of the kind Argyris describes as
"lefit-hand column® exercise. Role-modelling on the part of the
leadership may well be important here -- although as Argyris pointss
out, the troops may not follow in this directiem; that is, they may
continue to work with Model I thinking..

The critical gquestiom: how defensiveness is handled.. What
distinguishes a learning organization is not the absence of
defensiveness but how defensiveness is handledi.,

Opportunities for practice. Just as a symphony or a basketball
team need to practice to develop inte a team, 8o tee shewuld
organizatienal teams have the opportunity to practice.. Practice
allews ene to stop the aetiem, ke go back a step, to experiment
with new meves, ete. In architeeture and other fieldss,

rtunities to experiment with “virtual reality", with a true te
1ife but not immediate situatiem, may previde the arena in whieh
tteam-skills can be developed and refired..

P D e ——Y



ClIEE

This summer ‘s Seminar on Goallss,, developed im
collaboration with the Mandel Imstitute for the Advanced
Study and Development of Jewish Educatiient™, brings to
Israel lay and professional leaders in Jewish educatiem,
primarily but not exclusively from Lead Commumities,, for
a period of intensive study and plammiingy.

GOALS SEMINAR

This seminar is one of several activities organized by
CIJE to foster a climate and initiatiwves that will
encourage Jewish educating institutions to become visicm—
drivem. To describe a Jewish educating institution as
vision-driven is to say that it is animated by a wvisiom
or conception of the kind of Jewish human being and the
kind of Jewish community toward which it is educatimg;. &
vision-driven institution is one that is clear about its
answers to the following questioms: "What kind of Jewish
persom,, featuring what constellation of belieffss,
knowledge, attitudes,, skills,, and commitmentts,, are we
trying to cultivate? What form of Jewish commumiityy,,
characterized by what sense of purpese:, ethes;, nomms,
customss, characteristic activitiess, and forms of
relationship, are we trying to encourageX" Equally
importamt, a vision-driven educating institution is one
that has found meaningful ways of embodying its answers
to these questions in its daily workings.

The Seminar on Goals is designed to foster a thoughtful
appreciation for the role that animating visioms and the
goals associated with them should, but usuvally do not,,
play in Jewish educatiem, and to think through critiecal

¥ The staff and resources of the Mandel Institute
for the Advaneed Study and Develepment ef Jewish
Edueatien have been central teo the develepment of
the Geals Prejeet and the Summer Sewminmax. Through
its Edueated Jew Projeect, the Iastitute has
engaged the thinking of seme extraerdinary Jewish
thinkers and eduyeational theerists in explexring
the guestiens at the heart of the Geals Project..
Te date, these thinkers have included Prefessenrs
israel Seheffler and Isadere Twersky eof Harvard
University, Prefessers Menachem Bripken, Meshe
Greenberg, and Miechael Rasenak eof the Hebrew
University, and Prefesser Beymeur Fox, Rabki
Shmuel Wygeda, and Daniel Maxesa of Ethe MNapdel
Institute.

PO. Box 94553, Cleveland. Ohle 44104 « Phones: (216) 391-1852 » Faf: (216) 391-%00
17 Bustt 36ih Strees New Ut WY 100/0-1570 + Phenes (R05k-2560 « Fai. (218)550 556
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issues that must be addressed if Jewish educating institutions are
to become more vision-dmriwen. The seminar is offered with the
expectation that on their return to their local commumitiiess,
participants will collaborate with CIJE in its efforts to encourage
local initiatives in this important area.

Topics include:

a. Whastt wiissiomss axee, why theyy anee inppotamErnt , anddhbww thée y
give coherence and direction to theeeddca#tidbondlpprooceess;

b. THee chadllbagge, att thee lomadl, inmsHiutioond] lesed]l, off
identifying a vision that is sHaaedqd, compedlibgyg, andd
concrete enough to guide practiocs;;

c. The process of developing goals and educatiomal practices
that are imformed by a designated visiom;

d. Hlaarss andl Sinattegiess foor eogeghiog ooomunesl  aadl
institutional stakeholders back home in efforts to
develop vision-driven educating institutiens..

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 Thursdhy, July 14,
1994 at 8:00 pm. The seminar will include daily morning and
afternoon sessions as well as at least two evening sessionss.
Participants are expected to attend all sessions of the semimamn-.

ACCOMMODATIONS/RATES

Accommodations will be at Mishkenot Sha’ananim in the picturesque
neighborhood of Yemin Moshe. Mishkenot Sha’ananim is Jerusalem's
offical guest house. At its completion in 186Q@, it was the most
important building outeide the 0Old City walls and marked the
beginnings of modern dJerusalem.. Although it has gene through
restorationg and renovatioems;, the original strueture gtill remainss,
which creates an atmosphere of simplicity, elegance and charm.. We
are very fortunate to be able to host our seminar in this unique
establishment and to give you the opportunity te learm in a house
whose guests include world-famous writers;, phileosephens;, artistss,
and musieiang from around the werld.

Available are:

Single Dpuldlee
Cne bedreoem; fufldllbhahh & & $4041
OGne bedroom suite: bedreem,
living reem, fuflullbhakh & 955 088

Two bedroom suitte: two

separate bedrooms, each of whieh

may accommedate twe pecple,

two full bathreems, living room $126 $83%
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SUMMER SEMINAR CURRICULUM DRAFT (1)

'DAY 1 ) 4~ ewiftsrf
%9+<30 to Noon: Introduction to the Seminar

Greetings =-- Seymour Fox, Alan Hoffmamm, Daniel
Pekarsky

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

Agenda for the seminar: what we will be doing
(@ctivities, kinds of questjions 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, experiemce, position,
sophistication = Jewishly and educationally - of the
participamts, and the consequent imperative importance of
careful listening and responsible respomdimg..

The origins and presuppositions of the Goals Pr@j@@tqﬁ
including a) an explanation of what we mean by "vision"
(@mcluding the distinction between the vision of an ideal
educating institution and the vision of "the preduct™ wa—
want teo cultivate in its &social and individual
dimensions)) and b) some discussion of the Educated Jew ¢
Project in"TtesTrélationship to the Goals Project, c¢) the
importance of "vision* beth in relation to the problem of
Jewish continuity and the development of effective
edueational practices; d} the need for a vision to be
shared, compelling, and relatively concrete; e) the
imp@rtance of work in this area as part of a
comprehensive effort, not as a substitute for such .zn
effor;? f) the difference between having a mission-
statement and being vision-driwen.

LUNCH BREAK

1 -5 PM WHAT DO VISION=DRIVEN INETITUTIONS LOOK LIKE? HOW DOES
tffE VIBION INFORM PRACTICE

In this sessien we examine two or three vision=driven
institutione = <the Heilman *"Defenders of the Faith® I
piece and a secend ene (Wy inelinatien at this mement in /
time is to use Dewey, drawing on hie own and other

accounts o©f the Dewey scheol; but ether pessibilities



include Lightfoot’s account of St. Paul’s Scheel, or the
TC Record discussion of Waldorf). Ideally, we could see
a powerful movie that exhibits a visien=driven schoeel =-
any ideas? If Heilman is in Israel, perhaps he could be

invited to discuss the way in which the institiutien he
describes is vision=driwen.

THE QUESTIQN®: in what pgsense are these institutions

vision-driven and what impact does the vision have on
their effectiveness?

The institutionms, their underlying visioms are descrilped,
special attention to the ways in which the vision guides
the selectien 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 appropriatz.

with

The "kitchem™, as it emerges at Etom, the Dewey School, the

Seocial Efficiency classroom, and/or at Summerhill might
be relevant here (though this will depend
on the number of people who've been with us
for earlier sessions). If not the 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
vision.

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 te read this material,

the Fred Newmann piece on
Ycontent-driven® educatien is pertinemt to this discussiom.

/

.--//

WHAT DOES A VISION OF A MEANINGFUL JEWISH EXISTENCE
LIKE?

9 = 9:185 Orientation to the day

= 11:15

Break into work-groups of approximately 5 individuals
each for discussion of Greenberg's ideas. The discussion
has the fellowing foeci:

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

LOOQK
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a) Sharing their understanding of and initial reaction to

Greenberg’s view, as articulated in their homework
assignment;

b) Analyzing Greenberg’s position systematically using a
grid which we provide which imnvites them to look at his
vision in two distinct but inter-related ways: first, im
relation to its constituent skills, attitudes, beliefs,
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 gquestions and concerns to raise
with Greenberq.

1115 - Noon

Using a couple of organizing questioms, compare and
contrast what they’ve found; prepare for sessiom with
Professor Greenberg. This session should draw their
attention to the strengths ani liimitdat bons off thke grid as
a vehicle of articulatingwkhat aaveisdonoff aandedacated
Jew or & meaningful Jewish existence is.

LUNCH Noon = 1 pm

1 - 33PBH: A Conversation with Moslre Grseriverg

3 - 33380 -- BReakk

3:30 - 5

91§

SYMPOSIUM: ALTERNATIVES TO GREENBERG

Repregentatives of twe different views (who passicnately
dissent frem Greenberg's view) are invited te react to
Greenberg’s positien as compared with their own. One of
these sheuld represent a different substantive answer to
the questien of "a meaningful Jewish existence," and the
ethe¥ sheuld probably be Brinker's delineatiom of "the
likeral respense", according te which education offers
students sppeortunities te make their own deeisioms. The
intent of this seéssien is te help participants better gee

wWhat cheieces are explieitly or implieitly made in the
develepment of a vigiom.

(3

Swall greup diseuswiony, of perhaps one-on-ome
discusgionsz persenal reactions te Greenberg's visien ef

& meaningful Jewish existemee, in light of the day's
discussions..

P.3/E



focusing on Ramah because it (@s Greenberg may
well be imterpreted to be) is identified with
the Cengervative Movememt,, these hesitatiems
are overcome by two other consideratioms: a)
the importance of giving a prominent positiem
in the seminar to a non-school-based
educational environmemnt,, and b) our
recommendation that after discussion of Ramalh,
participants have the chance to encounter the
founders of other vision-driven institutioms
(emimated by different orientatioms).

4 - 3:00: CONCLUDING COMMENTS ON THE MOVEMENT FROM VISION TO
EDUCATIONAL DESIGN: A SKETCH OF DIFFERENT PARADIGHS,
THE COMPLEXITY OF THE EFFORT, AND THE KINDS OF
EXPERTISE THAT ARE NECESSARY - AND AVAILABLE

TO JEWISH EDUCATING INSTITUTIONS EMBARKING ON
THIS PATH.

Seymour Fox, Daniel Pekarsky

DAY 4 FROM VISION TO REALITY (CONT.))

WOTE: Day 4 is designed to do three different kinds of thimgm: a)
to give participants an opportunity te continue develeoping insights
concerning the wvays in which visions get actualized and the
constraints and ether conslderations that need to be takem into
ACE6URt: b) a cehance for them to more fully appreciate the value of
doing the seminar in Israel, where they can visit with a number of
significant Jewieh thinkers and visit some very interestimg
edueating inmstitutions; €) a chance teo look at vision-driven
institutions representing a variety of ideological stripes.

A cenversatien with Walter Ackerman ([[if he'’s available
gnd ipterested]] cencerning his project/beook

about peeple whe have started institutioms.

Then, ene or mere of the followimes:

A visit te the Hartmann Institute, and a
conversation with

Pavid Hartmann and Neam Zion coneerning the visiem
2Rimating the Hartmann Institute and the way
Hartmann set abeut turning it inte a realiwy.

and/er:

A ¥isit te Pardes and a Eenversatien with its
fouRder (% EUrErent
directer) EOREEFRing the
ideal animatipng it anpd
its deveiephent,

o

()

(Y]



and/er a chance for Isa Aron to discuss the development
of the Havurah Schoel, which she helped found.

DISCUSSION

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

A discussion that focuses attention on
significant debates concerning the way an
ingtitution that seems listless and visionless
can move ‘towarde the development of a
compelling visiem. To whom does the vision
need to be compelling in order for progress to
be made? How does it come to be compellimg
and shared by the relevant stakeholderz? What
is the role of leadership in this preocess?
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 vieww of tHihkeksrslkke Héenyy
Levin who believe that visions must arise out
of diaslogue and negotiation amongst all the
stakehelders. Ide@edllly, wee walll firdl anory
participants in the seminar thoughtful and
articulate spokespersons for these and other
perspectives..

{As I have mentioned in convereatioms with a
number of yeu, while I am persenally semewhat
sympathetic te Levin'’s notien that
stakeholders need to participate in the
shaping of the visien they will be supperting,
I am troubled by e ways im wihdkh hhis
approach turnAs ihteo as cyudie mikx 3f vedlwes-
clarification and negotiatiom. There is a
need, which his model deee net address, fer
the participants te do some serious learning
(eomeerning, for example, the kinde of visioms
that a Greenbery, or a Twersky, or their ewn
denemipatien, prepeound) prier te deeiding on
thei¥ ewn vieiem., I believe that in
develeping & medel for lecal communities, we
need €e make previsien fer this =- via centemt
seminars that are feormal parts of the
BEQSESS. |

Anether pessibility: €e 1lsehk earefully at the
igeas of Peter Senge, auther ef THE FIFTH
BISEIPLINE.



PH WHERE DO WE GO FROM HERE? THE WORK AHEAD

This all-impertant session still needs to be
£illed in, It needs to provide closure to the
semipar, to graphically articulate what's been
aceomplished, and to give them a chance teo
react to the experience. But it also needs teo
lead in very concrete ways to our werk and
theirs next year. Though we have sketched out
an agenda for next year (®ee, for example, the
Lz Guardia document), it will be important te
revisit it drawing on their input in light of
the seminar experience.,

CONCLUDING DINNER

NOTE: In an earlier draft of the semimar, the following section was
built imto Day 4. Though this is open for re-consideratiion, it

seemed wise to drop it in favor of lookimw, on day 4,

development of vision-driven institutioms in Israel.

THE REALITY ON THE GROUND IN EDUCATING INSTITUTIONS

at the

Using Schoem’s and/er Heilman's essay on typical
supplementary scheels, describe and analyze the chasn
between avewed vision/missieom, on the one hand, amnd
educational realities/outcomes, on the other., The session
yeuld hasize <that *"the problem” can be very
differently diagrosed and that different diagnoses would
suggested  very  different — remedistion-strategies.
Deperding en eur analysis, we could decide that our
preblem is ene of a) deing a better jeb of Vmmrketing our
visienv te relevant stakeholders, or b) finding ways of
enbedying the visien in praetiee, or c) developing an
altegether new visien.



MINUTES: GOALS SEMINAR TELECON

DATE OF MEETING: Thusstlay, Miay 26, 1994

DATE MINUTES ISSUED: Monday, May 30, 1994

PRESENT. Caanslline Biran, Gaill Damih PRrHfSEeymour box AMdarlH Gmann,
Barry Holtz, Ginny Levi, Darnfel Marom, Prof. Danny Pedarsky,
Abby Pitkowsky (sec'y), Shmuel Wygoda

COPY TO: Anmette Hocihstaim

L PARTICIPATION

The current list of participants was reported. Questions were raised regarding the number
of participants from each community, and the number of participants of the same position
(lay leader, educator, federation).

Alan suggested that Caroline and Ginny work together to create a master list and to
circulate it amongst those participating in the telecon. Alan also suggested a need for the
creation of short confidential bios on participants. It will be decided who will work on
this.

Prof. Fox inquired whether our major audience should be lay people. Prof. Pekarsky
asked for whom are we planning this seminar. Pekarsky expressed the concern that there
will be many diffierent levels at this seminar, and questioned whether a meaningful way can
be found to use those who are on a sophisticated level, will they get something out of it.
Barry mentioned that some participants are in a completely different category, such as Bob
Hirt, and Isa Aron, and suggested that they play the role of helpers, rather than audience.
Pekarsky replied that this has to be conveyed to them. Fox suggested that the people
Barry mentioned can be assigned a role; to prepare themselves to respond to their
constituents.

IL. REACTIONS TO PEKARSKY'S DQCUMENT

Pekarsky told the group that he was grateful for their insights and reactions on his
document. He said that he felt comfortable with the overall framework.

A. Group Discussions

Pekarsky raised the question about the nature of the small groups. He added that these
groups must be designed in such a way to insure the best possible discussion. It was
suggested that some of these groups will be formed by community. It was further



suggested by Prof. Fox that it will also be worthwhile for some groups to meet by
denomination.

It was clarified that a "1 to 1 staff participant meeting” is similar to that of 2 "camper” role.
B. Vision

Pekarsky emphasized that the term "vision” needs to be very clear. Fox added that we need to
be clear as to why vision is playing such a crucial role. Pekarsky said he would write a draft
why vision plays a crucial role and what is the problem it's answering,

Pekarsky raised the topic of descriptions of vision-driven educatiom. He suggested using
works by Heilman (Defenders of the Faith) and Dewey (’Protocols of the Lab School”, an
appendix to the Dewev School) as an illustration of the process from vision to practice. He
also suggested getting additional materiai from a different world”, besides the ultra Orthodox
in Heilman's work. Fox said he was aware of the published protocels from the Dewey School
(in Chicago), and it was agreed that Pekarsky and Fox would exchange the Dewey materials.

Fox expressed the concern that Heilman's work may be difficult for the participants to view as
applicable to "real life” and to their institutions. He suggested the need to look for a piece that
is a better example for the seminar participants. A need was expressed to focus on Jewish
educational examples. Pekarsky assigned the task of collecting 1 -3 Jewish examples to
Marom.

Marom expressed concern about people learning from bad examples in the field, and suggested
learning the textual examples on the same day as the field trips.

Alan inquired whether reading is expected to be done prior to the seminar. If so, Alan
suggested that it needs to be sent with guided questions.

C. Greenberg

Pekarsky said that the second day will have a great focus on preparation for Greenberg.

Fox suggested to do this in very small groups - almost private lessons. He added that it wall be
very challenging to prepare 1 or 2 lay persons on this topic. Fox distinguished between
understanding the sources, and understanding the paper, and the challenge would be ta show
how Greenberg moves from sources to education.

Alan suggested to work on the Greenberg class in a Beit Midrash - Chevrutot [pairs] style.

Pekarsky suggested to bring a live embodiment of an alternative to Greenberg; a person whom
the seminar participants wouldn't have the opportunity to meet in North America.

Fox mentioned that there are such people here in Israel, such as Rosenak and Brinker.
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D. Examgiles of Wisior-Dhiven Institutions

Pekarsky suggested that it might be useful for participants to wrestle with the problem of
moving firom vision to practice as a preparation for discussion on this tompic in the seminar.

The question was raised regarding including or omitting the material on Camp Ramah as am
example offa vision driven institution. Fox suggested using Ramah as an example of
Greenberg's idea of "enclave” (if the historical examples above included ome from the Orthodex
world). An alternative, in discussing the implications of Greenberg's paper for educatiomal
practice, would be to draw a portrait of an hypothetical Solomon Schechter day school om the
basis of the paper.

Additional possibilities for the fieldtrips included Rav Lichtenstein’s Yeshiva, [Shmuel said it
he would make available the aritcle »Zot HaTorah HaHesder”], and Ruth Calderome’s "Elul” (a
Beit Midrash for secular and Orthodox participants).

Fox raised the need for the overall program to be very flexible in the event that the participants
are really "hooked” into a topic.

Fox suggested that rather than thoroughly enter the topic of how to build vision in am
imstiitution, it would be useful to ask an educator/principal to speak a bit about what it would
mvolve to develop vision-based education in their institution.

