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C O M M U N IT Y : B A L T IM O R E

JE W IS H  P O P U L A T IO N : 92,000
!

_
SU M M A R Y  S T A T E M E N T : Baltimore presents itself as an ideal community because 
of its record of commitment to Jewish Education. THE A SSO C IA T ED ’s Commission on 
Jewish Education has been actively involved in formulating a comprehensive strategic plan 
for the City since 1990 and with the establishment of a Fund for Jewish Education in 1991 
to supplement the annual campaign, Baltimore has made a concrete step forward in its 
efforts to improve and expand educational services.

C U R R E N T  ST A TU S O F  E D U C A T IO N A L  P R O G R A M S : Approximately 80% of 
Baltimore’s youth in the 6-12 age group and 37% of youth in the 13-17 age group are 
currently receiving some form of Jewish schooling. In the past year alone, the City 
witnessed a 10% growth rate in pupil enrollment. Opportunities for children and adults 
include day schools, a Judaic Academy offering intensive programs for post Bar and Bat 
Mitzvah students, and a local Hebrew University offering graduate, undergraduate and 
Continuing Adult Education Programs.

L E A D E R S H IP  AND P L A N N IN G : The Associated Jewish Community Federation of 
Baltimore established a Commission on Jewish Education in 1990 in direct response to 
a mandate in the com m unity’s strategic plan. By the Fall of 1992, the City anticipates 
that it will have completed a comprehensive plan which will address the needs in the four 
priority areas: Jewish Day School Education, Congregational and Communal Religious 
School Education, Higher Jewish Education, and informal Jewish Education.

Chair: LeRoy Hoffberger
Staff: (not addressed)

COMMUNITY: BALTIMORE 

JEWISH POPULATION: 92,000 

SUMMARY STATEMENT: Baltimore presents itself as an ideal community because 
of its record of commitment to Jewish Education. THE ASSOCIATED's Commission on 
Jewish Education has been actively involved in formulating a comprehensive strategic plan 
for the City since 1990 and with the establishment of a Fund for Jewish Education in 1991 
to supplement the annual campaign, Baltimore has made a concrete step forward in its 
efforts to improve and expand educational services. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: Approximately 80% of 
Baltimore's youth in the 6-12 age group and 37% of youth in the 13-17 age group are 
currently receiving some form of Jewish schooling. In the past year alone, the City 
witnessed a 10% growth rate in pupil enrollment. Opportunities for children and adults 
include day schools, a Judaic Academy offering intensive programs for post Bar and Bat 
Mitzvah students, and a local Hebrew University offering graduate, undergraduate and 
Continuing Adult Education Programs. 

LEADERSHIP AND PLANNING: The Associated Jewish Community Federation of 
Baltimore established a Commission on Jewish Education in 1990 in direct response to 
a mandate in the community's strategic plan. By the Fall of 1992, the City anticipates 
that it will have completed a comprehensive plan which will address the needs in the four 
priority areas: Jewish Day School Education, Congregational and Communal Religious 
School Education, Higher Jewish Education, and informal Jewish Education. 

Chair: 
Staff: 

LeRoy Hoffberger 
(not addressed) 



COM M UNITY: ATLANTA 
JE W ISH  PO PU LA TIO N :

SUMMARY STA TEM EN T: Atlanta’s proposal highlights the dramatic growth
undergone by the city’s Jewish community over the last few decades. It points out that 
the funds available to the Federation have also increased significantly. Whereas other 
large cities community campaigns had an average growth rate of 2.9% between 1988 and 
1990, Atlanta’s rate was 13.7%. Federation Endowment Funds grew by 78.1% during that 
same period. The city aspires to be a regional center for Jewish activities.

CU RREN T STATUS OF EDUCATION PROG RAM S: Atlanta currently supports a 
full roster of formal and informal activities, including day schools, supplementary schools 
and high schools and a range of formal and informal activities for youth and adults.

LEA D ERSH IP AND PLANNING: The Council for Jewish Continuity (established 
1992) follows up on the work of the Year 2000 Community Services Task Force which 
commissioned a formal study of Jewish education in 1990. In addition, Atlanta has more 
recently employed Jewish education experts Dr. Chaim Peri and Dr. Adrienne Bank as 
consultants in its planning process. Atlanta has formally articulated several goals, 
including establishing a new agency dedicated to the training and support of educators and 
educational institutions, a new endowment fund specifically for new education programs, 
and the creation of a Jewish Heritage Center housing a Holocaust Center, library, archives, 
and teacher resource center.

Chair: William Schatten, M.D. past President of Atlanta Jewish Federation

Professional staff to be hiredStaff:

COMMUNITY: ATLANTA 
JEWISH POPULATION: 

SUMMARY STATEMENT: Atlanta's proposal highlights the dramatic growth 
undergone by the city's Jewish community over the last few decades. It points out that 
the funds available to the Federation have also increased significantly.. Whereas other 
large cities community campaigns had an average growth rate of 2.9% between 1988 and 
1990, Atlanta's rate was 13.7%. Federation Endowment Funds grew by 78.1 % during that 
same period. The city aspires to be a regional center for Jewish activities. 

CURRENT STATUS OF EDUCATION PROGRAMS: Atlanta currently supports a 
full roster of formal and informal activities, including day schools, supplementary schools 
and high schools and a range of formal and informal activities for youth and adults. 

LEADERSHIP AND PLANNING: The Council for Jewish Continuity (established 
1992) follows up on the work of the Year 2000 Community Services Task Force which 
commissioned a formal study of Jewish education in 1990. In addition, Atlanta has more 
recently employed Jewish education experts Dr. Chaim Peri and Dr. Adrienne Bank as 
consultants in its planning process. Atlanta has formally articulated several goals, 
including establishing a new agency dedicated to the training and support of educators and 
educational institutions, a new endowment fund specifically for new education programs, 
and the creation of a Jewish Heritage Center housing a Holocaust Center, library, archives, 
and teacher resource center. 