Allan suggested that instead of leaving the discussion of what the participants should telll thesit
communities to the last day, there should be an opportunity for small discussion groups two
lhours a day.

FUTURE MEETINGS

It was decided at the end of the telecon that Pekarsky would work over the Miemerial Day
holiday weekend in order to send an updated version of the seminar.

A Telecon
Twe pessible dates were st for the next telecon.

= Tuesday, May 11, 8:00a - 10:002 EDT (3:00p = 5:00p Israel time)
- Wednesday, June 1, 7:008 - 9:00a EDT (2:00p - 4:00p Israel time)

The U 8. participants will inform Israel partieipants if they wall be prepared for a telecon
Tuesday, due to the American heliday ef Memerial Day on Mowadny, May 30.

B: Mreting
A date was sef foF a meeting in Israel prier to the seminar Thursday, July 7. (Ehie day).



V. A INMENT

Assigmment Assigned Teo Date Assigned | Date Due
Create a master list of participants and Caroline and Ginny May 26 TBD
circulate it amongst serminar staff

Short bios off semimar participants TBD TBD TBD
Drafft off why vision plays a crucial role Pekarsky May 26

and what is the problem it's answering

Exchange Dewey materials Fox and Pekarsky May 26

Collecting 1-3 Jewish examples offan Marom May 26

illhsteation off the process from vision to

practice

Malke available the article "Zot HaTorah | Shmuel May 26

HaHesder”

Create an updated version of the Pekarsky May 26 Next telecon

Semumar




IN-HOUSE INTERPRETATION OF CRITICAL THEMES AND CONCEPTS

This is an in-process, unpolished document that attempts to articulate concepts, themes,
strategies, questions, and so forth that have emerged in our work on the Goals Project. Nothing that
is found here necessarily represents any official CIJE position, and the document is, of course,
revisable in a number of ways; it will no doubt be expanded, and it is likely that some things herein
expressed will undergo change. This said, the document may be useful for us te review so that we
feel confident that we are using the same language.

CONTENTS

1-3 Guodds: ttudir imyporttanee, and ttheir prodbbemetoc place im thee weotld oot
Jewish education

3-7 Tithe wonogpit of "Wiksion”], wthy wisionissiimporttant, antl cdheeatterssicss
of Vision-Driven Institutions. For a discussion of different senses of
"vision", see Appendix I, pp. 14-17.

7 -10 @m mpwing trowartls aoteeent, shavet, aant coonpélimg wWisoons. Heee
some of the critical questions and insights that have entered into our
thinking are raised; followed by a discussion (somewhat removed,
perhaps, from what's feasible in most communities) of structural
reforms that might make for more vision-drivemmess.

10-~-12 Hwom wision tto etiucdtitond! dbssgegn : thiee ppodthbem aantd dimeersstorss off
translation.

13 Soméquestgonrstinas tha hiead tecbet @ibengi g ghttght to

(and that may be raised by participants)

14-17APPENDIX IAPPENDIGhcdpt Tie Vivnoeptheof Vision: here
existential, institutional, and community-wide visions
are distinguished, and some attempt is made to begin
in a very rough way developing the concept of a
Community-wide vision

18- 19APPENDIX 2APPENDIXa 2 @dJEthetppraaclCIJ® approach to
engendering vision-drivenness? Some of the principles
that seem to be emerging are articulated here.

20-32 APRPFBENDIX Organgasticationabrpeespectiven she tiwoplgbleal of
nurturing a vision-drivenness. Because of my own relative ignorance
in this area and my conviction that these perspectives may prove
invaluable, ] have done some reading in this area and am summarizing
(for my benefit as well as for anybody else) the insights that I have



found worth thinking about, which is not te say that they are
necessarily "right". Indeed, there are probably some serious difference
off opinion between, say, Schein and Senge.

[Note that the fact that the document does not discuss
issues of moving from vision to curriculum design is
not intended to minimize the importance of this
domain; but my assumption that there are among
us people who know quite a lot about this area ]



MINUTES: GONLSS SEMMNAR THHLEHORN
DATE OF MEETING: Watinestlay, Mune 1, 1994

DATE MINUTES ISSUED: Tuesday, June 7, 1994

PRESENT: Candlire Bioan, GallDopph, MblanHé{fmann Baryytddlzz,
Daniel Marom, Prof. Danny Pekarsky, Abby Pitkowsky (sec'y),
Shmuel Wygoda

COPY TO: WRodf, Seymour oo, AnmestteHHobhstean, Giamyylleeii

L REACTIONS TO PEKARSKY'S LATEST DRAFT

The meeting opened by Alan's suggestion of the telecon participants expressing personml
reactions to Danny latest draft of the program of the Goals Seminar. Barry stated that
after reading the draft, he had an overall positive reaction. More specificaily, after the
beginning stage, he felt it was not clear how the interactions were to occur, and who was
responsible for what. He added that Greenberg has a very central position in this draft,
and the conversation with him is short compared to the preparation for that sectiom.

Gail questioned whether we would be able to accomplish all that was on the agenda, and
that if we weren't, what would be omitted. She expressed the concern that the goalls
needed to be clearly identified in the first evening's session, and that this may take more
time than allotted.

Daniel thanked Danny (Pekarsky) for working over the Memerial Day heliday weekend so
that this discussion could take place. He said that his comments were a combination of his
own, and Prof. Fox's responses, based on the conversation the two of them had about this
draft. He shared three points.
1) he had an interest in vision on all levels, not necessarily by their own persomal
peortraits.
2) he expressed a eoncern of the program having a linear progiession, instead of
each day lesking at the pieture from another angle.
3) he expressed the eoneern of the program being too top heavy. Danny cautioned
against leaving tee mueh useful information for the end.

Shinuel expressed the eancern of the varied level of the partieipants' sophistieation. He
suggested that we find some ways to address this. He also suggested a rethinking of the
reading material based on the idea that the Heilman pleee (Defenders of the Faith) may be
fémete and distant from the real life of the participants.

Alan raised three egneerns:



1)) The emphasis on beginning from the individual. He sald there will be a lot of
personal Jewish Institutional vision; not necessarily individual vision. He added that
the process fiom individual te institution must be simulated in the seminar.

2) Concern that this is a seminar with Greenberg at the core. Despite disclaimers, it
appears that we are selling Greenberg.

3) The complicated question of community vision, and how te distinguish between
community and individual vision.

H. PERARSKY'S RESPONSE TO REACTIONS

Danny replied that the issue of personal dimension is emphasizing their own struggle. He
svaed that his own understanding off this is two fold.
1) There is a need to engage the participants in a struggle in types of substamtive
iissues. The root to institutional visions is at the persomal level. The participamts
have to sttart where they are.
2) This struggle can be enlightening. It is a personal struggfe; no one will give them
the answers.

Danny said that he would examine the possibility of too much Greenberg,

He further added that the Heilman and Dewey pieces are so radiically different, but wihat
emenges are formal characteristics of a vision driven institution.

01, SECOND ROUND OF QUESTIONS/REACTIONS

Alan imguired about the nature of personal and individual growth the participants wiill
experience in order for their communities\institutions to be affected. He expressed the issue
offaccumalitivity. Danny agreed that conceprually, accumalitivity was a goed idea.

Barry expressed his concern with the issue of attempting to model what we expect to go on
im the communities a year or two from now. He questioned the reaction of the intendied
audience,

Daniel imquired how to engage the participants in the persomal involvement that the vision
piece demands. He stated that in working with goals, the cential axis is not persomil; it is an
aspeet. He stressed that the participants need to come to the waderstandiing that visiom is
imtimately involved in the process at every stage. He stated that the idea of uwsing Greenberg
is to show the "cutting edge”; to inspire the participants by illusirating the richness ome ¢ah
eventuglly achieve iff vision is an integral part of the process. He added that the eonmmomn
flocus should be how we plan education in our institutions.

IV. FOCUS ON SESSIONS

Getiing Started (Day 1). Danny said that each has different things to offer, and this selion
will siress mugual Fespest amongst the participants.




Al iaquired whether the diverseness of the participants were being addressed. He added
that it appeared that the real content in the morning is vision, and that the rest is presess.

Day 1 - afternoon. Pekarsky explained that this day would be focused on analyzing twe
vision driven institutions.

Danny said that this will inspire the group; show them it has been done. He shared other
examples of vision driven institutions, such as discussion between teachers at the Realia
School, and early discussions in the Knesset over goals.

Day 2. Pekarsky expressed the desire for models at the seminar. Shmuel volumteered to
coordinate the field trip to Rav Lichenstein's yeshiva at Har Etziom. Daniel expressed the
concern that Rav Lichenstein can be on the dry side, and suggested that someone
accompany him who may be more engaging. Alan suggested that Ruth Calderon could
accompany us to Har Etzion, and then speak to the group about Elul as a very different
imstitmtion.

Allam also stated that as a model, Ramah is Prof. Fox's area of expertise, and that Fox will
take care off that section.

V. NEXT MEETING

A date was set for the next telecon at: Wednesday, June 8, 1994, 3:00p EDT.



MINUTES: GOALS SEMINAR TELECON

DATE OF MEETING: Wednesday, June 8, 1994
MINUTES ISSUED: Tuesday, June 14, 1994
PRESENT: Caroline Biran, Gail Dorph, Alan Hoffmann, Barry Holtz, Ginny

Levi, Daniel Marom, Prof. Danny Pekarsky, Abby Pitkowsky
(sec'y), Shmuel Wygoda

COPY TO: Prof. Seymour Fox, Annette Hochstein

GOALS SEMINAR: DAY BY DAY

Day 1

Danny Pekarsky began by looking at day 1, and explaining that there will be 2 solid content pieces
that morning, serious, yet not overly long. He suggested to move on to two different types of
vision driven institutions and apply the concepts from the moming. He questiomed whether Elul
was a driven vision institution, and that while it was not ruled out from the progranm, it was not on
top of the schedule either.

He further suggested that the Greenberg piece could illuminate what was done on day 1, and that
perhaps day 2 could be a good day to visit Elul.

Shmuel expressed the concern that the Heilman piece will show a community that has full suppert
off the parent community, and this may not be relevant to the participants.

Daniel responded to Danny's first section by saying we have to examine the guestion of which
vision is the answer. He added that in this examination, we will need te be intimate so people will
get a sense off this issue.

Daniel suggested Seymour Fox's piece, "Towards a General Theory of Jewish Ediucation”, and
Prof. Ackerman's on Jewish history as content pieces to use the first day:

Daniel requested that we clarify the purpose of the examples of the examples that we are using;
is it to use as prooffthat it can be done, or to inspire? What kind of discussion do we want to
generate from this? He continued by saying that Heilman's description is similar to that of an
anthropologist, and we do not want to be sidetracked by other cultures. Our emphasis in
Heilman's piece is the tension between theory and practice.

Bariy agreed with Daniel's point regarding Heilman's piece. He added that he was of the epinion
that the purpose of the Heilman piece is to show what an aspect of such an institution loeks like,



not to discuss how this culture, or the Dewey School came into being.

Daniel recommended visiting Elul as an example of a vision driven institution, and suggested to
go there day 2, before Greenberg. Barry questioned whether Elul is a place where we can see
things happening. Daniel suggested instead of watching the seminars and chevrutot, to have a
meeting with Ruth and Moti [the founders of Elul], so they may share their vision with us, and
perhaps speak about the context, learning and teacher training that occurs within this institutiom.

Alan agreed with Daniel's suggestion, and added that their vision can be compared and contrasted
to Rav Lichtenstein's yeshiva. He suggested that Ruth can join our trip to Har Etzion [location
of Rav Lichtenstein's yeshiva], and then she could show us another place where people seriously
study text.

Alan asked what the plan was for day 1 in the evening, and Danny replied it will be portraits, in
small, informal groups.

Day 2

Shmuel suggested that the schedule for day 2 will be: Seymour Fox in the moming followed by
the trip to har Etzion, Ruth Calderon, and then prepare for Greenberg. Daniel expressed the
concern that preparing for Greenberg after a long day may not work, and suggested that a whole
day is needed to prepare for Greenberg.

Danny was assigned to sew together the pieces of day 2, and make a framewoik.

Danny question what Prof. Fox will be addressing in his piece. Alan replied that he would present
the problems inherent in translation from vision to practice.

Daniel reviewed his document, and pointed out that although this agenda was intended for day 2

(Monday), it will now become day 3, as Greenberg can only come on Tuesday, and not on
Monday as onginally thought.

Danny questioned whether it was advisory to have a piece on the Educated Jew in the beginning,

before they have had an encounter with the Greenberg piece. He added that what is missing is
their need to struggle with their own reactions of these portraits.

Day 4

1t was suggested that a focus of this day will be the question of how to develop a vision driven
praetice from any starting point, grappling with the notion of theory to praeiice.

Alan suggested that Barry and Gail work on day 4

NEXT TELECON

A date for the next telecon was set for Wednesday, June 1%,10:30a EDT.



ASSIGNMENTS

Assignment Assigned to Date Assigned Date Due

Day 1l and 2 Danny Pekarsky June 8 June 15 (telecon)
Day 3 Daniel Marom June 8 June 15 (telecon)
Day 4 Barry Holtz and Gail Dorph | June 8 June 15 (telecon)
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TO: CIJE’s Summer Seminar Planning Gang

FROM: Daniel Pekarsky

RE: Preparing for our Wednesday, June & teleconference
DATE: June 7, 1994

I jUBt returned to Madison and want to gat this off quickly so
thet you can review it Wednesday morning/afterncon prior to our
conference call. I want to say at the outset that I am finding
these conversations extremely helpful and am very appreciative of
the thoughtfulness and jinsight that animate the diacussiom.,

The principal reason for writing is to offar, per our
sgreement lsst week, = revised version of Day 1 of the Semimar,

but T want to use this occasion to address a number of other points
as well.

have and haye receivéd: I have received a copy of
iébby"s susmery of our last meeting. I have also received a copy of
KzRav Lichtenstein’s asrticle concerning Hesder and the Har Etzienm
Yeshiva. I have only had a chance to skim it, but it seams vary
promising to me. Thanks very much.

T thought T was to recseive - but have not yet = revised

the Greenberg plece (MErom), the Lichtenstein da

(moda) o and =— okay, 1 didn’¢ reaily expeet itl =- the Fox Ram
y. T know from Abby that things are crazy-buasy there right Row,
6@ I won’t be shocked if these thinqs didn’t get out. But I did
want to comment on it in case a ffhing got sent and didn't arriva.
Please uwpdate me on this. I will, by the way, check my fax at work

tomorrow morning te see if aﬁyth ng arrives themn.

QWME. Under separate cover I am sending you via
al Exprees a number of pertinent aktieles, including the
folloving: the a nuitber of chapters from tha Lavin ACCE TED

SCHOOLE proiect, selections frem THEZ DEwRY SCHOOL, the pertinent
Heilman selections describing the haredi Veshiva, and, finally, a

piece frem Senge’s THE FIFTH DISCIPLINE that I‘ve found ver{
stinulating -- 66 wmiich £6 that I’d like us to consider sending i
Ut &g ound reading. I‘d be interested in your reaoctions.
dhe &f essays was sent te Abby €/e GIJE at the Yehesharak

zdd¥egs, It is suppesed te aF¥ive *I*huﬁday before the end of the
business 4ay.

don’t Knew that 1 ave y great sdon eaneeraiﬁi Ais m VT,
I've met, byt don’ € ?&iiiﬁf knew BEV@.?iY == Biit AW aﬁeuqh te
XASW ﬁi@é she enjeys & @f@&é f@?ﬁtﬁt%@ﬁ a8 af edicater., .
= #nal 1£/3 3 gquestien ¥aised bafore =- 15 Ehiw;
Eli the bagis £6¥ é@@i@iﬂe whe aheuid ahd sheild not ba part ef
tRis sefins+? Dees it have te de with what will eh¥ich the Geminar
G With ether eceonsiderations?  IntimMately cennected te Ethase
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guestions is a) Shnuel’s (@nd ewn) econcern ¥elating to the
varied levels of sephistication of the partiei L, b)) the need to
dimcuss with scme of the more sephistieated felks what their rele
is andl is mot at the seminar and what they sheuld be expesting te
get out of it, and @) scme basic gueations conecerning the point of
this seminar, Thees matters need, I think, to be ratu to.

sbsence of endershio from Clavels I know the folks
coming firom Cleveland guite well (@uervis, Schachter, Wyner,
Epstein/, Levi) and think they’re guite an impressive group who have
@ lot to offer the seminar. I also knowWw the concern about
Inwolving Iay leadership., In my own mind this concern is semewhat
mitigated by ny c¢onfidence that if the professionals at the
conference come home enthusiastic and ready to procssd,, their lay
lexdership will suppoert them and get involved in a seriocus way. I
=m gquite true this is true of Chuck Ratner, and I alsoc think this
i® true of Sally Wertheim. For anybody wha doesn't know, Sally
Wertheim is = superb educator, former Chair of the Department of
faucation st John Carroll University, and mora rasantly the Dean of
tie Graduate School and (@ven more recemtly) Vice Presidemt. She
hes developed a mumber of excellent programs at John Carroll and is
rightly regerded by folks like Steve Hoffman as a person whose
perceptiona and advice mre to be taken seriocusly. It looks like
Selly will not be coming to Jerusalam, but she is very interested
im the project. I spoke with her in Cleveland last week and for
over zn hour this morning comcerning the aims and design of the
saminar. She seemed excited by the topiocs, by the design, and by
the concerns that animste ft. I think that she oould ba a strong
£lly in this process in Cleveland next year -- both in her capacity
5 & eable educater asnd in her capacity aa a 1oag:r (T

the title) in Cleveland’s new Jewish education entity (that
bod -5 2 the old bureaw)..

Lamal-:

The for us im Cleveland is to get the professionals coming to
Jerues. excited, Sue seems very interested; Mark seema to feel
thet the direotion we’re g;om is at consistent with their own
serise of diirection in €leveland, though he has scme anxiety over
whether the seminer will be pitched in too abstraot a way. As for
Xyla, I sboke with her for sbout 45 minutes about this. She is, as
I've fiehtioned & very fine ediicater, very bright and savvy and with
ré8l prresence. She seened very identified with our assumption that
vigien is of the esesance — biut wondered whether this waen't
sl¥ready cbvioua., She acknowledged, however, that te many it may not
be obvieus -- and that even if it, this "obvious' truth raral
finds expression ih practice. (Imeidentally, Kyla has been invel
i Seke ©f HUC's efforts €6 raconceptualize the Suppiemantal
Sekesis, &8 well as in CAJE efforte ralating to Leadership in
TYewish &4, More on hew ve might se her in the seminar when wa
ﬁiﬁ.) Lifea Sshachter and I have yet to speak at length about
geminag, 66 I don‘'t yet have -a sense of the
&pectations/concerna she’/ll bring with her) but as I think you
Xhew, I believe she’/s & very able educator.

Phe bottow~1ina: though I’/#M troubled because other communitice



might say, "Why didn’t they have to bring lay leadership®", I’m not
terribly concerned about the impact on the process in Cleveland.

5. Tasks in need of timely completiom:

a, Draft of the seninar to be used in explaining seminars
to participating communities. This needn’t be a draft
that’s writ in stons, nor should it be terribly detailed,
but it should help give them & concrete senase of the
sericusness of the enterprisse, its character, and the
cpportunity for learning that it affords. Depending on
how things go in our conversation tomorrow, I would hope
to complete this draft by this coming Sunday and to get
very prompt feedback on it, so that we can procead.