Chair: 

Staff: 

William Schatten, M.D. past President of Atlanta Jewish Federation 

Professional staff to be hi red 



COMMUNITY: MILW AUKEE

JEW ISH  PO PU LA TIO N : 28,100

SUMMARY STATEM ENT: Milwaukee continues to demonstrate its commitment to 
Jewish education through its generous funding of educational activities. Milwaukee ranks 
number one among all Group II cities. It has a record of participation in innovative 
national and international programs. The community has a proven record in the areas of 
interdenominational cooperation and cost savings with a single facility housing both an 
Orthodox and a community day school.

CU RRENT STATUS OF EDUCATIONAL PRO G RA M S: Milwaukee supports a full 
range of formal and informal educational activities. The City enjoys one of the highest 
day school enrollment rates in the country.

LEA D ERSH IP AND PLANNING: Milwaukee’s history of assessment and planning 
dates to before 1981 with the completion of an extensive study of education needs and 
services. The community implemented an number of major initiatives in the decade 
which followed and is now poised to confront another set of articulated goals set forth by 
its Task Force on Jewish Education (est. Jan 1991). The Task Force’s primary aims are 
the extension of Jewish learning beyond the Bar/Bat Mitzvah age group, the reduction of 
financial barriers which limit participation in Jewish education, and increased recruitment, 
training and retention of qualified education personnel.

Chair: Stephen Richman, Vice President Milwaukee Jewish Federation and Agency
Relations Chairperson

Staff: With additional funding Lead Community Director is proposed

FINANCIAL RESOURCES: Milwaukee has been seriously effected by changing
demographics and reduced Campaign achievement.

COMMUNITY: MILWAUKEE 

JEWISH POPULATION: 28,100 

SUMMARY STATEMENT: Milwaukee continues to demonstrate its commitment to 
Jewish education through its generous funding of educational activities. Milwaukee ranks 
number one among all Group II cities. It has a record of participation in innovative 
national and international programs. The community has a proven record in the areas of 
interdenominational cooperation and cost savings with a single facility housing both an 
Orthodox and a community day school. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: Milwaukee supports a full 
range of formal and informal educational activities. The City enjoys one of the highest 
day school enrollment rates in the country. 

LEADERSHIP AND PLANNING: Milwaukee's history of assessment and planning 
dates to before 1981 with the completion of an extensive study of education needs and 
services. The community implemented an number of major initiatives in the decade 
which followed and is now poised to confront another set of articulated goals set forth by 
its Task Force on Jewish Education (est. Jan 1991). The Task Force's primary aims are 
the extension of Jewish learning beyond the Bar/Bat Mitzvah age group, the reduction of 
financial barriers which limit participation in Jewish education, and increased recruitment, 
training and retention of qualified education personnel. 

Chair: 

Staff: 

Stephen Richman, Vice President Milwaukee Jewish Federation and Agency 
Relations Chairperson 

With additional funding Lead Community Director is proposed 

FINANCIAL RESOURCES: Milwaukee has been seriously effected by changing 
demographics and reduced Campaign achievement. 



COMMUNITY: OTTAWA

JE W IS H  PO PU LA TIO N : 15,000

SUM MARY STATEM ENT: Ottawa proposes to serve as a model for the smaller, fast 
growing Jewish communities. With large numbers of newcomers arriving from areas with 
larger Jewish populations and consequently greater educational opportunities, the City is 
committed to meeting the needs of this new segment of the population and to integrating 
the established components of Jewish education into a plan for the future.

CU RREN T STATUS OF EDUCATIONAL PRO G RA M S: Among the many
educational opportunities in Ottawa are: day care, day schools, afternoon schools, a Torah 
institute, an evening high school, and an innovative public/private high school, Ariel, that 
is a model for similar programs. The community also supports camps, university 
programming, and a variety of Israel experiences. In addition to providing services to 
small communities in the vicinity, Ottawa’s commitment to Jewish education is reflected 
in its scholarship policy which provides funds so that no Jewish child is denied an 
education for financial reasons.

LEA D ERSH IP AND PLANNING: Ottawa has utilized three studies of community 
needs in the formulation of education policy ־- a long range planning study conducted in 
the mid 1980s, an attitudinal survey done in 1987, and a "special needs" study of its 
community day school. Leadership for the Lead Communities Project would be provided 
by a committee working under the City’s Jewish Community Council. Specific articulated 
goals include: a full service day high school with an Israel semester, expansion of the 
Israel program, continuing education courses at area universities, and programs to enrich 
family education for parents of students in Jewish schools.

Chair: Dr. Maureen Molot, President Jewish Community Council of Ottawa

Staff: Garry Koffman, Executive Director Community Council in conjunction with
senior staff

COMMUNITY: OTTAWA 

JEWISH POPULATION: 15,000 

SUMMARY STATEMENT: Ottawa proposes to serve as a model for the smaller, fast 
growing Jewish communities. With large numbers of newcomers arriving from areas with 
larger Jewish populations and consequently greater educational opportunities, the City is 
committed to meeting the needs of this ne\',: segment of the population and to integrating 
the established components of Jewish education into a plan for the future. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: Among the many 
educational opportunities in Ottawa are: day care, day schools, afternoon schools, a Torah 
institute, an evening high school, and an innovative public/private high school, Ariel, that 
is a model for similar programs. The community also supports camps, university 
programming, and a variety of Israel experiences. In addition to providing services to 
small communities in the vicinity, Ottawa's commitment to Jewish education is reflected 
in its scholarship policy which provides funds so that no Jewish child is denied an 
education for financial reasons. 

LEADERSHIP AND PLANNING: Ottawa has utilized three studies of community 
needs in the formulation of education policy -- a long range planning study conducted in 
the mid 1980s, an attitudinal survey done in 1987, and a "special needs" study of its 
community day school. Leadership for the Lead Communities Project would be provided 
by a committee working under the City's Jewish Community Council. Specific articulated 
goals include: a full service day high school with an Israel semester, expansion of the 
Israel program, continuing education courses at area universities, and programs to enrich 
family education for parents of students in Jewish schools. 

Chair: 

Staff: 

Dr. Maureen Molot, President Jewish Community Council of Ottawa 

Garry Koffman, Executive Director Community Council in conjunction with 
senior staff 



COMMUNITY: PALM BEACHES

JE W IS H  POPU LA TIO N : 76,125

SUM MARY STATEM ENT: In response to a 1987 demographic study which revealed 
that only 20% of Jews in the area identified with the organized community, the Palm 
Beaches began to improve and expand educational opportunities in the community. This 
experience in broad-based planning and program implementation combined with 
demographics similar to many other communities (sun-belt; new; emerging institutions; 
a disproportionately adult population; absence of local Jewish academics) - is the basis for 
the community’s case for the Palm Beaches as an unparalleled opportunity for the CIJE 
to participate in the building of a model of Jewish educational excellence. Priorities focus 
on leadership development, adult and family/intergenerational education, the pre and post 
Bar/Bat Mitzvah experience, and developing effective approaches to engage uninvolved 
Jews.

CU RREN T STATUS OF EDUCATIONAL PRO G RA M S: The Palm Beaches provide 
a range of formal and informal educational programs for children and adults, as well as 
a Jewish Community Campus.

LEA D ERSH IP AND PLANNING: The community has been engaged in educational 
planning since the creation in 1987 of a Task Force on Jewish Education. Responsibility 
for implementing the recommendations of that Task Force was assigned to the 
Commission for Jewish Education (est. Sept. 1990). A Lead Community Committee will 
be formed within the purview of this Commission. Goals for the project have been 
articulated.

Chair: (not addressed)

Staff: Barbara Steinberg, Executive Director of the Commission for Jewish
Education

FIN A N CIA L RESOURCES: The proposal notes that the Palm Beaches has a history 
of strong financial support for Jewish education.

COMMUNITY: PALM BEACHES 

JEWISH POPULATION: 76,125 

SUMMARY STATEMENT: In response to a 1987 demographic study which revealed 
that only 20% of Jews in the area identified with the organized community, the Palm 
Beaches began to improve and expand educational opportunities in the community. This 
experience in broad-based planning and program implementation combined with 
demographics similar to many other communities (sun-belt; new; emerging institutions; 
a disproportionately adult population; absence of local Jewish academics) - is the basis for 
the community's case for the Palm Beaches as an unparalleled opportunity for the CIJE 
to participate in the building of a model of Jewish educational excellence. Priorities focus 
on leadership development, adult and family/intergenerational education, the pre and post 
Bar/Bat Mitzvah experience, and developing effective approaches to engage uninvolved 
Jews. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: The Palm Beaches provide 
a range of formal and informal educational programs for children and adults, as well as 
a Jewish Community Campus. 

LEADERSHIP AND PLANNING: The community has been engaged in educational 
planning since the creation in 1987 of a Task Force on Jewish Education. Responsibility 
for implementing the recommendations of that Task Force was assigned to the 
Commission for Jewish Education (est. Sept. 1990). A Lead Community Committee will 
be formed within the purview of this Comm ission. Goals for the project have been 
articulated. 

Chair: 

Staff: 

(not addressed) 

Barbara Steinberg, Executive Director of the Commission for Jewish 
Education 

FINANCIAL RESOURCES: The proposal notes that the Palm Beaches has a history 
of strong financial support for Jewish education. 



COMMUNITY: RHODE ISLAND

JE W IS H  POPU LA TIO N : 22,000 (including surrounding areas)

SUM MARY STA TEM EN T: Rhode Island’s qualifications for the Lead Communities 
Project include the high degree of cooperation exhibited by agencies and institutions in 
the community, the commitment to Jewish continuity displayed by its Bureau of Jewish 
Education, and the progressive nature of that Bureau — which has long recognized the 
importance of the entire range of Jewish educational programming. Although Rhode 
Island does not have its own Jewish teacher training institution, the community has been 
active this area. In addition, the resources of Brown University’s nationally recognized 
Judaic studies department are available to the community.

CU RREN T STATUS OF EDUCATIONAL PRO G RA M S: Rhode Island supports a 
broad range of education activities and services and is actively involved in implementing 
new initiatives to meet the needs of the community.

LEA D ERSH IP AND PLANNING: Rhode Island’s Jewish education needs have been 
addressed in two recent studies — a "Demographic Study Planning and Utilization 
Committee Report," issued in July of 1989 and a long range planning document, "Facing 
the 90’s," published by the Bureau of Jewish Education after a two year period of research 
and planning. The two documents reported similar findings and gave similar 
recommendations in seven areas: advocacy, general services, school services, recruitment 
and retention of educators, adult education, family education and development. The 
professional leadership of the Lead Communities Project will be provided by the Bureau 
of Jewish Education.

Chair: (not addressed)

(not addressed)Staff:

COMMUNITY: RHODE ISLAND 

JEWISH POPULATION: 22,000 (including surrounding areas) 

SUMMARY STATEMENT: Rhode Island's qualifications for the Lead Communities 
Project include the high degree of cooperation exhibited by agencies and institutions in 
the community, the commitment to Jewish continuity displayed by its Bureau of Jewish 
Education, and the progressive nature of that Bureau -- which has long recognized the 
importance of the entire range of Jewish educational programming. Although Rhode 
Island does not have its own Jewish teacher training institution, the comm unity has been 
active this area. In addition, the resources of Brown University's nationally recognized 
Judaic studies department are available to the community. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: Rhode Island supports a 
broad range of education activities and services and is actively involved in imp1emencing 
new initiatives to meet the needs of the community. 

LEADERSHIP AND PLANNING: Rhode Island's Jewish education needs have been 
addressed in two recent studies -- a "Demographic Study Planning and Utilization 
Committee Report," issued in July of 1989 and a long range planning document, "Facing 
the 90's," published by the Bureau of Jewish Education after a two year period of research 
and planning. The two documents reported similar findings and gave similar 
recommendations in seven areas: advocacy, general services, school services, recruitment 
and retention of educators, adult education, family education and development. The 
professional leadership of the Lead Communities Project will be provided by the Bureau 
of Jewish Education. 