. The pre-seminar readings and written assignment (@lso
largely my responsibility) need to be completed Boon ==
though not as soon as the Schedule of eventB referred to
A\ in &, I would hops to have the relevant material in
Abby’s or Ginny’s hands by next Friday or the following
Monday. Though it needs work, you alreazady have a sense
of the kind of written assignment I have proposad. As
for reading, though this will depend on the ocutceme of
our upcoming conversations, my sense at this peint wiil
be to provide them __prior to the geminar with the
following: the Greenberg esaay, the seleotion from THE
DEWEY SCHOOL (@r another Dewey selectiom), the Hallman
selection, and possibly the Senge plece. I am not sure
that the other readings, e.g. the piece by HaRav
Lichtenstain, need to be jin thelr hands prier to the

a. Until we get greater clarity concerning what wa‘ra
doing when, it’s premature to assign each of us to the
multitude of amall tasks that are critical to our overall
success e.g. responsihility for facilitating small
groupa, responsibility for indlividual participants in the
seninar, etc.; hopefully, by the end of thia week or the
beginning of next weak, we’ll be rsady to make these
assignments.

d. I have committed myself te writing a piace on the way
“yision* is used in our project. Writing such a piece may
be helpful for me and for others. I look forward teo doing
this. It will probably have to walt until after a. - c.
have been completed.

e. Tripa to Baltimora, Milwaukea, and possibly to Cleveland to
clarify the seminar’s oontent, addresa guestiomsm, sto.
This is a Dorph-Pekarsky project, I say "poaaibly"
Cleveland because I’ve already |had extensive
conversations with some key-players. Gall and I need to
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get our act together about thiese neefings, adnce tdme 1m
running out!l Tentatively wed vec sciiesilidd as mm&ﬂg; im
Baltimore for the 1l4th or 1Sth =- Barry, ©an you eonfirm
thie with Gail if you talk with her before I de? And we
still have to schedule Milwaukese.

f. What’s missing here that needs to be attendsd to
soon???

SOME THCUGHTS IN THE AFTERMATH OF QUR SECOND TELEGQNEERENCE

\Volrgancs of an ove BCade : ApRITos This concern has
bean voiced more than onte and is well-taken (though it shouldn’t
be turned imto an excuse to dissolve the intellectually asrious
conponents of this seminarl). II tink I have & tsondency to be
overly abstract on occasion (most xecenilly exhikitei in =
presentation I made in Cleveland) and I think weé need to be
watchful of this, The following elements bullt into the current
draft of the sewminar are designed to counteract suzsh a tendency:
=) field-trips; b) encouragement for looking at some of the iassues
through & psrsonal lens; c) an examination of a case~study of an
imstitution’s current reality and efforts to bhacome more vision-
driven; d) & Ilock at & concrate proposal for how institution’s
might move towards vision-drivenness (Levin’s propesal in
ACCELERATED SCROQLLS)) ..

%
e

{1l L i b, (G

I have thought a lot about some of the
I may be dead wrong)] continue to feel
thet this is a2 significant, though by no means the only
significant, element in the seminar and in the Goals Project.
lrestling im parsonal terms with one or more of the problewms the
Goals Project is concerned with is a useful pedagogical devica in
that it helps engage ensrgies of the participants as well as to
nake some critical issues come aliva. Secondly, and keyond the
issue of pedagogy in the seminar, my own sense is that compelling
imstitutional visions will not arise if the social climate in the
institwtion is not encouraging people to wrestle in persemal terms
with the guestion of vision. The personal and the institutiocnal

re tary rather than alternativea to one another —— or
else we're going to end up, I fear, with more of the;samal

In giving place to

, personal?, I want to reiterate that
,/Nthis ie only & sme olace of the geminar and eof the process of
/  becoming vislen=driven and also th ncouraging participants to
~ unearth snd articulate their oewn views, our message need not be =
mor ghewld it be = that their views as they now stand are an
adequate kasis for f@ﬁ@hﬁiﬁgﬂgﬁﬁit&g. on the contrary, one of the
reasong te wrestia with the 1. Graeenberg and Brinker ib that
/ partieipants will bs stimulated to push thelr own thinking furthwr,
with zttentien te 4&uestiens, Iinsights, and Iissues suggested by
thete thinkers. 1I€ is iR the interplay of trying to clarify one's
6% vViewe and wrestling with thoaa of some very thoughtful, indeed
prefound, thinkers that seme serious growth could go on — growth
thet could play an ;ﬂﬁp@fﬁaﬁt palft in the move to '&nstitutional 'YeE



visions.

Having saild this and thus acknowledged explicitly ((if not very
clearly - it’s almost midnight herel) some of my own tentative
preauppoaitions cencerning the place of the personal in the process
of developing inmstitutional vieions (See, by the way, Sange on this
poimt), I think the comment made by Alan that these presuppesitions
might themselves be made explicit in the seminar and made the basia
for =& diecussion that perhaps calls them intoc question is a
fantastic one. We would need to find a way to build it injy I will
try to come up with a possible time prior to our conversatiam.

Note: my hope had been, in this section, to make expliocit scme of
my own presuppositioms. I’m not sure I’vs beer as articulate as I
would like, and I have hesitated to imclude this sectjoam. In the
end, I decided to keep thise discusslon in to stimulate some further
conversation -- not to mention guestions that will push me te
clarify.

3. Tha poifit sboirtt asioddingyprésentatdom oft par e bdewctswabter-ndarter in
too linesar a way strikes me as & very important one. The more I
think ebout it the more I identify with it, and while this may not
involve ¢changing things around on paper, it may wall require some
Afadvance thinking. Daniel Marom will, I hops, be central in this
— T processT I am assuming that we’ll have ample opportunities to talk
\{T“S and meat once I get to Israel (mesr the end of this month.)

YP 4. Bs. mentioned when we spoke, I very much like the daily
community-baaed ocaucus proposal. By the time we speak tomorraw,
I'll try to scan the schedule for times for this.,

%, To what extent is our seminar a prototype for the local seminars
to be held next year? I want to repeat what I said over the phene:
my own senss is that ocur seminar may resemble the seminars to.
follow but may not. After all, 1) we should learn from our
experience this summer things that may lead us shift approach,
A materials, etc,, guided in part by the reactionas of the
i lparticipants; 2) the clientele for the local seminars will be very
different, and antering with different kinds of pragtical aconcermns;
3) each of the communitles may be different in relevant ways. Seo,
while I think what we do in Jerusalem, if it works well, can offer
us some guidance re: next year, there will still be a lot of
plenning te de.

©®. The more I’ve thought about it the more I think that the Ellul
visit on day 4 should ba replaced with previding participants with
an opportunity to wrestle with some concrete problems concerning
the process of encouraging vialon-drivenness in local educating
institutions. In part, I’ve come to feel mere strongly about this
ased on my class in €Cleveland, which has been very iliuminating in
exploring some of the teplcs for ocur seminar.

7. Mere than ene of you has noted that the exercise planned for
the evening of Day 2 is very difficult. .3 Sws possibllitiem: a)
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*epara materials that will help facilitators lead thala through the

rocesa of deriving goals from visions; b) drop-th* session; ¢)

rop the session and substitute an opportunity for the community-
based caucuses to gather.

8. I strongly identify with, the suggestion that Ramah be presented
not as "the Ramah experience” but as an example of an effort to
systematically exploit the potentialities of informal/camp
settings. I also think that this session needs to be focussed on
the kinds of efforts that need to bs embarked on if a vision 1a to
ba translated effectively into educational design — and then
meaningfully implemented.

9. Here's a point that's 1likely to be made when we offer them
example of vision-driven institutions. ~Look here — these are
examples institutions that enjoy the active support of the parent
community, which identifies strongly with the wvision the
institution represents. That's no kuntz — and it doesn't speak to
our situation! What we want - and what wilj, speak compellingly to
us — 1a an example of an institution that is vision-driven and
effective but which does not enjoy (or which did not initially
enjoy) parental identification witri its wvision." a) This is an
important matter to address — and should be at the heart of days
4 and 5; b) Can we offer good examples that would meet the concern
expreseed in this quotation? I'd be interested in your thoughts,

NEW THOUGHTS ON DAY 1:

Based on soma of the concerns and suggestions wvoiced in the
teleconferencel

1. The summary of the various elements found in the morning session”

is misleading in that it doesn't give a sense of relative emphasis. v

Let me therefore stress that the section concerning "Problem- Jav//A
statement” is not "fluff" but a serious content piece, in which ws \ GitFits
will look at some pertinent material from the world of general
education — notably, Smith and O'Day, and possibly THE SHOPPING

MALL HIGH SCHOOL and the Newmann piece. This is one of two very

serious parts of tha morning session. The second one is summarized
below.

2. I found the suggestion that tha Dewey piece be moved to ths .
morning a possibly very helpful one. Rather than talk about \}ij’
»vyision", vision-drivenness, and goals, etc. in tha abstract, it

might be much richer and more effective to do so in relation to a *
vision-driven institution that's already been described in a fairly
vivid way. I have, ovar the last several days, made considerable
progress in articulating the criteria that define an institution as
vision-driven, and this would be a good context in which to
succinctly articulate them. So, while I have some anxiety an
concerning building too much into the morning, inclined to go
this route.



J.. About the afterncom; despite some of the concerns voicad, I
continue to think that Hellman’s piece offers a wonderful example
of what a vision-driven institution looks like; the fact that it
nay seem remote from their own lives and experience is not to my
.mind compelling, given our purposes in giving them the examplas.
Still, I would feel much more comfortable %f, along with the
Heilman plece, we could offer tliem.a rich but very different Jewish
example of & vislon-driven institution =- perhaps one that is
sacular=-2ionisit, though , not necessarily. Here are ©some
possibilitiass

a. that ,we come up with en article/presentation that
makes such an alternative institution -- vision and all -
come &live; and that we proceed as described in the
rreceding draft (@tcept that Dewey is now in the morning
and there is time in the late afternoon for the first
community-based caucuses to meet).. The advantage of this
approach is that it is very non-frontal.

b, that alcongside Hellmam, and in a not overly-frontal
way, Daniel Marom find some compelling way to make soma
of the mecular-Zionist vision~driven institutions coma
alive.

c. that, after an initial discussion of Hellman'’s vision=-
driven imstitution (&md here the contrast/similarities
with Dewey sre really powerful and fascinating), perhaps
we set off for Ellul to zee & very different kind of
vision-driven institution. Critical questiona: are we
racking too much Iinto one day? Is Ellul sufficiently
vision-driven to be of interest in cur context? If wve do
this route, then perhaps we would wait til day 2 for the
first community-based caucusas.

4. Thetiher wve are tryling to do too much an day 1 may dapand on how
elaborate we want them to be in introducing themselves te one
another. My initial thought was that they would a)} desoribe their
profassional/lay rols, and b} identify one significant obstacle and
one significant opportunity in our current reality that speaks to
our efforts to raform to Jewlish education. The intent of thia
exercise would be to put on the table a variety of concerna that
they walk into the room with, so that we can make clear 1. whiech
pleces of ocur situation the ssminar will and wen’t be dealing with,
and 2. that the ssminar doesn’t pretend to deal with everything in
serious nead of attentien., Reactions??

Note: if we feel that too much is being dona on Day 1, you might
wvant to ask what should be eliminated?

I apologize for any incoherencea there might be in thia decument;
I’n afraid I reached the word-processor sonmewhat later in the
evening than I had planned. But I trust that in our conversatien
any confusions can clarified. Talk te you scen.



Date: 10 Jun94 12:55:19 EDT

From: Gail Dorph <73321.1217@CompuServe. COM>

To: "INTERNET:ABBY @vms.huji.ac.il" <ABBY @vms.huji.ac.il>
Subject: Re: Goals seminar

abby, ook for text of day 4 of seminar that we just sent you via CompuServe. We are also faxing
you one.

~--— TRomaartbet] Wisssage —-—-——

ook ke A i e R ROROR SO o o o O R R R R R e

Subject: Thoughts about dayfour of the seminar
To: The CIJE/Mandel Institute Goals Project Team
From, Barry and Gail

Re: Day Four

At our conversation next week we would like to discuss the memo below as our first thoughts
congerning Day Four of the Summer Seminar. We look forward to your reactioins.

What does the process off creating a vision look like in the life of an institution? We are talking
here of "creating" the vision, not yet of "implementing” the vision once they have created it.

Below is a model of the process of creating a vision, extrapolated from the Summer Seminar
approach. Qur question is: at the seminar how do we introduce this model, or develop an
alternative model with the participants?

Some ¢choices: Do we show them this model or is it our crib sheet just for ourselve”? Do we show
it to them upfront and first, a listle later or never at all? bo we open the possibility of their
developing another process model? Do we do a simulation?

Our inglination: We are not invested in the model per se. They can come up with their owm
model. We are invested in two matters:

1) the twe key questions laid out below (who is the person that we want to mature in our
educatipnal institution--i.e. what is a successful "product”™ of the institution's education—and what
is our goneeption(s) of a meaningful Jewish existence) 2) the process must include study of
serious gontent as a key input in addressing the questions

Ifthe CIJE team buys this process model, we would suggest doing this as a simulation: having
people in groups as three educational settings, let the participants take on roles, address the
challenge of the proeess, ete. The issue of "revealing" our own process medel (below), Gaiill and
Barry would think about as we work out the details of the day.



A PROCESS OF MOVING INSTITUTIONS TO TOWARD CREATING A VISION
I. Taking Stock
Is there a vision expressed in the school as it is today?

Step One: What is a Vision and Why is it important? (replication of our opeming process at this
inar)

What do we mean by vision?
{contrast to other meanings—-impt of content in our conceptual framework)

A vision statement addresses two questions:
1. who is (are) person(s) we want to nurture?
2. what is our vision of a meaningful Jewish existence?

Why vision is impt?
(in vision driven school, all aspects of school are influencedby vision)
elc.

What could a vision driven institution look like? (Dewey's kitcher; Heilman's haredi
istitution)

Step Two: Taking Stock: What is the Nature of Our Schoel's Vision?

1. explicit
8. let's gather all written statements that school has produced and study thewn
it order to figure out: whats educational/Jewish vision; Whe is the persom we
want to produce)
b. ate the documents internally consistent with each othex?
€. 1§ the explieit vision aetually realized in the scheol? (see 2a)
d. hew is this visien like/different from the netion of visien explicated above?

1. dees it incorporate an image of the Jewish person we want to nurtwie?
2. is it rooted in an image of a meaningful Jewish existenee?

2. imphicit

a. let's look at the scheel through eyes of edueatiomal anthropeologist

b:is the visien shared? where/what are shared elements?

wé will use these metheds te address questions 2a and 2b: interviews,

observations; focus groups of parents;teachers, ete.

& Hsww its i vikiton H keoditaesyt thom the notion of vision explicited abeve?
1. does it incorporate an image of the Jewish person we want 1o Ry
2. is it rested in an image of a meaningful Jewish existence?



Step Three: Study of Several Responses to “who is the person we want to nurtwre? (institutions

may ¢hoose to study a variety of responses or not; they may choose to study responses based om
competing ideologies or not)

This might include:

1. study off educated Jew papers;

2. study of other written Jewish thinkers in the light of these questions (Buber, Rosemnalk,
Borowitz),

3. examimation off personal statements of teachers/ rabbis/scholars/members of commuumity
who would respond to the two key questions above

Step Four: What are the education implications of any one of these approaches?

This might include:
Spinning out each of commonplaces (teacher, student, subject matter, milieu) and what are
the challenges of each of the visions in terms of the commonplaces

Step Five: What vision are we going to buy? How are we going to decide?

Is this democratically decided? (1 person/l vote)
Is some oversight committee charge with decision?
Is rabbinic/denominational entity charged with decision?

Two practical problems-—

Who can help community/school do this?

Are we promising such people if we do this session?

(does this mean that CIJE needs to train facilitators of these projects; take institutional
leaders and help them understand how to do this in their own institutions?)



REVISED VERSION OF DAYS 1 AND 2 OF THE SUMMER SEMIMER, 6/14/94

Please note that in this latest versiom, I have moved the Dewey
discussion inte the afternocem, fearing th&d danger of putting too
much imnto the morning. I do, though, agree that the mornimg needs

real "meat”, and I think that the discussion of “the problem? cam
offer that meat.

DAY 1

® - 9:30 WORDS OF WELCOME, OVERVIEW OF WEZK,, GROUND-RULES,
DESIRED OUTCOMES

Hof fmamm, Fox, Pekarsky
9:30 ~ 10:15 INTRODUCTIONS

Proposed activity: in addition to announcing
name, role, and institutional affiliathiicon,
each participant—isinvited to articulate one
ignificant “bstacT” and opportunity in ~o\nr~"J
Grtp * r 3K\ current reaTIty tfiiit is relevant to~tihe sffcrrt
to Teform~Sewish education. TKe intent~*f
W v f0(1£T% "> lco<P this exercise is to give the participants a' 1
sense for one another that goes beyond name-—
rank-and-serial-mumber. (If another exercise
would do this better, let’s discuss it.))

Alternatively, after very brief introductiiemss,
we could ask them to do the proposed activity
in small groups as a way of beginning te work
together and to vary the format for the
morning, Three hrs. of sitting together inm
the large group is a long time.

19:18% - 10:30 COFFEE BREAK
10:30 ~ NOONWHAWHATTHEE TRROPREBR.ENATHREURECOBEOPERREERINKSIES S

In this sessionm, . thp problem-statement is
articulated wi Aﬂ attentionm to gereral N0
education but with special attentien to Jewish
educatiom. Seymour Fox describes and analyzes

- makes come alive! =~ the troublimg
eircumstancee in the world of Jewish educatiom Getil
that gave rise to the Educated Jew Project and

to the Geals Project; Pekarsky offers a mere
concrete "take" on the preblem with attentioem

te some  cencrete  examples ef the
visioenless/goal=1less ways in wvhieh mnuek
teaching and 1learning go on iR Jewish
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educating institutions (s well as with
examples from the world of general education).

The intent is to make the central problems

clear and compellimg, to suggest in broad

terms the ways in which the Goals Project is

trying to address these problems —- while

making it clear that the problems addressed by D i -

the Goals Project a) do not admit of a quick

fi’ocf'nl and S)l tare n;t :;lée only s?fqnigic?nﬁ 0T*1SV QuoM
ems a nee addressin i ewis N .

zducation is to be improwe?ﬁ.. (Tf the ' S”K'l-sn fle® JI2PATU

imtroductory exercise I suggested is used, ﬁﬂlw

reference to the list of “obstacles™ peogple <& Jffer' STF

had earlier noted will serve to underscore (£)*1Ownts fabfrK

this point.) The concept of vision-driven —_" P

imstitutions will be introduced and briefly

discussed, with the assurance that in the

afternoon it will be fully explained and

exemplified.
It may be wise in this opening session for usl uxxjj-0 it'"tHSbSrP-Wf~!
to articulate, respond to, and therekby at SFF rn’~

least temporarily deflect some of the
*skeptic’s guestions* <that they might be
walking in with, e.g. the kinds of guestioms I
articulated at the end of the document I
prepared for our last conference call.

\GSEL

LUNCH
VISION-DRIVEN INSTITUTIONS - GIVE ME A "FOR INSTANCE!"

This session is designed to accomplish the
following purposes: a) to give participamts
some living examples of vision=driven
institutioms. This is important because many
of them may never have actually been part of
or witnessed such an institutiem; b) to use
these examples as a basis for explaining (and
giving a concrete referent for) concepts like
"yisiom™, "goals," and "vision-drivem'™. This
will include an articulatien of defining
characteristics of a vision-driven”instdtutioil”#
(@ Hsf£ jDf ingredients/criteria: that define
what a vision-driveiT'lRstitutiorr is—

We will be 1lecking at twe vision-driven
institutioms. One of them is the Dewey Seherll,
and the eother will either Be the Haredd
Yeshiva described by Heilmam er a seeular=
Zioniet institution ((pisked by Daniel Maren).
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4:15-5:15

$:15 - 7

7 - 33

In the first part of this sessiew, Pekarsky
will deseribe the Dewey 8cheol and use it as a
basis for explaining the key-terms and theses.

In the second part of the sessiemn, Marom will
guide participants towards an understandimg
and artieulation of the ways in which a

secular-Zionist institution exhibits vision~
drivenness.

NOTE: we need strategies for keeping them actively
involved during this session - rather just listemimg.
Any good ideas, Gail?

FIRST INTRA-COMMUNITY CAUCUS

RECOMMENDED QUESTIONS: 1. what do we hope to get out of
this seminar? 2, Are there examples of vision-drivem
institutions in our communities? Perhaps begim working om
question that I have associated with the

[*semend caucus ((@n Day 2)

;5 4/ B

FREE TIME CARFTEHfy & sn?

DINNER L

B8 —-99:30 r SHARING OF gOMZHg"ES < v/j?3 firtediind

DAY 2

In small groups of about 4, participamts will
have the chance to share the portraits they
have developed in preparation for the semimaxr..

Each group will be facilitated by a member of
our staff.

$-9:30 REVIEW AND REACT TO SUMMARY OF DAY 1 PROCEEDINGS.

9:30 - 10:

16:18 - 2:

15 ON THE RELATIONSHIP BETREEN VISION AND PRACTICE
~some preliminary coneiderations in preparatieon fer
our visit to the Har Etzion Yeshiiwa.

([The <content of this sessiom,
suggested by Alam, needs to be more
clearly specified.

Seymeour Fox
30 FIELD TRIP TQ HAR ETZION

This will include a discussien with HaRav
Lichtenstein conecerning the ways in which his
imstitution 4is visien=drivem. It will be
important for semeene te brief him abeut the
nature of our seminar prier te our visit se
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that he wWill aim his comments at our concemns.
In preparation for this sessiew, participamts
will have had the ehance t6 read the article
oh Hesder and Har Eteien written by Ha-raw
Lichtensteim. This session will ineclude am
oppoEtunity to discuss the experience and to
heakF about a very different vision-driwvem
imskitutioh in donversation with Ruth
Calderéem. Box lunches need to be included.

This session is designed to offer a livimy,
first-hand example of a visien-drivem
imgeitution out in the field. It is alsc a
chance €6 encounter a vision of a meanimgful
existenes which is very different from Dewey's
and the secular-Zionist vision dealt with the
day before. Participants should have a chamce
to articulate for themselwes, possibly in
small groups, the ways in which this
imsktitution is/is not visiom-driwen.

2:30-3:30 INTRA-COMMUNITY CAUCUS

Organizing questiom: articulate insigits, effontss,
czoncerms, guestions that have surfaced in our
respective communities concerning the effort

to move towards vision-drivenness, iim
preparation for presenting these matters to

the others on Day 4 of the semimar. My ownm

sense is that this kind of gquestion will help

focus their energies towards local issues and

towards the seminar in very productive ways

that we should capitalize on,*

B:30-4:30 BREAK
4:30 - 6:30 INTRODUCTION TO THE GREENBERG PIECE
FREE EVENING

#* T aamassuming that om Day 4 of the seminan, much ofowurtimens will
be sppsntlecking at <comrete ffftntss, stinaftegitss, apdpnebdiehéms
asseciated with meving towards visien=-drivemprss., After the
Seymeur Fox Ramah piece in the merning, I ean imagire the rest of
the day imslyding the fellewing ecompenemiss:

2, Some variant ef the Dorph/Helts exerecisr.,

b. An opportunity for each community represented te disecuss theiy
insights, efforts, and concerms. This vweuld allew for a real
eress-community sharing. The Caueus ep Day 2 wvwewld initiake
planning £feor thig sessienm.

€. A chanee te hear frem Isa Aren absut her experimental efferts im

¥

3/
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this arena.

NOTE: If after discussion we think that the Dewey piece still
belonge in the morning (with a shorter problem-statement), them my
suggestion would be that in the afterncom, we begin with the Marcm
session, follow it up with the first Community Caucuws, amd them
have Seymour do the lead-up to the field trip that aftermmam. The
advantage would be that we would get an earlier start on the field
trip on Tuesday —— which is going to be a long day, and therefore
have more time for Calderon and/or Community Caucus (which will bhe
dealing with some very important questions that will help focus
their energies productively).
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REVISED VERSION OF DAYS 1 AND 2 OF THE SUMMER SEMINAR,,

Please note that in this latest versiam,
discussion into the afterncom, fearing th4§ danger of putting toe

the mormimg. I do, though, agree that the morming needs
real “meat%, and I think that the discussion of "the procblem™ can

much into

offer that meat.

DAY 1
9 9:3030
9:30 - 10:

6/14/94

I have moved the Dewey

WORDS OF WELCOME, OVERVIEW OF WHHEK, GROUND-RULES,

DESIRED OUTCOMES
Hoffmamm, Fox, Fekarsky
15 INTRODUCTIONS

Proposed activity: in addition to announcing
name, role, and institutiomal affiliatiam,
each participant is invited to articulate one
significant obstacle and opportunity in our
current reality that is relevant to the effort
to reform Jewish educatiam. The intent of
this exercise is to give the participants a
sense for one another that goes beyond name-
rank-and-serial-mumber. ((If another exercise
would do this better, let’s discuss it.)

Altermatiwaly, after very brief introductienss,
we could ask them te do the proposed activity
in small groups as a way of beginning to work
together and to vary the format for the
meornimg. Three hrs. of sitting together in
the large group is a long time.

10:15 --1019030COFFEE BEERK

16:30 --NONQON WHEN'S THE FRQHIRNS NATUREE, SSCOPE, SERIOUSNESS

In this session,sg) problem-statement 1is
articulated with attention to general
education hut with special attention to Jewish
educatiom.. Seymour Fox describes and analyzes
- makes come alive! = the trouklimg
cireumstancea in the world of Jewish education
that gave rise to the Educated Jew Project and
to the Goals Project; Pekarsky offers a more
eonerete ftake" en the problem with attentiom
te soome cwmnades eazaipas of the
visionlezs/geal=lees wmss iin wilicth much
teaching and learning go on in Jewish

the
much
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edueating inetitutions (as well as with
examples from the world of general educatien).

The intent is to make the central problens
elear and cempeiling, to suggest in broad
terms the ways in which the Goals Project is
trying to6 address these problems -- while
making it clear that the problems addressed by
the Goals Project a) do not admit of a quick
fix, and b) are not the only significamt
preblems that need addressing if Jewish
education is to be improved. (If the
introductory exercise I suggested is used,
reference to the list of "obstacles™ people
had earlier noted will serve to underscore
this point.) The concept of visiom-driwvem
institutions will be introduced and briefly
discussed, with the assurance that in the
afternoon it will be fully explaimed and
exemplified.

It may be wise in this opening sessiom for us
to articulate, respond to, and thereby at
least temporarily deflect some of the
"skeptic’s questions* that they might be
walking in with, e.g. the kinds of questioms I
articulated at the end of the documemt I
prepared for our last conference call..

LUNCH

VISION-DRIVEN INSTITUTIONS - GIVE ME A "FOR INSTANCE!™

This session is designed to accomplish the
following purpeses: a) te give participanmts
some living examples of vision=driven
institutioms. This is important because many
of them may never have actually beem part of
or witnessed such an institutiom; b) to use
these examples as a basis for explaiming (and
giving a concrete referent for) concepts like
"yisien", "goala," and "vigion=driven". This
will include an articulatien of defining
characteristice of a vision=driven institutienmn
(@ list of ingredients/criteria that defime
what a visien-driven institutien is.

We will be looking at +two visien-driven
institutioms:. One of them is the Dewey Seheol,
and the ether will either be the Haredi
Yeshiva described by Heilmam or a geecular=
Zienist institutioen ((ricked by Daniell Marem).

v 8=14=84  B:35BM ; OBEN 24 HOURS A DAY=872 2 619951

i 8/ 6
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4:15-5:15

5:15 - 7
7 —88
8 - 9:30
DAY 2

In the first part of this segsiam, Pekarsky
will describe the Dewey School and use it as a
basis for explaining the key-terms and thesess.

In the second part of the sessiom, Marom will
guide participants towards an understanding
and articulation of the ways in which a
secular-Zioniat institution exhibits visiom-
drivenness.

NOTE: we need strategies for keeping them actively
involved during this session - rather just listeminyy.
Any good ideas, Gail?

FIRST INTRA-COMMUNITY CAUCUS

RECOMMENDED QUESTIOES: 1. what do we hope to get out of
this seminar? 2. Are there examples of wvisiom-drivem
institutions in our communities? Perhaps begim working on
question that I have associated with the

second caucus ((@n Day 2)

FREE TIME

DINNER

SHARING OF PORTRAITS

In small groups of about 4, participanmts will
have the chance to¢ share the portraits they
have developed in preparation for the semimanr.,

Each group will be facilitated by a memker of
our staff.

9-9:30 REVIEW AND REACT TO SUMMARY OF DAY 1 PROCEEDINGS.

9:30=100:11%5 ON THE RELATIONSHIP BETWEEN VISION AND PRACTICE

——scome preliminary consideratioms in preparation for
our visit to the Har Etzion Yeshiive.

(fThe content of <thie sessioem,

suggested by Alam, needs to ke mere

clearly specified.

Seymour Fox

10:185 ~ 2:30 FIELD TRIP TO HAR ETZION

This will include a discussion with HaRav
Lichtenstein concerning the ways in which his
institutien 48 vision=drivem. It will be
impertant for scomecne to brief him about the
nature of eour seminar prieor to our vizit ae

i 4/ 6
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that he will aim his comments at ocur concerms.
In preparation for this sessiaom, participamts
will have had the chance to read the article
on Hesder and Har Etzion written by Ha-raw
Lichtensteim. This session will include am
opportunity to discuse the experiemce and to
hear about a very different vision-~drivem
institution in conversation with Ruth
Calderom. Box lunches need to be included.,

This session is designed to offer a livimgy,
first=hand example of a vision-drivem
institution out in the field. It is alse a
chance to encounter a vision of a meaningful
existence which is very different from Dewey's
and the secular~Zionist visiom dealt with the
day before. Participants should have a chance
to artieculate for themselwes, possibly in
small groups, the ways in which this
institution is/is not visiom-driwen.

2:30-3:30 INTRA-COMMUNITY CAUCUS

Organizing <questiam: articulate insightss, efforts,
concerns, questions that have surfaced in our
respective communities concerning the effort

to move towards vision-drivenness, iin
preparation for presenting these matters two

the others on Day 4 of the seminar. My owm

sense is that this kind of question will help

focus their energies towards local issues and

towards the seminar in very productive ways

that we should capitalize on.*

3:30-4:30 BREAK
4:30 - 6:30 INTRODUCTION TO THE GREENBEHRG PIECH

FREE EVENING

* I amasssmnbggtbh&tonnDByy44o6fthResemidany , mmakhoffunurineme wiill
be sppehtladking att comreste =ffutss, stumteghibss, andpmobdesns
associated with moving towards visiom-drivemess. After the
Seymour Fox Ramah piece in the mormimy, I can imagine the rest of
the day including the following compomemts:

a. Some variant of the Dorph/Holtz exercises.

k. An opportunity for each community represented to discuss their
insights, efforts, and concerms. This would allow for a real
cross—-community sharimg. The ¢Caucus on Day 2 would initiate
planning for thia session.

c. A chance to hear from Isa Aron about her experimental efforts in
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this arena.

NOTE: If after discussion we think that the Dewey piece still
belongs in the morning (ith a shorter problem-statement), them my
suggestion would be that in the aftermomn, we begim with the Marom
session, follow it up with the first Community Caucus,, amnd them
have Seymour do the lead-up to the field trip that aftermaown. The
adivantage would be that we would get an earlier start om the field
trip on Tuesday — which is going to be a long day, and therefore
have more time for Calderon and/or Community Caucus {(which will be

dealing with some very important questioms that will help focus
their emergies productively).
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DAY 1

B, 061

AM WELCOME, INTRODUCTION, PROBLEM=STATEMENT
LUNCH
BM  EXEMPLIFYING VISION-DRIVENNESS: DEWEY AND EARLY Z2IONISM
CAUCUSES
DINNER
PORTRAITS
DAY 2
AM REVIEW PROTOCOLS
PREPARING FOR FIELD TRIP: VISION AND PRACTICE
TRIP TQ YESHIVAT HAR ETZIdN WITH ELLUL COUNTERPOINT
PM  CAUCUSES
PREPARING FOR GREENBERG SESSION
DAY 3
AM REVIEW PROTOCOLS

GREENBERG STUDY SESSIONS IN SMALL GROUPS/THEN PLENUM ON THE
EDUCATIONAL SIGNIFICANCE QP G.'S VIEWS

PM  MEET WITH GREENBERG
ALTERNATIVES TO GREENBERG ((1)
ALTERNATIVES TQO GREENBERG ((2) —WITH BRINKER
ASSIGNMENT (PERSONAL REACTION)

DAY 4

AM TOWARDS A VISION-DRIVEN INFORMAL EDUCATING INSTITUTIQN: THE
RAMAH EXPERIENCE

PM REPORTS FROM THE CAUCUSES CONCERNING THEIR ISSUES, EFFORITS,
INSIGHTS

EXERCISE DESIGNED TO ENGAGE THEM IN EFFORT TO DEVELQR AN
APPROPRIATE MODEL ((KIND OF THING BARRY/GAIL ARE WORKING OW) ;
EMPHASIS ON STAGES IN THE PROCESS, HURDLES TO OVERCUME,
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DAY

AM

TEL:852 2648

CRITICAL ISSUES AND QUESTIONS.

ISA ARON’'S EXPERIMENT IN IMPROVING CONGREGATIONAL EDUCATION

DENOMINATIONAL REPRESENTATIVES DISCUSS THEIR ROLE IN THE
PROCESS

HOFFMANN RE-ARTICULATES CIJE”S GENERAL PLAN FOR NEXT YEAR,
CHARGES EACH CAUCUS WITH THE ASSIGNMENT OF MAPPING OUT ITS
PRINCIPAL TASKS, ASSIGNING RESPONSIBILITHES, AND BRINCING BACK
TO TABLE QUESTTONS, CONCERNS RELEVANT TO DEVELOPMENT OF THE
LOCAL SEMINARS.

WORKING LUNCH SESSION (BY COMMUNITY):

|

COMMUNITIES ADDRESS ISSUES RAISED BY HOFFMANN AND PREPARE TO
REPORT BACK TQ THE GROUP,

GROUPS REPORT BACK
NEXT STEPS AND TIMETABLE ARTICULATED

EVALUATION OF SEMINAR

I INNER
S‘l\'\)c&,\! 3153@'\ >

g\ Mi\/\f

L
\ -

T



¢V, 2l Yob OBELY WANLL W Dk TEL: 502 244ih

FROM: "Dan Pekarsky", INTERNET:PEKARSKY@mail.soemadison.wisc.edw
TO:  (unknown), 73321,1223

(umknown), 73321,1221

(umknown), 73321,1220

Gail Dorph, 73321,1217
DATE: ©/15/94 5:08 AM

Re: DAYS 1 AND 2 OF SEMINAR

Sender: pekarsky@mail.soemadison.wisc.edu
Received: from dogie.macc.wisc.edu by ari-img-1.compuserve.com (8.6.4/5.940406sam)
id FAA28607; Wed, 15 Jun 1994 05:07:16 -0400
Reoeived: by dogie.macc.wisc.edu;
id AA11528; 5.57/42; Wed, 15 Jun 94 04:07:13 -0500

fFrom: "Dan Pekarsky" <PEKARSKY @mail.soemadison.wisc.edu>

Reply-To: PEKARSKY @soemadison.wisc.edu

To: 73321.1217@COMPUSERVE.COM

Ce: 73321.1220@COMPUSERVE.COM, 73321.1221@COMPUSERVE.COM,
73321.1223@COMPUSERVE.COM, ALANHOF@VMIS HUUL ACIIL,
MANDEL@VMS.HUJLAC.IL

Date: Tue, 14 Jun 1994 15:28:00 -600

Subject: DAYS 1 AND 2 OF SEMINAR

X-Gateway: iGate, (WP Office) vers 4.03 -11032

Mime-Version; 1.0

Message-Ild: <2DFE12F6.8A97.0003@mail.soemadison.wisc.edu>

Content-Type: multipartmixed; BOUNDARY=BoUnD_8KcZuX86QvYViGo2died512

~BoUnD_8KeZuX86QvYVIGR2t#0512
Content-Type: TEXT/PLAIN; Charsei=US-ASCII
Content-Transfer-Encoding: 7BIT

I preparation for our éenversation tomerrew merning, here's
another take on Days 1 and 2 and some thoughte en Day 4. | leek
ferward te eur eenversation tofmerrew.

By the way, | speke with Carelyn Keller today whe indieated that
she, aleng with @ lay leader, are planning to eeme. She voieed

an interest in text study (Could that be made an eptional

activity pre-seminar eash merling?) and a streng desire te have

an epportunity te interast with the ether semmunities gua
communities, te hear hew eaeh has been struggling with issues ef
the lind the seminar is addressing.
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REVISED VEREION OF DAYS 1 ANB 2 BF THE SUMMER SEMINAR, 6/14/84

Please note that in this Iatest versien, | Rave meved the Bewsy
diseyssien inte the afterneen, fearng that danger of putting 188
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much into the merning. |do, though, agree that the morning needs
real *meat", and hthink that the discussion of "the problem” can
offer that meat,

DAY 1

9-9:30 WORDS OF WELCOME, QVERVIEW OF WEEK, GROUND-RULES,
DESIRED OUTCOMES

Hoffmann, Fox, Pekarsky
9.3D-10:15 INTRODUCTIONS

Proposed activity: in addition to announcing
mame, mole, and institutional affiliation,

each participant is invited to articulate one
significant obstacle and opportunity in our
cumrent reality that is relevant to the effort

to meform Jewish education. The intent of

this exercise is to give the participants a

sense for one another that goes beyond name-
rank-and-serial-number. (If another exercise
would do this better, let’s discuss it.)

Alternatively, after very brief introductions,

we could ask them to do the proposed activity
in small groups as a way of beginning to wark
together and to vary the format for the
morming. Three hrs. of sitting together in

the large group is a long time.

10:15 10®AC COFFEE BREAK
10:30 - NOON WHAT'S THE PROBLEM? NATURE, SCOPE, SERIOUSNESS

Iin this session, the problem-statement is
articulated with attention to general

education but with special attention to Jewish
education. Seymour Fox deseribes and analyzes
= makes come alive! - the treubling
circumstances in the world of Jewish education
that gave rise to the Educated Jew Preject and
to the Goals Project; Pekarsky effers a mere
concrete “take" on the problem with atientien
fo some concrete examples of the
vislonless/goal-less ways in whieh mueh
teaehing and learAing ge en in Jewish
eduesting institutions (as well as with
examples from the werld of general edueation).
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The intent is to make the central problems
clear and compelling, to suggest in broad
terms the ways in which the Goals Project is
trying to address these problems — while
making it clear that the problems addressed by
the Goals Project a) do not admit of a quick
fix, and b) are not the only significant
problems that need addressing if Jewish
education is to be improved. (If the
introductory exercise | suggested is used,
reference to the list of "obstacles" people
had earlier noted will serve to underscore
this point.) The concept of vision-driven
institutions will be introduced and briefly
discussed, with the assurance that in the
afternoon it will be fully explained and
exemplified.

it may be wise in this opening session for us
to articulate, respond to, and thereby at
least temporarily deflect some of the
“skeptic's questions” that they might be
walking in with, e.g. the kinds of questions I
articulated at the end of the document |
prepared for our last conference call.