Chair: 

Staff: 

(not addressed) 

(not addressed) 



COMMUNITY: ROCHESTER **

JE W IS H  POPU LA TIO N : 23,000

SUM MARY STATEM ENT: Rochester is currently in the midst of a comprehensive 
community-sponsored education study. Education is already the chief planning priority 
of the City and because a broad-based coalition has already been forged to support the 
work of the study in process. While not wishing to prejudge the outcomes of its study, 
Rochester anticipates that areas of interest will include: personnel; expanding Israel 
opportunities for youth; enhancing early childhood education options; designing new 
models of family education and parallel youth/parent learning opportunities; and 
developing new gateways to Jewish learning for young families.

CU RREN T STATUS OF EDUCATION PROG RAM S: Rochester supports a range of 
formal and informal education programs. New initiatives in Jewish education originate 
from a number of sources, including the Board of Jewish Education and the Jewish Family 
Service.

LEA D ERSH IP AND PLANNING: Rochester is now conducting a massive community 
initiated study of Jewish education. Educational institutions and programs were evaluated 
in a 1976 needs assessment. Project goals have not been specified, however, areas of 
interest in Jewish education have been articulated.

Chair: (not addressed)

Staff: Eleanor Lewin is the chair of the study in process.

COMMUNITY: ROCHESTER • • 

JEWISH POPULATION: 23,000 

SUMMARY STATEMENT: Rochester is currently in the midst of a comprehensive 
community-sponsored education study. Educatjon is already the chief planning priority 
of the City and because a broad-based coalition has already been forged to support the 
work of the study in process. While not wishing to prejudge the outcomes of its study, 
Rochester anticipates that areas of interest will include: personnel; expanding Israel 
opportunities for youth; enhancing early childhood education options; designing new 
models of family education and parallel youth/parent learning opportunities; and 
developing new gateways to Jewish learning for young families. 

CURRENT STATUS OF EDUCATION PROGRAMS: Rochester supports a range of 
formal and informal education programs. New initiatives in Jewish education originate 
from a number of sources, including the Board of Jewish Education and the Jewish Family 
Service. 

LEADERSHIP AND PLANNING: Rochester is now conducting a massive community 
initiated study of Jewish education. Educational institutions and programs were evaluated 
in a 1976 needs assessment. Project goals have not been specified, however, areas of 
interest in Jewish education have been articulated. 

Chair: (not addressed) 

Staff: Eleanor Lewin is the chair of the study in process. 



COMMUNITY: SAN DIEGO

JE W ISH  POPU LA TIO N : 75,000

SUMMARY STATEM ENT: San Diego is an emerging community, with a rapidly 
growing Jewish population typical of Sunbelt cities (23% seniors). The proposal notes 
that the area’s Jewish community is more diverse than most communities, with significant 
numbers of South African, Mexican, Soviet, South American, Iranian and Israeli Jews 
settling in its environs. Although San Diego has built a strong educational and communal 
infrastructure, it lacks cohesiveness (the synagogue affiliation rate is estimated at 25%) 
and strong Jewish identification. The community is actively engaged in reversing these 
trends and looks to the Lead Community Project for national expertise and financial 
support.

CU RREN T STATUS OF EDUCATIONAL PRO G RA M S: San Diego has a strong 
central agency for Jewish education and a wide range of formal and informal programs.

LEA D ERSH IP AND PLANNING: In 1988, San Diego’s Federation undertook a year- 
long intensive priority setting exercise with the following areas identified as fundamental: 
emigre resettlement, in-home care for the elderly, day school education, and outreach 
toward un- or marginally affiliated Jews. At present, the community is forming a Task 
Force on Jewish Continuity with four areas of responsibility delineated. Additional studies 
on Jewish education have been conducted.

Chair: Gloria Stone, Federation Vice President for Long-Range Planning

Staff: Job description prepared for professional to staff Task Force

COMMUNITY: SAN DIEGO 

JEWISH POPUlAT!ON: 75,000 

SUMMARY STATEMENT: San Diego is an emerging community, with a rapidly 
growing Jewish population typical of Sunbell cities (23% seniors). The proposal notes 
that the area's Jewish community is more diverse than most communities, with significant 
numbers of South African, Mexican, Soviet, South American, Iranian and Israeli Jews 
settling in its environs. Although San Diego has built a strong educational and communal 
infrastructure, it lacks cohesiveness (the synagogue affiliation rate is estimated at 25%) 
and strong Jewish identification. The community is actively engaged in reversing these 
trends and looks to the Lead Community Project for national expertise and financial 
support. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: San Diego has a strong 
central agency for Jewish education and a wide range of formal and informal programs. 

LEADERSHIP AND PLANNING: In 1988, San Diego's Federation undertook a year
long intensive priority setting exercise with the following areas identified as fundamental: 
emigre resettlement, in-home care for the elderly, day school education, and outreach 
toward un- or marginally affiliated Jews. At present, the community is forming a Task 
Force on Jewish Continuity with four areas of responsibility delineated. Additional studies 
on Jewish education have been conducted. 

Chair: 

Staff: 

Gloria Stone, Federation Vice President for Long-Range Planning 

Job description prepared for professional to staff Task Force 



CO M M UNITY: SOUTH PALM  BEACH COUNTY

JE W IS H  POPU LA TIO N : 98,000

SUMMARY STATEM ENT: As a Lead Community, South Palm Beach County would 
use its Jewish Community Campus as a focal point for activities, the community points 
to the creation of this campus as tangible evidence of the area’s cooperative spirit and 
commitment to education. While the federation is only twelve years old, funds sufficient 
to build a campus with two schools, as well as cultural, health and social service facilities 
for the entire community were raised.

CU RREN T STATUS OF EDUCATIONAL PRO G RA M S: South Palm Beach County 
supports a wide range of formal and informal education activities. The Federation 
guarantees a Jewish education to any child who requests it and provides subsidies to 
participants in recognized youth Israel trips.

LEA D ERSH IP AND PLANNING: A Lead Community Committee has been selected.

Chair: Barry Podolsky, former executive director of a JCC, chairman designate
Jewish Education Committee of the Federation

Full time professional would be designatedStaff:

COMMUNITY: SOUTH PALM BEACH COUNTY 

JEWISH POPULATION: 98,000 

SUMMARY STATEMENT: As a Lead Community, South Palm Beach County would 
use its Jewish Community Campus as a focal point for activities, the community points 
to the creation of this campus as tangible evidence of the area's cooperative spirit and 
commitment to education. While the federation is only twelve years old, funds sufficient 
to build a campus with two schools, as well as cultural, health and social service facilities 
for the entire community were raised. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: South Palm Beach County 
supports a wide range of formal and informal education activities. The Federation 
guarantees a Jewish education to any child who requests it and provides subsidies to 
participants in recognized youth Israel trips. 

LEADERSHIP AND PLANNING: A Lead Community Committee has been selected. 

Chair: 

Staff: 

Barry Podolsky, former executive director of a JCC, chairman designate 
Jewish Education Committee of the Federation 

Full time professional would be designated 



COMMUNITY: SUFFOLK COUNTY, NEW YORK

JE W ISH  POPULATION: 98,000

SUMMARY STATEM ENT: The UJA-Federation of Greater New York recommends 
Suffolk County as a candidate for the Lead Communities Project as it sees the region (and 
the problems confronting its Jewish community) as more closely resembling the rest of 
the country. A significantly lower percentage of Jews in Suffolk, as compared to the other 
seven counties in UJA-Federation’s service area, attend synagogue regularly, or participate 
in other activities associated with strong Jewish identification. The County, however, 
enjoys the care and attention of the Greater New York Federation, as well as the 
commitment of professional and lay leaders in Suffolk to revitalizing Jewish life in the 
area.

CU RREN T STATUS OF EDUCATIONAL PRO G RA M S: Suffolk County is home 
to a wide range of educational programs and related services. In the last decade, leaders 
have managed to turn weaknesses — such as an inability to attract supplemental school 
teachers -־ into strong assets -  like the Morasha Teacher Training Program, which trains 
lay leaders to become teachers.

LEA D ERSH IP AND PLANNING: In addition to numerous other evaluations, Suffolk 
County is currently involved in strategic planning conducted by the Greater New York 
UJA-Federation. Dr. David Schluker of JESNA has been engaged to assess the needs for 
central educational services. A two-stage process consisting of an initial planning phase 
followed by a period of final planning and implementation has been delineated, with 
guiding principles and seven specific objectives identified.

Chair: Lynn Korda Krull, Chair of the Strategic Planning Committee Subcommittee
on the Continuity of the Jewish Community

Staff: Dr. David Shluker, JESNA, and other UJA and BJE representatives Suffolk
based Director to be hired

COMMUNITY: SUFFOLK COUNTY, NEW YORK 

JEWISH POPULATION: 98,000 

SUMMARY STATEMENT: The UJA-Federation of Greater New York recommends 
Suffolk County as a candidate for the Lead Communities Project as it sees the region (and 
the problems confronting its Jewish community) as more closely resembling the rest of 
the country. A significantly lower percentage of Jews in Suffolk, as compared to the other 
seven counties in UJA-Federation•s service area, attend synagogue regularly, or participate 
in other activities associated with strong Jewish identification. The County, however, 
enjoys the care and attention of the Greater New York Federation, as well as the 
comm itment of professional and lay leaders in Suffolk to revitalizing Jewish life in the 
area. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: Suffolk: County is home 
to a wide range of educational programs and related services. In the last decade, leaders 
have managed to turn weaknesses -- such as an inability to attract supplemental school 
teachers -- into strong assets -- like the Morasha Teacher Training Program, which trains 
lay leaders to become teachers. 

LEADERSHIP AND PLANNING: In addition to numerous other evaluations, Suffolk 
County is currently involved in strategic planning conducted by the Greater New York 
UJA-Federation. Dr. David Schluker of JESNA has been engaged to assess the needs for 
central educational services. A two-stage process consisting of an initial planning phase 
followed by a period of final planning and implementation has been delineated, with 
guiding principles and seven specific objectives identified. 

Chair: 

Staff: 

Lynn Korda Krull, Chair of the Strategic Planning Committee Subcommittee 
on the Continuity of the Jewish Community 

Dr. David Shluker, JESNA, and other UJA and BJE representatives Suffolk 
based Director to be hired 



COMMUNITY: TORONTO

JE W IS H  PO PU LA TIO N : 140,000

SUM MARY STATEM ENT: Toronto points to its excellent and diverse system of day 
schools and highly successful UJA campaigns as tangible evidence of the City’s 
commitment to Jewish identity and continuity. Yet, Toronto’s communal leaders remain 
concerned about the significant proportion of area youth who do not receive an extended 
and intensive Jewish educational experience. Initiatives under consideration include: 
strengthening the Federation’s links with community institutions especially synagogues, 
enhancement and better coordination of Jewish education outside days schools, and family 
life education approaches. Toronto hopes to benefit from CIJE’s expertise and 
involvement to keep momentum building and to mobilize broader lay support for these 
initiatives.

CU RREN T STATUS OF EDUCATIONAL PRO G RA M S: Toronto supports an
extensive range of formal and informal education programs for youth and adults. An 
estimated 90% of all youth receive some type of formal Jewish education at a point in 
their lives.

LEA D ERSH IP AND PLANNING: Toronto’s Federation and Board of Jewish Education 
have undertaken several studies related to Jewish education in recent years. The proposal 
lists nine, including evaluations of day and supplemental schools, and community 
attitudinal studies. A Commission on Jewish Education is now at work with several 
approaches under consideration. A standing committee would be selected if Toronto is 
chosen as a finalist in the Lead Communities Project.