12-1% LUNCH

-4 VISION-DRIVEN INSTITUTIONS - GIVE ME A "FOR INSTANCE™

This session is designed to accomplish the
following purposes: a) to give participants
some living examples of vision-driven
institutions. This is important because many
of them may never have actually been part of
or witnessed such an institution; b) to use
these examples as a basis for explaining (and
giving @ concrete referent for) concepts like
"visien", “goals," and "visien-griven". This

will include an articulation of defining
characteristics of a vision-driven institution

(a list of ingredients/griteria that define

what a vision-driven institutien is.

We will be looking at twe visien-driven
institutions. One of them is the Dewey 8Seheel,
and the other wlll either be the Haredi
Yeshiva deseribed by Heilman er a secular-
Zionist institution (picked by Daniel Marerm).

in the first part of this session, Pekarsky
will deseribe the Dewey Sehoel and use it as a
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basis for explaining the key-terms and theses.

Iim the second part of the session, Marom will
guide participants towards an understanding
and articulation of the ways in which a
seculkar-Zionist institution exhibits vision-
drivenness.

NOTE: we meed strategies for keeping them actively
involved during this session - rather just listening.
Any good ideas, Gail?

4:15-5:15 FIRST INTRA-COMMUNITY CAUCUS

RECOMMENDED QUESTIONS: 1. what da we hope to get out of
this seminar? 2. Are there examples of vision-driven

insfitutions in our communities? Perhaps begin working on
question that | have associated with the

second caucus (on Day 2)

5:1%-7 FREE TIME
7-8 DINNER
8-9:30 SHARING OF PORTRAITS

lin simall groups of about 4, participants will
have the ehance to share the poriraits they
have developed in preparation for the seminar.
Each greup will be facllitaied by a member of
our staff,

DAY 2
9-9:30 REVIEW AND REACT TO SUMMARY OF DAY 1 PROCEEDINGS:-

9:30 -10:18 ON THE RELATIONSHIP BETWEEN VISION AND PRACTICE
=eme prefiminary sensideratiens in preparatien for
Qur Visit te the Har Etzien Yeshiva.
[The sentent of this sessien,
suggested by Alan, needs te be mere
slearly speelfied.

Seymeur Fex
19:46 - 2:30 FIELD TRIP 76 HAR ETZION

This will include a discussien with HaRav
LLichienstein ceneerning the ways iR whieh Ris
institutien i visien-driven. it will be

impertant for semesne to brief Rim abeaut the
RatYre of S4F SEMINAF PFier I8 BuF visit s8
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that he will aim his comments at our concerns.
In preparation for this session, participanis
will have had the chance to read the article

on Hesder and Har Etzion written by Ha-rav
Lichtenstein. This session will include an
opportunity to discuss the experience and to
hear about a very different vision-driven
institution in conversation with Ruth

Calderon. Box lunches need to be included.

This session is designed to offer a living,
first-hand example of a vision-driven
institution out in the field. ltis also a

chance to encounter a vision of a meaningful
existence which is very different from Dewey's
and the secular-Zionist vision dealt with the
day before. Participants should have a chance
to articulate for themseives, possibly in

small groups, the ways in which this

institution is/is not vision-driven.

2:30-3:30 INTRA-COMMUNITY CAUCUS

Organizing question: articulate insights, effarts,
concerns, questions that have surfaced in our
respective communities concerning the effort
to move towards vision-drivenness, in
preparation for presenting these matters to

the others on Day 4 of the seminar. My own
sense is that this kind of question will help
focus their energies towards local issues and
towards the seminar in very productive ways
that we should capitalize on.”

3:30-4:30 BREAK
4:30 - 6:30 INTRODUCTION TO THE GREENBERG PIECE
FREE EVENING

* | am assuming that on Day 4 of the seminar, mueh of our time wilf
be spent looking at concrete efforts, strategies, and problems
associated with moving tewards vislon-drivenness. After the
Seymour Fox Ramah piece in the merning, I can imagine the rest ef
the day ineluding the following components:

a. Some variant of the Derph/Heltz exereise.

. AR opportunity fer eaeh eemmunity represented te diseuss their
insights, efferts, and eeneers. Thia weuld allew fer a real
cross-community sharling. The Caueus en Day 2 weuld initiate
planning for this sessien.

P. 005
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¢. A dhamce to heal from Iisa Aron about her experimental efforts in
this arena.

INOTE: If after discussion we think that the Dewey piece still
belongs in the morning (with a shorter probiem-statement), then my
suggestion would be that in the afternoon, we begin with the Marom
session, follow it up with the first Community Caucus, and then
have Seymour do the lead-up to the field trip that afternoon. The
advantage would be that we would get an earlier start on the field
trip on Tuesday — which is going to be a long day, and therefore
have more time for Calderon and/or Community Caucus {which will be
dealing with some very important questions that will help focus
their energies productively).

~HallinD) IKcZuwXSEQWYViGo2dfe0512=-
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4OWARDS CLOSURE: CIJE SIMMER SEMINAR ON GOALS

pay 1
Q - 9:30

€:30 - 10:3@

ALA9 e ef

WORDSs QR WEILGINME,, GENEREAL ORRENTRAATTIORN

Alam Hoffmann, Seymour Fox, Daniel Pekarsity

Particijpamts imbtmodince themselwves

[In the first stage, they identify
their name, commuouiity, amd role im
the are of Jewish educatiom; im the
secend stage, they gather with one
or possibly twoe people they do mot
kmow amnd discuss what they hope tw
get out of particiypatibon im the
seminar. The point of the latter
exercise is, first, to meet people
they dom"t know, and second, toc
focus their attentiion om what they
hope te accompillbish.]]

10:30 — 10:45 COCGFEEEBBERERK

10:4% ~ 11:45 DEENYNNGGTHHEPREBEENMM

11:45- 1 pm

Seymour Fox amd Damniel Pekarsky

(Why the Educated Jew Project”? Why
the Goals Project? WhHat educational
realitives amd what conwvictions
concernming educatiom gave rise to
these efforts?]]

PRIUK i —2? &@‘

VISIDNSTRTIWEN INSTIMUTIONS: GIVE ME
A "FOR INSTANCEE.."

Damiiel Pekarsky

(Pekarsky offers the Dewey School as
am example of a vision-dridven
imstitmtibon. The session includes
the follbowing compmETETE s a))
characterizatiiom of the visiioom, of
the humam ideal im its social amd
individual dimensions, that animates
Deweyy"s efferts; b)) a descriptiion of
the school which highlights the ways
im which this visidon liwves in the
curritailum, the social stmucture,
amd im the persomnel ef the

P, wui
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imstittibon; ©) am attvempt to draw
out of a) amd b) am account ef the
elements that are necessary if am
imstittidon is to be described as
"visicon-driwem." By the end of this
sessioon participants should have a
fairlly good semse of what CIDE means

by "visiom," "goals™, amd "vision-
drivemmess;" they should alsew have
under their belts, via Dewey,

referemts for these concepis.]]

PRIQR READING FOR THIS SESSION:
selectilon foom Mayhew amd Edwards,,
THE DEWEY SCHOOL

1 pmn - 2 pm [TURCEH
2 pm - 4 pn  JEEWBSH EXRMPILES @F WIBSOONBBRY UERNBSS
2 -33 pm THE EXANPLE OF EARLY ZIQNIBWM
Danmiie) Maram

[Damiel guides particijpamnts to an
understanding of the human ideal
that guides early secular Ziomissm
amd shows how this ideal is
re fllecttad im its educational

ims tiitut bons.. Ldeally, he fimds
ways of el icitt breg their
particiipatiion im explaimimng heow the
educatiomal ims tithuty bons he

descritbes are "visiom-driwem.,"™

PRIOR READING: to be provided by
Marcm.

3 - 4 R Smzlll (G@popp ARctiivivy:
Conesmllidating the Day’s Learmimg

Im small groups participants will be
givem a grid that imcludes elaments
Likke Visiem, Goals, Cuwrrioulum,
CHerectegriistics of tithe SSoscial
envirmonment, CHermarctegristics of the
Physical Enviromnment, Assumgpitions
about human nature, learmimg, and
motivation. They will ke asked to
fill it im for Dewey, fer secular-
Zionmissm, amd for Heilmanm’s Haredi
Yeshiva, about which they will have




WWINI -1 FHUIUL) 14141 w, I, U, L. HLL:_OO: 204®

4 - 4:3@

4:3@ 5:UBFIRST

52300 -66115

read prier to the seminar but which
they will not have yet discmssed.
Perhaps their findinge could be put
on big poster-tward amd then
displayed on a wall, thus allbowimg
peeple imfermally to compare how
eaeh growp approached amnd
imterpreted the tasi.

It may be wise for these small
groups te ke the same as the
Communiity Caucuses, so that tihey can
being working with each other im a
learming mode amd mot fust im a
"pPlamnimg" mode.

PRIOGR READING: Heillmam selectibon
from DEFENDERS OF THE FAITH.

NECESSARY TOOL: GRID to be
developed by Pekarsky.

IN NEED OF DECISEON: basis for
dividimg imte® groups (SEE ABOVE FOR
SUGERSIION) ; plus, who will
facilitate each group.

BRE2AK
CORBUNCOMIMEETINMEETING

Participants gather by communiity to
discuss a number of questiomns: a)
how do would they assess their own
imstitudibons im relativon te goals-
or ientedmess amd visibbon-driivenmess?
h) what mas a communiity are they
hopimg to get out of the seminar? o)
what imsights amd concerms would
they like te bring te the attwentioon
of the group as a whole?

AN ORIENTATION TO THE VISIT TO
ETZION

Shmueel Wygoda

The challkenge of this session

particijpants "with eyes", that is,
with questioms amd categories that
will tmarm the visit to the Yeshiva
imto more thamn sight-seeing. It alse
giwves particiipants a chamee tw ask
questicons concerming Yeshivet, im

tm

equip the



I T L Lo L ) ibL: 0 Zbdb P. 005

gemneral, and Hesder im particulac.
Some of these Shmuel could answer
directly; others he could pass om two
Ha-Rav Lichtensteim.

PRI@R READING: Rabbi A
Lichtensteim, -Thhe IJddelogy of
Hesder: the View fmom Yeshivat Har
Etzion" and the letter semt to mew
students by Rabbis Amital and
Lichtenstein” (PROVIDED BY WYGODA))

& - 7/:30 HERRHE TIIME
7;30-5:30 IDYINRNER
B:30-5:30 SHERNG OFF  PORTRAITS

Ower a light dessert, wime, or coffee, and im
small groups,, particippamntss
informally share the portraits they
have developed im preparatioon for
the seminar. The emphHasis is om
non-judgmental sharimg. Each group
should have a facilitator whose jodb
it is a) to ensure that a nom-
judgmenttal, listternirg mode prevails,
and b) to encourage Hhrem o
elaborate their portraits vt gentle

probing. W )¢ ! St hhy
(o

DAY 2

8:30 ~ 9 AM REMIEN: PROTOSOLS QOF Day I QFTHIHES BMERTNAR
9 AM - 9:30 RIDE @ WESHMWAST MAR EFZI0N

9:30 - 10:30  WISTAHETHBETBETHIAMIRRASHASKH THETHE
LIBRARY, THE YAAKOV HERZOG CENTER

10:30 ~10:40  BREMK

16: 40 ~-1122 A MEETING WITH) RABBIL 4, TICEHFRNSHEIN
Rabbi Lichtensteim makes an openihy
presentation, whieh is folldaued
quastion and amswer perhod., Yshuda
Scehwartz is alseo epgaged im dhe
ARSWErihg of guestigrs..

12 -~ 12:45 BRQEHEEEHNGG THE MORNNG AT ¥y

Shvel Wogeda amd Barsy of 6ail




12:4% -~ 1:3®@

1:30 - 2:3®
2:30 - 3 pm
3 -5 pm

5 7:3030 PM

7:30@ - 8:3®@

FREE EVENING

DAY 3
9 - 10 am
10 - 1 pm

LUNCH AT YESHIVAT HAR ETZION
POINT/ COURIIER-POINT

Ruth Calderom

Rutlh Calderem, whe will participate
im the mornimg session, will offer a
portrait of Ellul as a coumter-poimt
to Yeshivat Hap-Etziom, amdl
particijpants will be encouraged two
develep commerisoms amd comtrasts
concerning these imstitutijons"”
guidimg visions amd the ways im
which they are re flecteat] Lm
practice.

PRIOR READING ON ELLUL: 2?2727
RETURN TO [ERUSAIEM

BREAK

AN INTRQDUCTION TO THE EDUCATED JHW PROJECT

Daniel Marom amd Seymour Fox

PRIOQR READINGL:227

DINNER IN INIRACCNMUNITY GROUPS

Groups are asked to share reactioons
to the day’s experiemces amd to
articulate issues, imsights, or
expariences that they wamt tw share
with the group as a whole the
follbowing mornimg.

REVIEW PROTOCOLS AND SHARE INSIGHTS
AND CONCERNS EMERGING FROM THE
COMWORNITY MEETINGS.

PROFESSQOR GREENBERG'S CONCEPTIQN OF THE EDUCATED

DB

PRIQR READING FOR THIS MORNINGS
SESSIQ@N: Professor Greembherg’s essay




10 -0L1:30

11:30

11:4% - 1
1 —-22pam
233390

ke e mWTUY

on the educated JTew
UNDERSTANDING GREENBERIY'S VISIIOON

Lin bwo (or more) sub-groups
participamts will work twwards am
unders tamnd imng of Professor
Greenbarg’s vision along the Lines
laid out by Damiel Mareom in his
discussion of this piece of the
progimam. Whether the criteribon for
dividing people up should be what he
suggests is somethimg ['d Like us to
discuss. I''m nerwous about the
assumptioms implliicit im this basis
for classifilcatibon, amd wowuld want
us to comsider a) explaiming how tthe
two groups will differ, amd b) diven
lettiing folks self-select  imtwo
differemnt groups.

BREAK

pm  ELEMENTS OF TRANSLATTORRANSLATION:

INTRODUCTORY DISCUSSION

Darniiel Marom amd Seymour
Fox

Nizr @m amnd], Faox ralskox raise

participants” levelg of
consciousmess concermimg
the nature amd dimensiomns

of the traams latd bon
proc®ssss,, u s iinngg
Greentberrg’s vision as am
example.

IOV

/A CONVERSATION WIIH PERAOHESSRR GHREDNBRRG

Professor Moshe Greenberg, Seymour
Pox, and Damiel Mareom

The purpose of this session sheuld
be "to experience the authentic
source of thiss eongeptionh:
Oreenbberg’s scholarship, faitth im
education, amnd deep visiion of Iewish
relligiion amd existence." It is also
to offer participamts a echanhee o
deepen  their understandimg eof
Gresnbberg’s visiion amd, inm  the

Lo X
da_
17k

-

S
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process, begim te clearer - or more
confused - about their own.

3:306 - 4 pm BRAEAK
4 - 5:00 ATTIERYATMESS T GRERNERRG ((1)

Damiiel Marom and Seyrmour Focx

PR READING: /The iinke# ' /%
Wers rtickes?R2?

§ - 6 pn COMMIRNITY MEETINGS

Share reactiions and develop both 1

thenes, stratagy, and division of m/?%?{ Uz,
responssithiilities for presentation teo

be made to group-as-a-whole on fj%;-
afteammoom of Day 4.
6 - B pm BREAK

8 pm DINNER AT THE HOME OF ALAN AND NADIA HOFEMANN,
FOLIQWED BY A VISIT WITH YEHUDA AMICHAI

PRIOR READING: Some ofA mum b’ s 'ﬁ_, w{r—-‘a;m‘[(
\7 pr CLQ é’&f

9 -~ 9; 30 AM REVIEWR PREOTBCYLYS FROOM PRy 3 @F TIHE SERMINNERR

DAY 4

9:30 -~ 10:4%5 AUTFHRNATIVES T GHERNERRG () :

CONVERSATION WITH PROFESSOR MENACHEM
BRINKER.

10:4% +1i1 am BREAK

11 -—- 11 ppm TOWARDS A VISIDWADRIWEN & DNHOIRMAL
EDUCATIONAL INSTITUTION: THE RAMAH
EXPERIENCE

PRIQOR READING: Essays om Camp Ramah;
need to decide which.

Semyour Fox guides the participants
towards am wunderstandimg of the ways
im which a vision was translatved
imteo a workable educatiomal desigm.
The elements, the compllexity, the
kinds of expertise that were drawn
on, and the Llike are highlighted im
this aeeeunt.
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1 = 2 pm LU'NCH@ )

If cmmmunm lies are expected to make
substamtial presentativans im the
aftemnoen, perhaps they should eat
lumclk by communiity rather tihean as a
larger group.

2 - 4 pm TOWARDS THE DEVELOPMENT OF CONCRETE STRATEGIES

The DamphiyHbdttz-inspired amd guided
exercise desigmed to emcourage tihe
participants imn small groups to
identify, more fully appreciate, amd
begim to wrestle with questicons that
concerm the process of movimg
towards vision-driiwanness im thhe
absenmce of am inmitiall shared semnse
of vision. Atttention should be paid
to critiical ingredients,, to
difficult challenges,, t® e
differemt stages of the process,
etc. The initial exercise should be
freamed im such a way that
participants fimd themselves in a
concrete context amd dom”t have tm
spemd a let of time "settirgy wp the
sitwatijon", that is, inventimg tdhe
sitwatiicon im the context of which
they are responding to the task. The
exereise and its afteammath must be
desigmed to allbow CIVME to foster
sericus discussion of certaim
elements that it views as important
to the process.

BRIOR REAPING: the Sepge sebleectioon
freom THE FIFTH DISCIDIMWE as general
baekground piece???

4 =55 pMPM BREAK

= 7 BM SHARING LOCEAL EONCERNS AND EXPERIENCES

Ropriesertatives of eaech of the
primeipal eommipities that atre
tepresehted ih the semifar make the
presentaticon thay have badh
peeparimg fer im their small %;mhlp%
apd have a ehahee O ke
qUEstions and Fordbaek Ewan ttlhﬁia
gtoup a5 a whela.
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FREE EVENING ~-- DINNER ON YOUR OWN

DAY 5
9 = 9:3@ REVIIEW PROTOCOLS
9:3@ ~ 11 CASE-SMIINY

Kyla Epsteim (or someone elsw) is
imvited two descrilbe her
institution’s efforts to move imn the
directiion of visiom~drivemness, with
attention to the animating concerms,,
the process, the results to date,
and the obstacles. The effort is
presented as a "work in progress",
and the imtemt is both tow heljp her
thimk about her problkem im new ways
and to help the group as a whole get
clearer about critical issues and
imsighus.

11 - 11:3®@ BREAK
11:3@ - 12:30 DENONMINATIONAL INPUT

In this session, the representatiwves
of partiicipating dbmombn at Liomss
discuss ways im which they feel they
can support local commnitiies’ amd
imstitwtibons” efforts tw hecome more
vision~drivwen., This would also be
the context im which to share where
they feel they hawe come imn their
week~long mestings.