Chair: (not addressed)

(not addressed)Staff:

COMMUNITY: TORONTO 

JEWISH POPUlATION: 140,000 

SUM~1ARY STATEMENT: Toronto points to its excellent and diverse system of day 
schools and highly successful UJA campaigns as tangible evidence of the City's 
commitment to Jewish identity and continuity. Yet, Toronto's communal leaders remain 
concerned about the significant proportion of area youth who do not receive an extended 
and intensive Jewish educational experience. Initiatives under consideration include: 
strengthening the Federation's links with community institutions especially synagogues, 
enhancement and better coordination of Jewish education outside days schools, and family 
life education approaches. Toronto hopes to benefit from CUE's expertise and 
involvement to keep momentum building and to mobilize broader lay support for these 
initiatives. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: Toronto supports an 
extensive range of formal and informal education programs for youth and adults. An 
estimated 90% of all youth receive some type of formal Jewish education at a point in 
their lives. 

LEADERSHIP AND PlANNING: Toronto's Federation and Board of Jewish Education 
have undertaken several studies related to Jewish education in recent years. The proposal 
lists nine, including evaluations of day and supplemental schools, and community 
attitudinal studies. A Commission on Jewish Education is now at work with several 
approaches under consideration. A standing committee would be selected if Toronto is 
chosen as a finalist in the Lead Communities Project. 

Chair: 

Staff: 

(not addressed) 

( not addressed) 



COMMUNITY: VANCOUVER

JE W IS H  PO PU LA TIO N : 20,000

SUM MARY STA TEM EN T: Having just completed a major study on the state of Jewish 
education in the community, Vancouver’s communal leadership is well aware of the need 
to expand and improve opportunities for all ages. Implementation of recommendations 
evolving out of the education study has begun, with the community also undertaking a 
priority setting exercise which will involve all Federation constituent agencies. As these 
two projects come together, Vancouver is poised for a major educational initiative. A 
comprehensive effort is particularly appropriate for Vancouver as the City has the highest 
rate of intermarried households in Canada ־־ 36% ־־  and has come to be regarded by 
Canadian Jewry as the city to come to in order to hide from one’s background.

CU RREN T STATE OF EDUCATIONAL PRO G RA M S: Vancouver supports a full 
range of formal and informal programs for children and adults. Although 20% of the 
area’s Jewish population is below the age of 15 (4,000), only one-third are currently 
enrolled in any form of Jewish education, day or supplementary.

LEA D ERSH IP AND PLANNING: As stated above, Vancouver has just completed a 
year long survey of the state of Jewish education conducted by a Task Force on Jewish 
Education. Of the five areas studied, leadership believes three to be appropriate to the 
concept of a Lead Community — teacher professional development, the formation of a 
Coordinating Council for Adult Education, and the creation of a central service agency to 
act as a model and resource for local schools.

Chair: Steering Committee designated

Director would be appointedStaff:

COMMUNITY: VANCOUVER 

JEWISH POPULATION: 20,000 

SUMMARY STATEMENT: Having just completed a major study on the state of Jewish 
education in the community, Vancouver's communal leadership is well aware of the need 
to expand and improve opportunities for all ages. Implementation of recommendations 
evolving out of the education study has begun, with the community also undertaking a 
priority setting exercise which will involve all Federation constituent agencies. As these 
two projects come together, Vancouver is poised for a major educational initiative. A 
comprehensive effort is particularly appropriate for Vancouver as the City has the highest 
rate of intermarried households in Canada -- 36% -- and has come to be regarded by 
Canadian Jewry as the city to come to in order to hide from one's background. 

CURRENT STATE OF EDUCATIONAL PROGRAMS: Vancouver supports a full 
range of formal and informal programs for children and adults. Although 20% of the 
area's Jewish population is below the age of 15 (4,000), only one-third are currently 
enrolled in any form of Jewish education, day o r supplementary. 

LEADERSHIP AND PLANNING: As stated above, Vancouver has just completed a 
year long survey of the state of Jewish education conducted by a Task Force on Jewish 
Education. Of the five areas studied, leadership believes three to be appropriate to the 
concept of a Lead Community -- teacher prof,essional development, the formation of a 
Coordinating Council for Adult Education, and the creation of a central service agency to 
act as a model and resource for local schools. 

Chair: 

S taff: 

Steering Committee designated 

Director would be appointed 



COMMUNITY: WASHINGTON D.C.

JE W ISH  PO PU LA TION:

SUMMARY STA TEM EN T: Washington points to ten indicators, including its history 
of promoting, funding and developing high quality educational approaches, its tradition 
of organized professional and lay cooperation, and the existence of ongoing planning 
initiatives, as ample evidence of its commitment to a communal vision. The community 
has also defined several principles which will guide its approach to the Lead Communities 
Project. These principles are, in part, designed to ensure that innovations and new 
partnerships growing out of the project will be continued in Greater Washington, as well 
as in areas replicated Washington’s models, after the formal CUE partnership ends.

CU RREN T STATUS OF EDUCATIONAL PRO G RA M S: The Greater Washington 
community has an extensive and extremely wide variety of educational agencies and 
programs.

LEA D ERSH IP AND PLANNING: Washington proposes that its approach be viewed 
as both a continuation and culmination of multi-year community assessments, educational 
surveys, and organizational refinements. Leadership for the Lead Community Project has 
been designation and guiding principles articulated.

Chair: Phyllis Margolius, Chair Federation Resettlement Committee and
Endowment Fund’s Grant Committee

Staff: Robert Hyfler, Director Budget and Planning, UJA Fed.
Chaim Lauer, Exec Director, Board of Jewish Education 
Elaine Mann, Assistant Director, JCC of Greater Washington 
Rabbi Jeffrey Wohlberg, President, Washington Board of Rabbis

COMMUNITY: WASHINGTON D.C. 

JEWISH POPULATION: 

SUMMARY STATEMENT: Washington points to ten indicators, including its history 
of promoting, funding and developing high quality educational approaches, its tradition 
of organized professional and lay cooperation, and the existence of ongoing planning 
initiatives, as ample evidence of its commitment to a communal vision. The community 
has also defined several principles which will guide its approach to the Lead Communities 
Project. These principles are, in part, designed to ensure that innovations and new 
partnerships growing out of the project will be continued in Greater Washington, as well 
as in areas replicated Washington's models, after the formal CIJE partnership ends. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: The Greater Washington 
community has an extensive and extremely wide variety of educational agencies and 
programs. 