12:30 - 1 CHARGE TO LOCAL COMMINITIIES

Im this sessiton, Alam Hoffimann
focuses attemtivon of the group on
the semimar’s larger purposes and
charges each leocal commuuIviity
grouping with the development of a
plam of action that incorperates
some critical elements (which he
will articulate for them).

1 - 3 pm A WORKING LUNCH MEETING BY COMMIINETY
Each commumiity develops a regponse

to tihe charge identificed by Alam
Hoffmanm im the previcus session.
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4:30-5:30 pm

5:30 —--6 pm

b - 7:30

7:30

o by 502 bk A

COMMUNI TY -PRIAAISS

Each communiity presents to the growp
a) a plam of actiom, including tihe
divisioon of responsdmiillities, b)
suggestieons regarding the character
of lecal seminars.

(ATEE AAND TTHE LHDUAAL CODMMUNI TIHSS : NERAT STTEBS

A Hofffmann-led discussion that
pulls together what has emerged over
the week and on this last day and
lays out whatt’'s ahead im this
develeoping process.

EVALUATION SEESJIAMN

Particijpants are giwen a questiomnaire which
elicits their evaluation of the

seminar im telataon 40 aartdcudadcded

goals andthetheneawseds of  tihedir

commun it fies.

ERREE TIWME

OWCILIDINNG DDHNERR

POSSIBLE PACKET OF READINGS FOR THE SUMMER SEMINAR

GENERAL

f;fox, Seymour "Towards a Theory of Jewish Education

e, Peter,

TOPIC BY TOPIC

Szlectivon froom THE FIOFTH DISCIHIINE

INTRODUCTORY SECTIONS - "PROBLEM-STATEMENTY 22277

DEWEY SESSION — Selection freom Mayhew amd Edwards, THE DEWEY

SCHOOL

JEWISH VISIOW-IDRIWEN INSTIRUTHONS (day 1, aftespeodn)

¥ Matertial on early Zienmist ideology amd edueatioh Maram)
;%? and Heilmamn seleetion freom DEFENDERS OF THE FATHH,
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A PROCESS OF MOVING INSTITUTIONS TO TOWARD CREATING A VISION

JL

Tak-ing—S'back

Is there a vision expressed in the school as it is today?

Step One: What is a Vision and Why is it important? (replication
of our opening process at this seminar)

Step

What do we mean by vision?
(contrast to other meanings— impt of content in our conceptual
framework)

A vision statement addresses two questions:
1. who is (are) person(s) we want to nurture?
2. what is our vision of a meaningful Jewish existence?

Why vision 1is impt?
(in vision driven school, all aspects of school are influenced

by vision)
etc.

What could a vision driven institution look like? (Dewey's
kitchen; Heilman's haredi institution)

Twq: Taking Stock: What is the Nature of Our School's

Vision?

explicit
a. let's gather all written statements that school has
produced and study them in order to figure out: what 1is
educational/Jewish vision; Who is the person we want to
produce)

b. are the documents internally consistent with each
other?
c. isthe explicit vision actually realized in the
school? (see 2a)
d. how 1is this vision like/different from the notion
of vision explicated above?
1. does it incorporate an 1image of the Jewish
person we want to nurture?
2. is it rooted in an image of a meaningful Jewish

existence?

implicit

a. let's look at the school through eyes of educational
anthropologist
b. is the vision shared? where/what are shared

elements?

" o= A



we will use these methods to address guestions 2a
amd 2b: imterwirews, observatioms, focus groups of
parents, teachers, ete.
c. hbow iis thhiis wiisden 1likeddffferant ffamm tthe natdon
of visiioom explicated above?
1. does it imcorporate am image of the Dewish
persom we want te nurtumre?
2. is it rooted im am image of a meamingful DJewish
existeanoe?

Step Three: Study of Several Responses to "who is the person we
wamt to nurture?" (instittutibons may choose to studly a wvariety of
responses or not; they may choose to studly respomses based on
compgetting ideologies or not))

This might imclude:

1. studly of educated Jew papers;

2. studly of other wnittem Jewish thinkers im the light of
these questioms (Bulber, Rosenak, Bormowiitz);

3. examimatiom of perseomal statements of teachers/ rabkis/

scholansg imembers of commuiity whe would regpond teo the two key
questions above

Step Four: What are the education impllicaticons of amy ome of thhese
approaches?

This might imclwude:
Spinnimg out each of commompllaces (teacher, student, subject
metitter, miliew) and what are the challenges of each of tihe
visions im terms of the commonpllaces
Step Five: What vision are we goimg tw buy? How are we goimng tmw
decidle?

Is this democrattically decidledi? (L person/l vote)
Is some oversight committtee charge with decisibon?
Is rabbimicd fdenominatiomnal entity charged with decisiion?

Two practical probloms—

Who cam help commynitty/school do this?

Are we promisimg such people if we do this sessioon?

(does this mean that CIJE needs to traim facilitwatrors of thhese
projects; take imstituttbonal leaders amd help threm understuand
how te do this im their own imstiittutt daorss?)



thee basice commapnisomnss shivwlid bee madée. (RRseqasdk))
BRERAK

DINRER
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June 23, 1994

Dear Participants in the CIJE Summer Semimar:

We at CIJE anticipate our upcoming seminar with great
excitement. The seminar represents the first stage —- the kick-~
off, as it were ~= in a process designed to encourage Jewialh
educating inmstitutions to become more goals—oriented and visiom—
driven than they typically are. In setting off on this journey
together, we will be partners in an important and piloneerimg
adventure that has the potential to make a substantial contributicom
to the quality of Jewish education in North America. We are
especially hopeful that as a result of your efforts, educating
institutions im your local communities will hecome engaged in the
process of bacoming visionedriwem.,

Our Jast memo concerning the seminar highlighted its basic
purposes. On this occasiom, wa hope to give you a concrete sense
for the seminar’s character and rhythms. We have worked to develep
& seminar that will prove engaging, intellectually stimulatinrg, and
an effective springboard to the work back homz. The seminar will
imnclude = half-day field trip to Yeshivat Har Etzien, plenary
presentations and discussionsy, and a variety of small greup
activities organized around study, reflectieom, the sharing of ideas
and experiences,and serious dsliberation.

Esch day will alee include time for participanta te divide up
by community for regular wark-qroug sesaions; these are deaigned to
provide community delegations e opportunity to discusa the
p@?ﬁiﬁ@ﬁ@@ of issues discussed in the seminar te the situatier back
hore, =8 well ss to begin developing a plan of actiem that will
guide the work ehead., 1Individuals who are nRet coming as part ef a
conmunity-delegation will be divided inte werk-groups usira
different criteria; as sn example, representatives of the different
deneminatienal trmmwg;wﬂm@ms will ke nesdtiing Rospdhedr
during this time for the purpose of thinking threugh the relevapece
of the seminar’s themes and the Goals Preject agenda te theilr ewn
challengea. M@ the way, these work-groupa will have the chanee
te share their insights, cencern®, and plane With ene anether.

Nevw fer scu¥ccowdiiialcdeialiiligs. We will be m@t&&q 2
Sunday t€hreugh ThdkedsdayJulyplyoelQ 144. With e @s&@?
Menday, when ve will begin at $:30 am., we will Begin each day a‘t
Y &, We will be werking intensively eaeh eay ef the a%m@i-, but
é2ch day vill alabsoindlgdédca preadokad il £ 2 hduss ﬂ%
S6861i6RE lssting uUnEil 9530 pi# will take place en éuﬁday an
Thursday snd there will be a very speeial sultural event sn Tueaday
Right. R Merday Right we will eoneiuda at 8i3dd pi., aRd eh
Wednesday Right Ey 7 PH. Flease nete that with the exceptien ef

Wedﬂee dinner, for whieh yeu are en your ewn, CIUE is aFranging
for a1 Aehed and dinners.

Tha sewinar will Be €aking uUp & nuwbar of differgnt

[ M
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iggues, As background to certain themes, wa’ are sending you under
separate cover a packet of articles which you ghould read prior te
the seminar. We are also asking you to complete the enclesed
written asssignment before the seminar begins; though this writtemn
sssignment will not be collected, it will form the basis of small
group discussions near the beginning of the semimar.,

Though the themes that the seminar addresses are organically
related, each day will feature a different emphasiis. Day 1 of the
seminar begins with an Imtroduction that highlights the kinde of
problems that have given rise to the Goals Projecit. hgainst this
background, key terms will be explained and applied with the help
of a number of examples of vision-driven, goal3~criemted
institutions (Gee the Dewey and Heillman selections in the
fortheoming packet of readings). There will alse be a sesaionm
orienting us to the next day’s fleld trip to Yeshivat Har Etziom
and i{mformal small group sessions organized around the written
sssignment that is to be prepared prior to the semimar.,

Day 2 includes a field trip to Yeshivat Har Etzion (See the
Lichtenstein selections in the packet of readings). In additien te
on-site cbservation, our visit will include an opportunity te
discuss the vision animating this Yeshiva and its challenges with
fits renowned co~director, Rabbki A. Lichtensteim.

In the latter part of Day 2 and on Day 3, the seminar focusewn
&R the valuable contributioen to the Goals Project of the work going
on under the auspices of the Mandel Institute's Eduecated Jew
Preject. We will approach this tepie throeugh an JIintensive
examination Moshe Greenberg'a article "We Were as Dreamers”
(Gmeclodied in the packet), which representa one ef the varied and
pewerful conceptiona of the kind of persen we ehould be educating
towards that have been developed for the Educated Jew Prejact. Our
understanding of hie visien will be deepened through a dialegue
with Prefessor Greenbefy, a6 well as threugh eppertunities to
juxtapese his views with significant alternatives. ef viaws. It
should be neted in this connectien that Prefesseor Greenbery's
vigien of the aims of Jewish sducation will be examined not because
it represents the last werd en tha subject, but becauss ef the
oppertunity it offers €6 think caraefully abeut what elements enter
{nte & cemprehensive visien and its power aa a toel in educatienal
giaﬁam? Greenberg’s paper alae serves te intreduce the problew of
ranslating a visien inte edueational practice, a tople that will
be Investigated in depth en Day 4.

6 Day 4, vHevw-gueatiens Heve inte the feraground of sur
werk. Ueing a significant examplé f£rem the world of infermal
sgucation (@ Bumher calp Bevenent), we lesk eaﬁ.ﬁéuiig at tha majer
difensieone of the effort to tv¥anslake a visien 62 the aims of
equeation inte the desigrn 6f an edueating institutlien (fes Ehe
grticle en @amg Ragah iR the packad). We alse weestie With the
difficult preblem 6f hew te Heke progresas tevards Vigigh= g&vﬁ%
education Ln institutiens that seem faF frowm Raving any shared an
compelling vision. Threugh examination ef a case-study and othsr
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actlivities, we WwWill have a chance ¢to entertain differemt
straiegisg,, to share insights, and to surface pertinemt questioms
and issues.

In the last part ¢f the seminar, the community-based and other
work-groups which have been meeting dally will be asked to present
to the group as a whole thelr emerging plans for encouraging local
imstitutions to work towards being more goals- and visiom-driwen.
Theae presentationd, aleng with a CUIE presentation of its
understanding of its role in the process, will become the basis for
the development of a shared and concrete plan of actiom that will
guide our joint efforts in the upcoming year.

We hope this overview offers you a good sense of what the
seminar will address and how it will be organized. The program is,
of course, subject to some changes in respense to issues and
concerns that may arise in the course of the semimar.

Please be on the lock-out for the packet of readimngs, and
dom’t. forget to complete the enclosed written assigmmernt., We are
locking forward to seeing you Boom.

Sincerely,

Daniel Pekarsky
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PRE=SEMINAR WRITTEN ASSIGNMENT

Our seminar will focus on some topics that are at once straight—
forward and very Jdiffieult: 1) the nature and importance of
educational goals; 2) the process of arriving at meaningful goals;
and 3} the processes involved in moving from goals to educatiomal
design and practice. But goals do not come out of nowhers,
Typically, they are rooted in our very basic beliefs concerning the
kinds of Jewish human beings we hope to cultivate via Jewish
education. The Goals Project assumes that many Jewish educating
imstitutions need to work towards a clear and compelling conception
or vision of the kind of Jewish human being they would like to
cultivate. The Goals Project further assumes that an importamt
component of such efforts is for the individuals involved to
clarify and develop their own perscnal views en this matter. The
exercise described below is designed tc encourage such an effort
end to stimulate some initial reflection concerning some of the
guestions we will be addressing in the seminar. It will serve as
the basis of a small group discussion during the semimar..

Write up your imitial thoughts about the Xind of Jewish adult yom
would hope to see emerging from the process of Jewish educatian. In
what ways would being Jewish enter into and enhance the quality of
his or her life? In developing your view, you may find it helpful
to think about what you would hope for in the case of yocur own
child or grandchild. Below are three guidelines for the exerciss:

1, For purpcses of the exercise, don’'t settle for what you thimk
feasible "under the circumstances.” Rather, try to articulate what
you would ideally hope for in the way of Jewish educatiemal
outcomes..

2.Be honest with yourself concerning this matter. The peint is not
to mrrive at a position that someone slse finds aceeptaldle, but teo
lidentify your own views at this moment of time.

B, Apppsachhthbetaskknattbpylissinggehhzaetaetaticeas bhutthee wagy aa
movelist might: present & vivid portr=mit or imaga of the Jewish
human being you would hope to cultivate, a pertrait that cenveys
the pattern and quality of that pereen's life. Focusing on, say, a
day, & week or some other interval of time, deseribe what this
person’s life looks like, hasizing waye in which the Jewish
dimension enters into and enrichal this life. The challenge is te
make this person (mmle, femalw ,or gender neutral = it's up to
youl) "eome alivetr. To sccomplish this, it might prove heipful te
give this person & ¥eal name. In sddition, use any literary device
veu think might be fun and helpful. ¥eu mightt, for exawple, develep
your portrait as & wesk=leng diary in the peraon's life; e¥ g@u
wight choese te describe the persen freokw the peint of view sf a
Speuce o¥ a €hild.

Heve fun with the assignient = and remember that nebedy will heid
you to amything you say. It/s simply desighRed to stifulate seome
initial refleetion on some guestions we”ll be addressing.
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BPRE-SEMINAR READING ASSIGNMENT

Enclosed is the packet of Egadim§§, If possibls, read them in
advence of the seminar =« especially the selections we'll be
referring to in the first couple of days of the seminar (the
articles by Dewey, Heilman, Lichtensteim, and Greenberg).

Some of the readings ¢ffer portralts of very different kimds
of wvision-driven institutions. The Dewey selsctions offer am
example of the school started by Dewey, a school based dowh to its
vary details on a systematically articulated and comprehansiwve
social and educational philosophby. The selection from Heilmam's
DEFENDERS OP THE FAITH offers a ¢glimpse into a contemporary Haradi
Yeshiva., Though nocbody may have eystematically articulated the
imstitution's vision and its relationship to what goes on in the
school, im =n important mEense it toco 1is a vision-driven
jimstitution. The article by Rabbl Lichtenstein describes a very
di fferent vision-driven institution ~ the moderm Zionist,, Hezder
Yeshiva which he founded (@md which we will wvieit).

These institutions are light-years away from each other in
numerous respects; and all of them differ dramatically from
ascular-Zionist educating institutions we will alse be looking at.
But =5 different as they are, these institutionsm are alike in that
21l =re smimsted by a coherent and, for thelr propoments, a
compelling vision of what they want to accomplish. As you read
these srticles, think about what these visions are and about hew
they sre weflected in practiee.

The article by Moshe Greenberg offers his views on the kimd of
Jewish human being we should be educating towardws., It ils one of
several essays developed under the auspices of the Mandel
Institute’s Educated Jew Project,. Each of these essays represants
2 different perspective on the kind of person Jewish educatien
should try to cultivatae, We will be examining Greanberg’w viwmiun,
with attention to the issues that arise in trying teo translate a
Vision imto practiece, W#hile Professor Greenberg’s views may prove
kelpful to you in clarifying some of your ewn baliefs (because yeou
way find yourself strongly agreeing or disagreeing), wa eRcouradm
you met to read thia essay until after you have sketched out the
portralt asked for in the written assignmwert.

The essay on €amp Ramah is background te ou¥ discussion of the
tzranslation of vieien inte ediucational deslign and practiee in the
context of infermal edusatioem.

The selection from Peter Benge’s THE FIFTH DISCIPLINE and

Seymour Fox’sg W v are offered as general backgrewnd Feading
for €the seminar.



CIJE GOALS SEMINAR
My apologies, but time-constraints precluded spell-check and proofing.
POINTS TO BE MADE :- SESSION BY SESSION
SUNDAY AM
WELCOME
Alan Hoffmann:
Welcomes participants to Jerusalem and to the conferemce.

Talks about the place of the Goals
Project in the overall CLIE initiative.

Reminds participants that this is but the first stage of a process. Follow-up in local
communities is part of raison d'etre of this conference. What we anticipate ntheway
of follow-up (on their part and our own)

We will be partners exploring territory that is, unfortumately, relatively unexplored/
We are hopeful that CUE and the various individuals will learn a lot from each other.

Comments about the diversity, the knowledge, and the experiential base represented
by members of this group.

What to Expect: Conceptual and Practical dimensions. While the "how to” dimension
is something we will be exploring, we believe that understanding the conceptual and
substantive issues is also critical.

"Goals" -- one dimension of a complex array of variables, ali of which must be
addressed in their inter-relationship. Focusing on goals is important but it won't do

the trick!
Nor are there "quick fixes": there are no gimmicks for develop a set of goals that are
believed in by key stake holders; nor is the process of

translating goals into educational
practice necessarily easy. These
processes require patience, thought,
and ingenuity. The seminar is a
starting-point to our shared work in
this area, not an end-point.

The commumity-dirmension: many of you come as members of community-delegations



in process of developing a plan of action for the improvement of Jewish education.
Such should reflect your vision of yourseif as a community concerned with Jewish
continuity. We believe that encouraging local educating institutions to become
more organized around thoughtfully developed goals is a critical component of this
community-vision.

Introduces Pekarsky

Daniel Pekarsky

Will take people briefly through the seminar --explaining

the things we will be doing, the reasons for doing them, the rhythm of the semminar;

basic ground-rules, e.g., attendance.
Kintsijnstitutions we'll be considering (age of participants, religious ideology;,
fioirnal/informal, Some sessionsTnore open-ended, more exploratory than others, etc.)

Stress the importance of struggling in persomal terms with some of the issues; of
seeing local community through the lens of the seminar's categories and themes; of
arriving at a plan offaction -— hence, importance of the Work Groups.

INTRODUCTIONS

Pekarsky will invite participants to go around the room and identify themselves:

community, institutional affiliation.
(Perhaps ask them to briefly say what they hope to get out of seminar - but this might
take too long. The alternative: affer they've introduced themselves, ask them to turm

to someone they don't know and trade information concerning hopes/expectations vis-
a-vi§ theseminar.)

INTRODUCING THE PROBLEM: Seymour Fox
Offers his own welcome to participants.

This seminar -- 8§ important way-station in a proeess I've been involved in for
years....Perhaps a milestone.

Seine comments eoneerning the origins and relationship

name,



between Educated Jew and Goals Prejeets. Articulate perceptions, convictions, and
CONEErns that gave rise to these ventures. Perhaps here some attention cam be paid
e the imporiance of accountability and the need for geals if there is to be
accountability.

The Goals Project/Eduated Jew Project as pioneer:

wrestling with a problem that haunts general education as well -~ i.e. a) the lack of

clear, compeiling, consistent instructional goals; b) the importance of same to a

quality-education. Reference to the Smith and ODay piece might be relevant: there

are some great quotations concerning the multitude of conflicting demands that are

pressed on any given school.