LEADERSHIP AND PLANNING: Washington proposes that its approach be viewed 
as both a continuation and culmination of multi-year community assessments, educational 
surveys, and organizational refinements. Leadership for the Lead Community Project has 
been designation and guiding principles articulated. 

Chair: Phyll is Margolius, Chair Federation Resettlement Committee and 
Endowment Fund's Grant Committee 

Staff: Robert Hyfler, Director Budget and Planning, UJA Fed. 
Chaim Lauer, Exec Director, Board of Jewish Education 
Elaine Mann, Assistant Director, JCC of Greater Washington 
Rabbi Jeffrey Wahlberg, President, Washington Board of Rabbis 

I 



COMMUNITY: WINNIPEG

JEW ISH  POPU LA TIO N : 15,350

SUMMARY STATEM ENT: Since the mid 1980’s, Winnipeg’s Jewish community has 
been engaged in a planning process which recognizes the need for change and continuous 
self-evaluation. The commitment to build a new Jewish Community Campus following 
a multi-disciplinary model is indicative not only of Winnipeg’s ability to forge forward- 
looking partnerships within the Jewish community, but also of the City’s ability to raise 
the funds necessary to support Jewish education. Winnipeg’s proposal includes a number 
of proposed and realized initiatives which incorporate the use of new technologies such 
as computers and satellite link-up for networking with other communities.

CU RRENT STATUS OF EDUCATIONAL PRO G RA M S: Winnipeg’s array of Jewish 
education programs includes a unique Hebrew/bilingual program in the public schools.

LEA D ERSH IP AND PLANNING: Winnipeg has been the subject of several studies 
enumerating community needs. A number of professional consultants have been engaged, 
including Dr. Gary Tobin and Touche Ross. The proposal incorporates a ten point 
program overview of Winnepeg’s agenda. A small planning committee has been 
identified to develop the Lead Community Project.

Chair: (not addressed)

Director’s position anticipatedStaff:

COMMUNITY: WINNIPEG 

JEWISH POPULATION: 15,350 

SUM!\1ARY STATEI\1ENT: Since the mid 1980's, Winnipeg's Jewish community has 
been engaged in a planning process which recognizes the need for change and continuous 
self-evaluation. The commitment to build a new Jewish Community Campus following 
a multi-disciplinary model is indicative not only of Winnipeg's ability to forge forward
looking partnerships within the Jewish community, but also of the City's ability to raise 
the funds necessary to support Jewish education. Winnipeg's proposal includes a number 
of proposed and realized initiatives which incorporate the use of new technologies such 
as computers and satellite link-up for networking with other communities. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: Winnipeg's array of Jewish 
education programs includes a unique Hebrew/bilingual program in the public schools. 

LEADERSHIP AND PLANNING: Winnipeg has been the subject of several studies 
enumerating community needs. A number of professional consultants have been engaged, 
including Dr. Gary Tobin and Touche Ross. The proposal incorporates a ten point 
program overview of Winnepeg's agenda. A small planning committee has been 
identified to develop the Lead Community Project. 

Chair: (not addressed) 

Staff: Director's position anticipated 



COMMUNITY: OAKLAND (GREATER EAST BAY)

JE W ISH  POPULATION: 60,000

SUMMARY STATEM ENT: Oakland considers the commitment and capability of its 
professional and lay leaders and the strong established infrastructure for Jewish community 
and education as assets which make the area ideally suited to participate in the Lead 
Communities Project. The area has confronted the challenges posed by increasing rates 
of intermarriage and assimilation and recognizes the need for aggressive remedial actions. 
Oakland has adopted the themes of "Jewish continuity and involvement" as guiding 
principles for future activities and as a lead community would focus on accessibility to 
Jewish education, instructional quality and comprehensive planning.

CU RRENT STATUS OF EDUCATIONAL PROGRAM S: Oakland supports numerous 
formal and informal educational activities: they include a full-service accredited Jewish 
museum and an adult education wing, Lehrhaus Judaica. The impact of youth groups in 
the area is felt to be limited but compensated for by the informal programs offered by the 
Midrashot/AJE.

LEA D ERSH IP AND PLANNING: The renaissance of Jewish education in the Greater 
East Bay began in 1983 with the convening of a Federation-guided task force. Remedial 
measures were undertaken and assessed again in 1989 as the community faced new 
challenges posed by Soviet emigration. A special committee would be created to launch 
and administer the Lead Communities Project which would focus on the three identified 
areas: accessibility, instructional quality and comprehensive educational planning. The 
community was studied by Gary Tobin and Sharon Sassler in 1988.

Chair: Chosen from past Federation presidents

(not addressed)Staff:

COMMUNITY: OAKLAND (GREATER EAST BAY) 

JEWISH POPULATION: 60,000 

SUMMARY STATEMENT: Oakland considers the commitment and capability of its 
professional and lay leaders and the strong established infrastructure for Jewish community 
and education as assets which make the area ideally suited to participate in the Lead 
Communities Project. The area has confronted the challenges posed by increasing rates 
of intermarriage and assimilation and recognizes the need for aggressive remedial actions. 
Oakland has adopted the themes of "Jewish continuity and involvement" as guiding 
principles for future activities and as a lead community would focus on accessibility to 
Jewish education, instructional quality and comprehensive planning. 

CURRENT STATUS OF EDUCATIONAL PROGRM1S: Oakland supports numerous 
formal and informal educational activities: they include a full-service accredited Jewish 
museum and an adult education wing, Lehrhaus Judaica. The impact of youth groups in 
the area is felt to be limited but compensated for by the informal programs offered by the 
Midrashot/ AJE. 

LEADERSHIP AND PLANNING: The renaissance of Jewish education in the Greater 
East Bay began in 1983 with the convening of a Federation-guided task force. Remedial 
measures were undertaken and assessed again in 1989 as the community faced new 
challenges posed by Soviet emigration. A special committee would be created to launch 
and administer the Lead Communities Project which would focus on the three identified 
areas: accessibility, instructional quality and comprehensive educational planning. The 
community was studied by Gary Tobin and Sharon Sassler in 1988. 