Did I say *school"? Much too narrow. The Goals Project/Educated Jew Project does mott
assume that education ought to go on primarily in school-like institutions. Importance of infommi
institwizons lidke the JCC (represented in our group)

Perhaps mention the expansion of the Educated Jew Project to include a Reform
dimension.

A brieff comment concerning the social dimension of the "Educated Jew" Project amd
the Goals Project might be useful: the fact that we focus on "the Educated Jew" does

not mean that we are unaware of the importance of the social dimension. This poimt
can be explained as you see fit,

SMALL GROUP EXERCISE

LUNCH

DEFINING THE PROBLEM
In this session, Pekarsky acknowledges that there are many hapipy exeeptionss, but that
the figld as a whole suffers from some serious problems —many of them represented
in the exercise. As | summarize the major points, keep in mind some of the exaempies
you eame up with.
Pekarsky's discussion highlights, with the aid of examples the extent to wihidh
8. goals are not part of elassroom teaching assingments.

b. the extent to whieh the geals that are supposed
te offer guidanee are t0o vague.



¢. The extent to which the goals are only symbolically represented in the life of the
institution.

d. The extent to which key stake holders don't believe in
the goals.

¢. The extent to which goals are not anchored in vision.

Against this background, Pekarsky articulates the critical role that goals play in
educatiom: story of the Zen Master whose major challenge in becoming am expert
archer is fully understanding what he's aiming at.

THE GOALS PROJECT: 1. What we're aiming at; 2. how we get there.

VISION-DRIVEN INSTITUTIONS: GIVE ME A FOR INSTANCE

We have just seen the dimensions of the problem. But what would a solution look
like? Some of us are so used to institutions that float along without a clear sense of
direction that we may not know what an institution it is genuinely clear about what
it is about would look like.

In this session, two examples: along the way, an
opportunity to highlight major features of vision-driven institutions, clarify some key
terms.

Later in the day a chance to apply the basic principles to one or more other
institutions.

Begin by explaining concept of "vision", making sure
to distinguish existential, institutional, communal visions.

Pekarsky then describes the Dewey School, with attention to
the vision, pertinent goals, pertinent practices. (Perhaps people should be given the
grid at beginning of this session with instruction to fill out as we go along).

For a summary of the major features of a vision-driven
institution, see the InHouse Document, p.

MAROM, SECULAR-ZIONIST EDUCATION
Marom explains early Secular-Zjonist education, with careful attention to a) the nature of the

animating vision; b) the ways in which this vision affected i. goals, 2. practices, 3. educational
deliberation, etc. The grid may prove helpful in thinking of relevant peints to stress.



~ Singe our programs ieans religiously rightwards, the secular character of the movement you're
locking at is important to stress,

END OF SESSION

Pekarsky summarizes the main points concerning vision-driven institutions and invites questions,
comments which he and Marom field.

Participants are reminded (by Dorph, I think, because she's the community-liaison for a number of
communities) that after the break they will meet in their work groups for the first time. The
purpose offthese work groups is-feiterated, and a sheet explaining same is handed out, along with
their initial assignment. This person also explains logistical matters, such as a) where they will meet,
b) what happens to non-community folks. BE ON TIME.

PREPARATION FOR ALLON-SHEVUT:

Shmuel tells them something about Yeshivot and how Hesder Yeshivot differ from other
varieties. With attention to seminar themes, he offers them "eyes” to look with, questions to be
asking. He also asks them to put their own questions on the table -- some of them for now, others
for Rabbi Lichtenstein. I am assuming no more than 1/2 hr. for this session.

YESHIVAT HAR ETZION

It is important that their initial lookings-around be actively informed by seminar-issues. It is also
critically important that Rabbi Lichtenstein is informed in advance of the seminar’s interest in vision
and goals and their relationship to institutional and curricular design -——and that he be prepared to
guide the discussion of his institution in this directiom.

Ruth Calderon and her pariner also need to know very clearly what we are about and what we are
imtemested in discovering. The non-traditional character of Ellul needs to be emphasized, the vision
that guides i, and the way that vision plays out in practice. The way in which differences at the level
off fundamental vision (between the Yeshiva and Ellul) translate into differences in geals and practice
should be highlighted.

PROCESSING SESSION (Heltz and Wygoda): An open-ended conversation of reactions to the
experience. This might give us a good sense of the pulse of the group a day and a half inte the
seminar,

At end of proeessing session, participants need to be reminded of schedule for rest of day -~ andl
espeeially what they are expected to do in their Work Groups. In addition to continuing to process
the day's experience, they should today identify a loeally-grounded insight, comcern, or expenence
which they would like te share/discuss with the group as a whole on Wedaesday. There will be



inntner opportunities to elaborate the topic over the next few days.
AEFTER DINNER

INTRODUCING THE EDUCATED JEW PROJECT
(Marom)
Range off the Educated Jew's Project's Activities

Educated Jew Project as Resource to Goals Project in
the folllowing ways.

Time permitting, illustrate the power of one's conception of the ideal
product of a Jewish education on one's educational

effiorts with aid of an example --perhaps one that

builds on something you worked with in secular-

Zionism example. Or else, possibly, the Holocaust

example. Note, though, that this < 1® »

Introduction to the Greenberg-activity. We look at a

simgle vision and it relationship to education.....

Whether you agree with Greenberg's vision is an is not

important: it is mot important because the critical point is what a visiom is amd
addresses and how it can guide educatiom; it is importamt because how you react
to Greenberg's views may help you to clarify your owmn.

STUDY SESSIONS — in your hands, except to stress the importamce of theiwr anriving at am
understanding of some basic Greenberg ideas. End by giving them a chamce to formulate
questions/concerns that they might want to ask Greenberg.

TRANSLATING GREENBERG/RAMAH (Fox)

Emphasis should not be exclusively on the way the praduct - Ramah - reflects the vision, but alse and
especially on the way the translation came about. What kinds of curricular thewries, guiidiing
primeiples, psychologieal, sociologieal ideas entered in? What kinds of social processes? What kimds
offindividuals bringing what kinds of expertise were brought together - and in what forums and via
what processes? What was the role of leadership in the process? Im other woidls, what are the
dimiensions of translating?

Second part of this session: elements of translation. Systematic formulation of poimts made in first
part, along with emphasis on the faet that we need not begin with vision; exemplifieation is
eritical. Attention to the kinds of guiding prineiples that might inforen the tramslatioireffort iy be
pertinent here (I'll speak to this point at our meeting).

Participants should eome away with the sense that translation is difficult but doable —amd thait ceriaiin



This wnit will focus the attention of our participamts om a
live example of an educational vision systematically
developed. The purpose of this activity will be to inspire
the participants as to the possibilities afforded by
educational vision while at the same time demonstratimg the
serious nature of and the unique set of 1issues involved im
developing wvision and vision based practice in Jewish
educatt iam..

The day will be successful if the participamts emerge with
the understanding that, ideally:

- am educational vision is a coherent principled statememt: off
educational aims; it is a higher level formulatiom of what
education should strive to achieve (a vision of educatiion),
rather than of the institutiom, programs, etc. which ome
would like to put into practice (eg. a visiom of a school)..

- an educational vision systematically draws from from a set
of ideas about Judaism and/or Jewish existemnce in order to
present an image of a person who, having been well educattsd,
will be what the authors and bearers of the visiom conceiwe
to be an ideal Jew.

- arriving at an educatiomal vision involves a serious amd
patient investment of time and energy, with the input of
Jewish scholarship, educational thinking and a eritieal
examination of alternatives;

= though it is possible to begin the process of developinyg
vision=driven educatien by formulatimg a new visiygn, it is
alse possible to arrive at visien by uncevering the deepew
aspects of existing practice, programs, institutiens, efte.
Wherever one chooses to begim, vision=drivenmess will result
frem & ONgOing process.

= educational visien can provide a basis on which geals ferx
the eduecatienal undertaking ean be appropriately selechad,
effectively implemented and honestly evaluaited;

- attempting te derive geals frem a visioh, if this is a way
which ©ne cheeses £8 proceed, iAvelves a sophisticated
activity in whieR the aims set esut ipn the visiem apd FeaAh
w@gé§~ Feseurees and eenstraints are brought to bear en each
eft v



- in order to effectively develep practice om the basis of
an educational visiem, it will be important for players in
the educational process (lay leaders, admimistrators,
educational planners, educaters, support staff ete.)) te& have
a deep understanding of and identification with the wisien:

- at specific stages, the educated Jew proiject is a rescurce
ffor the goals project (@as opposed to a fixed contemt and
method for developing educational visioms in CLJIE
commuhities)

ACTIVITIES SUGGESTED IN ORUFER TIO ACHIEVE THIESF RIKFPIEES:

1, NONIYY , JUILNY I0L, ATAH 0000 - 7:00: INTRODUCTION TO THWHE
EDUCATED JEW PROJECT {(FOX/MAROHN):

This activity would begin with a presemtatiiaon, but its goal
would be to turn into a question and answer periot.
Therefore, participants will be invited to respomnd in the
context of the presentation rather tham at its end. The
general flow of the discussion should be to link the
"Educated Jew™ project to the seminar agends, the goals
project, and the general field of educatiomal plannirgg.
Whichever way the discussion may go, it should be kept im
this context and it should conclude with am explanation of
what we want to 1illustrate in focusing on Greemberg's
conception of the educated Jew. The followimg is a sort of
crib sheet with points which I am suggestimg for this
sessiom..

THE EDUCATED JEW PROJECT AS A RESPONEBE TQO THE PROBLENS
MENTIONED ON DAY ONE: On day one, we considered problens to
which vision and vision based practice may be am answar:
blandness and lack of planning & accountability im curremnt
practice; the need for Jewish education which cam previde
meaningful Jewish continuity; the move from the Commission to
work in CIJE communities necessarily invelves foecus om
content; ete. The Mandel Instituters "Eduecated Jew™ project
was developed 1in response to these problems (@ few words on
the Mandel Institute'ls general program and hew the "Educated
Jew" project relates to it may be appropriate here). It
aimed to provide a responee te these problems by attemptintg:

to engage scholars, educatiopal leaders apd lay leaders
if  &an 1AqUi¥y Iintgo thHde aimg of weadtice tiHrowdh tHhe
presentatien 6f adltfermatiine visions 3f JRalitdh cclgedtpPdn
(Brinker, Greenbery, Rosemak, Sechefflen, Tyersky, with
the partieipatien ef Fex, Marom and eduecators Grewp)y;

te study and suggest strategies for the develephent eof
visien and visien drivemn  praetiee in  Variows
institutioens and settings of fermal and inforfml Jewish
gdueation;



to provide CIJE with consultatiom, human resources,, and
materials for its work on goals in CIJE commumitiies.,

THE EDUCATED JEW PROJECT IS BASED ON A DEFINITION OF
MEDUCATIONAL VISION"™ AS PROVIDING A BASIS FOR "MEANINGEUL
JEWISH CONTINUITY" AS WELL AS FOR SYSTEMATIC PLANNING IN
EDUCATIONM: The Commission®'s "A Time to Act"l argued that::

». ..there 1is a much larger segment of the Jewish
population which is finding it increasingly difficult to
define its future in terms of Jewish values and
behavior. The responsibility for developing Jewish
identity and instilling a commitment to Judaism for this
population now rests primarily with educaticm.™

This mandate led the "Educated Jew™ project to adopt a
specific definition of the term "educational visiom.™
According to this definitiom, “educatiomal visiom" means more
than a coherent plan of action for an educatiomal system or
institutiom. To be sure, the introduction of planmnirgy,
integrated effort and accountability,, are all part of what is
aimed for by ™educational vision.™ Yet, conceiwaily, one
could have all these elements and still fail in providing the
kind of Jewish education which would "develop Jewish identity
and instill a commitment to Judaism.™ We therefore
considered "educational vision”™ to also include a compelling
image of ™powerful content."” That is, amn "educatiomal
vision" would provide an image of the kimd eof Jewish
existence which a group within the Jewish people would see as
attractive, worthy, and capable of motivating Jews to
participate in the building of a better Jewish futwure.

NEDUCATIONAL VISION®" DEFINED THUS WILL PROVIDE A SOLID BASIS
UPON WHICH TO DEVELOP AND IMPLEMENT GOALS POR SYSTENMS,
INSTITUTIONS AND PROGRAMS oF JEWISH EDUCATTON:: Our
assumption was that when the process of developing,
implementing and evaluating plans and programs for
educational systems and institutions would lead to more
effective results when informed by Yeducational visiom™ at
this higher level of formulatiom. Such "edueatiemal visien™
could inform these plans and programs with a deeper and
broader set of principles about what it is that Jewish
educatien should seek to aspire in order to be execiting and
meaningful. Absent such a set of principles, plans and
programe will be developed on "an empty stomach,™ as it were.
(The example of the syllabus project may be useful here.
Given the task of developing a list of tepies te be studied
in fTalmud in modern orthodox schoels, a greup of educators
from that movement found it difficult to commemece witheut a
c¢lear sense of what it was that the study ef Talmud should
achieve in their system). With a set of deeper breoader
prineiples, eoen the other hand, it would be pessible to geo
abeut  ereatively developing effeetive policy, Prograns,
staff, ete. for systems and institutiens ef Jewish eduecation.
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_ We might use the example of holocaust education hers,
since 1t 18 hard to consider it without reference to larger
aims. Holoecaust edueatien can lead to any numnber of
responses. At the GA, Lee Hendler argued that Jewish identity
can not be based on feelings of guilt, grief,, and fear which
emerge from the emphasis on the holecauwst: VI am a Jew
because of the 8Six Millien.” ™®Guilt is not a Jewish value,,'™
she argued, '"grief is not a value but an unaveidale, paimful
blife experience whieh Judaism both embraces and proscribes
through an extraordinarily humane public and private process:;
ffear is not a value but an emotion we struggle to comtrol im
order to act..." All this adds up to Hendler's conclusion
that '"the proposition that Holocaust and Israell are reasom
enocugh for Americans to be Jews 1is a spirituwally bereft
imjunction." In wake of this, Hendler suggested focusimg
education on the guestion "What's so great about befimgy Jewish
im the latter part of the 20th century in America?" for whicih
she turns to Jewish religion for answers..

There are, of course, arguments which can be made
against Hendler*s c¢laim - eg. the Holocaust is ome of the
major events im modern Jewish existence and that there is mno
way to achieve a sense of belonging to the Jewish people, no
matter how one defines that, without being exposed to it and
considering its implications for the future of the Jewish
people. However, the point here is not whether omne agrees or
disagrees, but rather that a clear commitment te the larger
educational wvision which emerges from either positiom cam
provide guidance in considering and developing holocaust
education. Given such Meduational visiomn™, it would be
possible for:

= lay leaders to consider to what degree they want their
imstitution to approtion significant resources amnd
energies to holeocaust education ag oppesed to others
such as Bible or local Jewish histomy;

- educational leaders to suggest specifie goals for
holecaust education which are in line with the aims set
gut in the larger educational visiom;

- educatienal planners to design a program of holocaust
educatioen whieh eeould help them achieve these gpecifie
gealsr eg. to deeide on settings, pedagogiewn, materialls,
ete. they deem to appropriate for the attainment of
these goeals and te develep eurricula and staffF eraiming
aceordingly’;

- educators te implement these pregrams effeetively imn
diverse and ehanging eireunstareew:; o khow how @
present their lessens (eg. viewing a helecaust F£ilm) =e
as te achieve specifie F¢espenses anRd te Fespehd o
varieus queries frem the audienee aseordindlys;

L



educational evaluators to consider whether or not the
holocaust programs being implemented do indeed help the
educational system or institution achieve its specific
goals for holocaust education and its larger
"educational wvision™ as well as to consider what the
source of success or failure in this may be.

GENERAL COMMENTS ON EACH OF THE CONCEPTIONS IN THE “EDUCATED
JEW" PROJECT AND THE PROCESS OF THEIR DEVELOPMENT - LEVEL OF
DETAIL TO BE DETERMINED BY TIMING AND QUESTIONS FROM THE
AUDIENCE..

THE EDUCATED JEW PROJECT AS AN EXAMPLE OF AND A RESOURCE FOR
SYSTEMATIC FORMULATION OF EDUCATIONAL VISION {AS OPPOSED TQO A
PROTOTYPE FOR THE DEVELOPMENT OF EDUCATIONAL VISION): By
developing alternative visions for Jewish educatiom, we did
not mean to suggest that vision drivenness could emerge only
after one had developed an "educational visiom™ along the
lines suggested by the "“Educated Jew™ project. Conceiwably,,
it would be possible to design vision-driven institutioms
from "educational visions™ as we have defimed them, but this
is not necessarily the only starting poimt.. OQur aquaimtarcss,,
over the last two days, with various historical examples of
vision driven institutions as well as with the live examples
of Rabbi Lichtenstein's Yeshivat Har Etzion and Rut
Caldercne's Elul teach wus that the visiom of vision-driwvem
institutions may not necessarily grow out of originally
drafted vision statememts.

A vision may emerge from an educatiomal system or am
institution or even a program conce it is in place.. One could
even argue that, in fact, all systems and institutiens eof
education are driven by some visiom, whether this visiom be
approptiate or unappropriate ((upon being givemn a "visiom—
reading" or "content-analysis™ of an educatiomal institution,
its educational leadership may find that it does not agree
with its own direction). Our assumption is that one will
learn whether one's vision is apprepriate or unappropriate
and will make use of it more effectively whem it is
consciously and explicitly referred to as a gQuide to
practice. A major gquestion of interest at the semimat,
therefore, should not necessarily be "how do we develop a
wholesale vieion and from there move to practice?" as much as
"how do we move from where we are towards a level of
discourse about our goals and aims which takes into accoumt
larger ideas about Jewish education?"

It is impertant to add here that being drivem by a
visien 18 net a one time activity. A vision can be
formulated and turn out teo be misguided in light of practics..
Consequently, vieiense will need to be reformulated in light
of practice and practice will need be reformulated in the
Llight of refermulated vieiom. This is an ongeing process
which defines effective institutiens of Jewish educatiom.
Fer example,, Barry Heoltz tells us that the reports on best
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practices on supplementary schools ™indicate that schools
which work are places that continually try to find ways to
imvolve the key partieipants in ongoing reflection wupon and
discussion about the goals of the school.™

THE ™EDUCATED JEWT PROJECT AS A RESOURCE FOR THE GOALS
PROJECT: Just how can the "Educated Jew"™ project serve as a
resource for the goals project? We have thought about a
number of ways in which this may play itself outt:

- AS AN ENTRY POINT TO THE DISCUSSION OF IDEAS FOR JEWISH
EDUCATION: Learning the alternative conceptions developed im
the "educated Jew" project <can initiate people inte the
discussion of the aims of Jewish education at the level of
"powerful content for Jewish continuity.™ The CIJE will make
the various papers and the scholars available to its
associates and to various audiences in its communities so as
to provide a rich basis for them to consider their owmn goals
and aims. The range of activities here is very broad: from a
series of lectures by the scholars for the community at large
to a disciplined study of each of the papers by lay and pro
leadership of the denominations, communities, and local
imstitutions in the context of their attempt to develop their
own visioms.

- AS A CONSULTATIVE RESQURCE FOR THE CIJE IN HELPING SYSTEMS,,
INSTITUIONS, AND PROGRAMS CONSIDER HOW THEY MAY DEVELOP
VISICN DRIVEN EDUCATIOMN: The staff of the "educated Jew"
project is undertaking ongoing research on elememts of and
strategies for developing vision driven educatiom in
practice. This has been and will continue to be a resource
for the CIJE as it moves from this seminar to workimg with
communities and central and local institutioms of Jewish
educatiom. The CIJE has in turn posed questions which arise
from realities in the field which are adding questioms for
the research agenda of the Mandel Institute. We hope that
this ongoing deliberation will infuse the planning and
implementation of the goals project with knowledge and
systematic thinkimg.

= AS A BASIS FOR VISION DRIVEN PLANNING: Though not
necessarily our central goal,, we would pleased to assist
those who would want to develop programs of educatiom
directly from any of the cenceptions developed in the
preject.

It may be appropriate to mention here that the Mandel
Institute will be publishing the papers together with
research on aspects of developing vision driven educatien in
a series of "“working papers" for Jewish educators.

THE ACTIVITIES OF THE NEXT DAY AS AN ILLUSTRATION OF THE

ABOVE: We wanted to give the audienmce at this seminay ap

opportunity to experience and grapple with ene ef the

cenceptions developed in the "Eduecated Jew" prejeet = that of
C



Professor Moshe Greenberg (some background on Greenberg's
biography and involvement with education should be given
here: Univ.of Penn; JTS; "Understanding Exodus" for Melton in

NY; Hebrew University; Work on Bible curriculum for Israeli
school system; Commentary on Ezekiel; Editor of Bible for the
masses in Hebrew; Publications on Biblical Law & Lit to be

put in an anthology by JPS; Israel Prize this vyear; etc.) .
The purpose of this 1is not to engage the audience in the
question of whether or not Greenbergls conception 1is a
feasible and compelling basis for Jewish education as much as
to allow it to experience and examine what a vision of Jewish
education may look 1like"from the inside."

What we want to do, therefore, is tobreak up into
groups 1in order to study Greenberg 's paper and then to meet
with Greenberg himself in order to respond to some of our
questions and requests for clarifications and then to begin
to discuss some of the implications of Greenberg's paper for
goals 1in various settings of Jewish education (what would a

Greenberg day school look 1like?). Having done all these,
however, we want to present somethingof the range of
possible visions hereby reporting to the audience on

specific points on which Professors Brinker and Twersky
provided alternative ideas to those of Professor Greenberg.
At the end of our day, we would get a chance to actually hear
some of Brinker's comments on Greenberg's approach. All in
all, we hope that this will provide a good illustration of
the "Educated Jew" project.

It will be suggested that members of the audience go
over the paper again at night in order to prepare for this

day. Members of the staff will sit in the Mishkenot library
after dinner to assist participants who want help 1in close
reading (some participants should Dbe drafted for this

activity 1in order to ensure that it happens and to attract
others).

2. TUESDAY. JULY 12. 9:00 - 12:00; PROFESSOR MOSHE
GREENBERG'S CONCEPTION OF THE EDUCATED JEW:

PART ONE - THE VISION: The participants will be broken down
into two groups: group #1 consisting of lay leaders &
federation pros would be led by Seymour and supported Dby
Danny, Barry and Alan; group #2 consisting of educators would

be led Dby Daniel and supported by Gail and Shmuel. Though
the strategy and pace will vary for each group, including the
question of how to involve support staff, a common "core

curriculum" should emerge:

a) Greenberg's vision is based on the assumption that the
human being has an inherint need for spiritual meaning in
life. The visible material world will present a distorted
picture of what really matters. If wused as a guide for
existence, this picture will not leave the individual



satisfied with 1life - no matter how comfortable s/he may be.
The individual needs to feel as if s/he is accomplishing
something of larger deeper meaning in his/her 1life. In order
to know how to arrive at this sort of satisfaction from life
s/he needs to see the world through the eyes of the spirit,
to experience the invisible aspect of transcendant meaning
which accompanies questions of everyday existence, to link
life into that which has overriding significance.

b) Greenberg's vision sees Judaism as capable of providing
an appropriate response to this need for the spiritual among
Jews. Judaism, as he defines 1it, 1is a system of religious
symbols (including God, the canon of classical Jewish texts,
Jewish rituals, etc.) through which a Jew can link up to the
spiritual realm of existence in his/her relationship to
him/herself, the society s/he lives in, and the universe at
large. In order to enable Judaism to ©play this role,
Greenberg suggests undertaking a number of Jewish activities:
study of classical Jewish texts in the canon; individual and
shared practice of Jewish ritual; concern for and involvement
with the fate of Jews all over the world.

c) In and of themselves, these activities will not
necessarily address the Jew's spiritual needs. They must be
carried out with an eye towards fullfilling this task (for
background on this see Greenbergls ~Zehut, Tevunah VeDat"
and/or W.C. Smith's Britannica article on "Religion as
symbolism." Consequently they should lead to:

"a love of learning Torah" and "a love of fullfillment of
the commandments Dbetween man and God" (eg. Jewish study for
its own sake);

"acceptance of the Torah as a guide in the area of
interpersonal morality, with the recognition that the ethical
decrees of the Torah are the fruit of unceasing interpretive
activity" (eg. the last six statements in the ten
commandments - page 5; the law against cheating in
application to non-Jews) ;

"living a 1lifestyle which creates a community" (eg.
prayer, deeds of lovingkindness, visiting the sick - page 8);

"a relationship to the Jewish people in all the lands of
their dispersion" on the basis of a shared consciousness of
the Jewish people as a covenental community with common

origins and a common vision of future redemption (eg.
relationship of diaspora and Israeli Jews - page 10).
d) Jewish education must aim to provide learners with these

Jewish experiences in a way that they do indeed address
students' spiritual needs.
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The ©preparation will have succeeded if the participants
understand how Greenberg moves from a) to b) to c) and are
able to suggest their own examples. It may be useful for
this purpose to focus the specific examples mentioned in <)
an/or, for higher level of understanding, on sections from
the background documents mentioned in Db) . In clarifying
these Dbasic ideas and their interconnection, staff will need
to diffentiate between gquestions which need to be answered in
order to sufficiently prepare for Greenberg and queries which
need to be asked directly for Greenberg. In the latter case,
participants ought to be urged to ask their questions to
Greenberg 1in person. Though we asked the participants to
focus on clarifying Greenberg's conception rather than
calling it into question, questions such as “why do you
believe this will address spiritual needs more than other
religious or philosophical systems?" should be encouraged.

PART TWO: ELEMENTS OF A "TRANSLATION" OF GREENBERG'S VISION
TO EDUCATIONAL PRACTICE: The group will reconvene in plenum
in order to be presented with an initial portrait of
Greenberg's conception as it would appear in the context of a

day school. This will be preceeded with a short description
of the intricate movement from vision to ©practice, or
"translation" as we have called it (with a note on this
aspect of vision drivenness being central to our discussions
tomorrow) . "Translation" involves a movement from ideas to
realities of setting, pedagogy, subject matter and student
audience. This 1s not only an application but a

reformulation of the original conception into terms which can
be implemented in real world conditions (consequently the

metaphor of "translation™"). "Translations" can look very
different than the original. Alternative "translations" are
possible for the same ideas. Some may be misguided.
"Translation" is also an ongoing process involving

deliberation, experimentation, evaluation, and reformulation.

The purpose of the presentation will be to provide a
more concrete understanding of Greenberg's paper (while
constantly reinforcing the tension between "vision" and
"translation") as well as to demonstrate how vision used as a
basis for planning can provide us with new and exciting means
for education. The presentation will be broken down into the
following components:

Setting: The notion of an "enclave" breaking down bariers
between formal and informal education - Seymour;

Pedagogy: The teacher as intermediary between the student's
spiritual needs and the authentic meaning of the text/ritual;
eg. the example of the absolute value of human life; the role
of Hebrew; the role of scholars - Daniel;

Primary Education: Readying the student for study addressing
spiritual needs; the development of skills necessary for
exegesis as Greenberg has defined it - Seymour;
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Syllabus: The relationship Dbetween Jewish and general
education; the role of Jewish history and literature; the
centrality and limits of reference to the canon - Daniel.

Questions and clarifications should be urged in the context
of this ©presentation. "Translation" suggestions by the
audience should be handled with care - 1i.e. participants
should be encouraged to enter into "translation" process, but
integrity of the original vision and the sophistication of
the exercise should be preserved.

SUMMARY : At the end of the translation, some attempt should
be made to summarize in plenum some of the questions which
came up in Dboth sessions in relationship to Greenberg's
conception, as a final preparation for the live session.

3) 12:00 - 1:30: LUNCH (Greenberg should be invited as well)

4) 1:30 3:30 —: MEETING WITH GREENBERG - led by Seymour: It
should Dbe clear from the discussion of the preparation
session that the bulk of the work in understanding

Greenberg s paper should be done by the time he comes in.
The purpose of this session should be to experience the
authentic source of this conception: Greenbergls scholarship,
faith in education, and deep vision of Jewish religion and
existence. This should come across through the negotiation
between the audience and Greenberg over specific points and
aspects of the paper, through his spontaneous use of examples
from the tradition, from the modern world, and from his
telling about his own personal experiences 1in response to
genuine queries from the participants (and vice versa). The
challenge 1s for both sides to be prepared well for this
meeting (since Greenberg likes to move slowly from a
scholarly study of text to a dramatic closing statement at
the very end and since the group might feel more comfortable
talking about education as they know it rather than about
Greenberg's ideal as it could be).

5) 4:00 6:00 — DISCUSSION OF GREENBERG AND PRESENTATION OF
ALTERNATIVES FROM THE EDUCATEED JEW PROJECT; The participants
would be invited by Seymour to discuss their responses to the
whole unit on Greenberg, whether on the level o0of the
conception itself, the conception as an example of
"educational wvision," the study of the conception as a
resource for the goals project, or the conception as compared
with realities in the field. In the context of this
discussion, a presentation of alternatives to Greenberg on
specific points would be made (both from the papers and the

translations) . This would be introduced Dby Seymour
(including biographical comments on Brinker and Twersky) and
presented in detail by Daniel. The presentation would focus

on the following points:
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JUDAISM A8 A WAY OF ADDRESSING SPIRITUAL NEEDS: Professor
Brimken's conceptiofi sees the human as a social being and
consequently aims to address the learner's place in society.
Trying to address the spiritual needs of the individual Jew
by way of Judaism alone can only be done by curbing his/her

freedom. Conceivably, a Jew may reject aspects of Judaism
and have his/her spiritual needs addressed by other
religioms,, cultures, philosophies, etc. Howewer,, a Jewls

allegience to and involvement in Jewish society is not and
should not be contingent upon his/her relationship to this or
that spiritual belief. The overriding thrust of a Jew's
relationship to Jewish society is and should be the natural

feeling of belonging to a people, a family. Family members
can disagree about family issues,, but their connection is
tied. Therefore,, the role of Jewish education should be to

introduce the Jewish learner to the history of the Jewish
people/family, the range of past and present opinions about
its desired developmemt, its language and diverse cultural
treasures, etc. and thereby deepen his/her engagement with
the Jewish future.

In Professor Twersky's conceptiom, Jewish law or
"halacha™ is the standard by which the human camn
appropriately address spiritual and social needs - and not
the other way around. This standard,, when it is properly and
sensitively maintaimed,, is what has and will continue to
maintain Jewish continuity throughout the generatioms.
According to Twersky, halacha is a system of laws which are
available to the Jew as a means of assuming religious, moral
and social responsibility and attaining spiritual heights.
Jews are consequently obliged by God to observe halacha on a
continuous basis, but are also givem an opportunity to to
reach higher and more sophisticated 1levels of spiritual
experience through observance of halachah accompanied by its
study. The role of Jewish educatiom is therefore to
habituate Jews to practice halaclhm,, and in this comntext, te
raise the 1level of their understanding of its conceptual
depths so that they may continue to practice halacha in a way
which will lead them to spiritual experiemce..

THE ROLE OF PRACTICE IN JEWISH EDUCATIQW: Greenberg has
emphasized the experience of Jewish study and of individual
and community rituals and acts as a necessary compenent of
his educational program. Since these are all means to
transcendant meaning, the challenge 1is set up these
experiences so that those who underge them reach that end.
Having succeeded,, however, Greenberg leaves the guestion of
future practice open to the learner. His emphasis is on
appreciating and respecting the value of these practices as a
basis upon which the learner can make such a decisiomn.
Greenberg's belief is that if this is successfully dom®, the
practices will be appealing to the learnewr.

Twersky's conception also emphasizes the practice of
Jewish law as a means to spiritual ends.. However,, he also
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sees halacha as an ends in and of itself. His approach
focuses the uplifted spirit back on the very practices which
the learner 1is required to observe on an ongoing basis, so
that there is an continuous connection and integrity Dbetween
spiritual and practical aspects of Jewish living. Twersky
argues that this unity of spiritual understanding and
practice is what has made Judaism a unique system of living
throughout history. One does not either leave spirit up in
the air or settle for rote observance of law. Rather, one
becomes disciplined, through Jewish education, to integrate
spiritual understanding and living practice of law,
continuously, on growing levels of sophistication. The
examples of lighting Chanuka candles, mezuzot, etc. may be
used her with texts from the Mishneh Torah.

On one level, Brinker's conception of a secular-liberal
Jewish education does not emphasize Jewish practice at all.
To be sure, he does assume that such practice will be a focus
of study, so as to familiarize learners with the Jewish
world. In this context, he would reqguire a pluralistic
presentation of Jewish practice over the generations
(including secular and other non-religious groups), so that
the learner would be exposed to the range and diversity of

the Jewish experience. However, his liberal emphasis does
not 1impose the responsibility for enabling the learners to
actually experience these ©practices on the educational
system.

On another level, Brinker's conception is at least as
equally focused on Jewish practice as the other conceptions.
This becomes evident when we consider the possibility that
Brinker's conception defines Jewish ©practice as being a
responsible and contributing member of Jewish society. For
Brinker, the aim of Jewish education 1is to provide the
learner with the motivation and tools not only to live as a
good citizen in Jewish society, but also for the learner to
provide Jewish society with a unigque personal input - one
which is made according to one's own beliefs about what is
necessary for a better Jewish future. Having been successful
in achieving this aim, Jewish education will have enabled
Jewish society to benefit from the contributions of
autonomous, creative, independent, and freethinking
individuals, who all want to do something important for the
common good.

THE PROFILE OF THE TEACHER IN JEWISH EDUCATION: As we have
seen in the translation of Greenberg's conception to
practice, the role of the teacher is to facilitate an
authentic encounter between the spiritual meaning embedded in
Jewish texts and practices and the spiritual needs of the
learner. In a sense, the teacher must try to eliminate the
possibility of getting in the way of this encounter by Dbeing
too personal about his/her relationship to the text or
practice. In one place, Greenberg even goesas far as saying

that it is not compulsory for the teacher to completely



accept the spiritual purport of the Jewish text or practice
s/he is teachimg, as 1long as s/he presents it in its
authenticity..

Twersky's conception of the teacher emerges from a
different set of assumptions. Here the teacherls persomal
commitment to the code of Jewish law and to its beimg
practiced with deep understanding is of central importamce..
The teacher 1is <c¢learly meant to be a living example of am
attempt to live according to the ideal of the educated Jew
which s/he is inviting the learner to live by. This is the
heart of traditional educatiom. We teach each other te live
by the very standards by which we ourselves aspire to live,
by which our parents aspired to live and by which we want our
children to aspire to live. Consequently,, the walls
separating flamily, educational setting and community break
down here to a certain extemt,, so that in essenw, the
teacher is an agent of continuity aACross and over
generations. Twersky's conceptionm lends much credit te the
impact of living educational examples, claiming that they
provide magnetism, inspiration and itegrity to the
educational ideal which is being transmitted to the learmer..
It is hard not to want to be part of a society which itself
practices what it preaches to you.

Brinker's «conception of the teacher's reole is alse that
of an agent feor Jewish society across and over gemeratiurs,
but in a different way. Living in secular demecratic amd
pluralist Jewish society enables the learner to cheese from
among a diversity of lifestyles, beliefs, and possible inputs
inte Jewish existenmce. Beyond the general invitation
extended by the teacher to the learner to express his/her
natural belenging te Jewish seeiety in terms ef a deepening
familiarity and a real contributiom, the role of the teacher
is net te inspire the student te cheese any particular ene
way of Jewish 1living. Yet, since the challemge of cheosimg
is placed before the learner, Brinker's teacher has the role
of familiarizing the learner with the larger "map of Jewish
existenee™ and giving him/her eritiecal toels apprepriate for
such a deeisiom. This teacher ean play the role of a sert of
tourguide feor the learner as s/he is considering where s/he
wants te ge iA the map of Jewish existemee.,

THE RELATIONSHIP TO MODERN JEWISH EXISTEMCE: For Brimiab,
medern Jewish esxistenee ((i:e. ever the last 200 yeary)) shewld
be the fecal peint ef Jewish study. Unlike in Greenkerq's
coneeptien, whieh meves frem the elassieal eannen threough the
generatiens of Jewish exegesis and enly thep attenpts 9
achiéveé an understanding ef the presemt, for Brimkew, the

ast is relevant enly in that it Reips explain and prevides a

a§is £for actieh in the present. Consequemtly, Ehe diverse
Riste¥ry, €theught and 1literature ef Ethe Hedern peried aie
cent¥atl £e his eurFieulum and eertainly deserve Be 1ess
Serigus attentien than the hiskory, theught and iiterature of
the &1assieal peried. Beth €he Bikle and Ehe Wwritings of



modern Israeli authors are necessary to be appropriately
equipped for the presemt..

Twersky responds to many of the ills of modern human and
Jewish existence by pointing to the movement away from Jewish
traditiom. Accompanied by an exaggerated emphasis on
relativism, materialism, and individualism, modernity has
taken the individual away from basic truths, spiritual values
and social, moral and cultural responsibilities..
Consequently, he emphasizes Jewish traditiomal 1law as an
effective way of preserving these in modern conditiomns..
Unlike Greenberg, he is unwilling to leave the guestion of
practicing halacha open to the individual,, once s/he has been
exposed to 1its conceptual bossiis awdl les egeEarieancsil its
practice in crniim apess. fiorr Theenrsky, @& Jew musstt Bee
imitiated into what generations of Jews have been doing in
order to get in on its discussion (@xceptiom: in the context
of adult education for the non-initiated, he suggests, if
there is reason to assume that it can be effectiwe,, beginning
with philosophic discussions of Judaism). Jewish educatiom
must then continually present the harmony between the

practice of halacha and philosophical trutih. Ittt should Hee
noted that Twersky assumes an openness to and study of
general culture, science, etc. - whiclh, he believes, provide

no threat to halachalh. He believes that a presentation off
halacha as being in harmony waitih pihiillcesaghiic tmtih willll moet
contradict a basic respect for intellectual honesty..

6) 6:00 - 7:00:z DINNER ((Brinker should be invited to eat with
us as soon as he can make it from the university).

7) 7:00 8:9000:x MEETING WITH BRINKER: After being introduced
by Seymour, Brinker would be asked tiw sypeskk foor the first
fifteen minutes in response to specific aspects of
Greenbergls paper (on the basis of guestioms which he will be
given beforehand as a preparatiom) and the remaining time
would be devoted to open discussiom. The purpose of this
encounter would be to experience something of the possikhle
diversity of approaches by getting a pinch of opposition te
Greenberg's paper and a small taste of another authentic
approacih.

A SUMMARY OF THE WHOLE UNIT ON THE EUUNIATEID JEW SHOULD BE
MADE AT THE BEGINNING OF THE NEXT DAY.

IH