Chair: Chosen from past Federation presidents 

Staff: (not addressed) 



COMMUNITY: BOSTON

JE W IS H  PO PU LA TIO N : 200,000

SUMMARY: Boston’s proposal highlights the city’s rich educational resources with a 
demonstrated commitment to strengthening its Jewish identity. Fortunate to have a model 
central agency for Jewish education headed by an outstanding educator, a fine Hebrew 
College and college campuses, as well as established congregations within its midst, 
Boston’s CJP proposes to use these as a means of reaching out to its Jewish population 
with formal and informal activities designed to enhance and expand every student’s Jewish 
educational experience.

CU RREN T STATUS OF ED UCATIONAL PROG RAM S: Boston has an extensive 
array of formal and informal programs now serving its Jewish population. The 
community enjoys access to the intellectual and physical resources offered by 
distinguished universities such as Brandeis, Harvard, and Tufts. A Passport to Israel 
program is currently in place.

Participation Rates (per Jewish Population)
Early Childhood:
Day School:
Supplemental Schools:
Post High School
TOTAL YOUTH PARTICIPATION:

LEA D ERSH IP AND PLANNING: The Commission on Jewish Continuity (est. 1990), 
which continues the five-year effort of the City’s Task Force on Supplementary Jewish 
Education, has articulated several preliminary goals as part of its in-depth study of 
community needs and resources. They include teacher training and placement, an 
expanded Passport to Israel program, increased activity on college campuses, and better 
integration of college seniors into the broader Jewish community. Further, Boston’s 
Jewish population has already been the subject of demographic and academic study and 
its respective congregations and agencies have a proven record of successfully working 
together.

Chair: Mark Goldweitz, CJP leader; Irving Goldweitz, Pres. Northeast Council of
the Union of American Hebrew Congregations 

Staff: Rabbi Barbara Penzner

COMMUNITY: BOSTON 

JEWISH POPULATION: 200,000 

SUMMARY: Boston's proposal highlights the city's rich educational resources with a 
demonstrated commitment to strengthening its Jewish identity. Fortunate to have a model 
central agency for Jewish education headed by an outstanding educator, a fine Hebrew 
College and college campuses, as well as established congregations within its midst, 
Boston's CJP proposes to use the:;e as a means of reaching out to its Jewish population 
with formal and informal activities designed to enhance and expand every student's Jewish 
educational experience. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: Boston has an extensive 
array of formal and informal programs now serving its Jewish population. The 
community enjoys access to the intellectual and physical resources offered by 
distinguished universities such as Brandeis, Harvard, and Tufts. A Passport to Israel 
program is currently in place. 

Participation Rates (per Jewish Population) 
Early Childhood: 
Day School: 
Supplemental Schools: 
Post High School 
TOTAL YOUTH PARTICIPATION: 

LEADERSHIP AND PLANNING: The Commission on Jewish Continuity (est. 1990), 
which continues the five-year effort of the City's Task Force on Supplementary Jewish 
Education, has articulated several preliminary goals as part of its in-depth study of 
community needs and resources. They include teacher train ing and placement. an 
expanded Passport to Israel program. increased activitv on college campuses, and better 
integration of college seniors into the broader Jewish community. Further, Boston's 
Jewish population has already been the subject of demographic and academic study and 
its respective congregations and agencies have a proven record of successfully working 
together. 

Chair: 

Staff: 

Mark Goldweitz, CJP leader; Irving Goldweitz, Pres. Northeast Council of 
the Union of American Hebrew Congregations 
Rabbi Barbara Penzner 



COMMUNITY: COLUMBUS

JEWISH POPULATION: 16,650

SUMMARY STATEMENT: Over four years ago the Jewish community of Columbus
acknowledged that it faced a crisis in identity and continuity and that educational innovations 
were needed in order to revitalize the community. Accordingly, the Columbus Jewish Federation 
allocated $250,000, to create a new Special Fund for Jewish Education and a Committee on 
Jewish Identity and Continuity. Despite financial pressures, the Committee fulfilled its mandate, 
establishing working relationships between the Federation, Jewish Community Center, 
congregations and schools with the goal of developing effective new educational programs.

CURRENT STATUS OF EDUCATIONAL PROGRAMS: Columbus projects that its
population of school age children will increase substantially over the next decade. The 
community supports pre schools, formal and informal Jewish education programs for youth and 
adults, as well as two teen Israel programs.

LEADERSHIP AND PLANNING: The Columbus Jewish Federation’s Committee on Jewish 
Identity and Continuity has been at work for over four years. The Commission on Jewish 
Education was established in the Fall of 1991, would guide the Lead Community Project. Three 
target groups have been identified — families with young children, post Bar/Bat Mitzvah youth 
through young adults, and personnel in Jewish education. Strategies already implemented include 
creating the position of Community Coordinator for Jewish Education and funding for Binyan, 
the Council of Jewish Youth Groups.

Chair: Bernard K. Yenkin, Secretary of the Jewish Education Service of North America
(JESNA)

Staff: Jeffrey Lasday, Community Coordinator for Jewish Education

FINANCIAL RESOURCES: The proposal points out that Columbus is home to three
philanthropic families, the Meltons, Schottensteins and Wexners, whose generosity to Jewish 
education is nationally recognized.

COMMUNITY: COLUMBUS 

JEWISH POPULATION: 16,650 

SUMMARY STATEMENT: Over four years ago the Jewish community of Columbus 
acknowledged that it faced a crisis in identity and continuity and that educational innovations 
were needed in order to revitalize the community. Accordingly, the Columbus Jewish Federation 
allocated $250,000, to create a new Special Fund for Jewish Education and a Committee on 
Jewish Identity and Continuity. Despite financial pressures, the Committee fulfilled its mandate, 
establishing working relationships between the Federation, Jewish Community Center, 
congregations and schools with the goal of developing effective new educational programs. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: Columbus projects that its 
population of school age children will increase substantially over the next decade. The 
community supports pre schools, formal and informal Jewish education programs for youth and 
adults, as well as two teen Israel programs. 

LEADERSHIP AND PLANNING: The Columbus Jewish Federation 's Committee on Jewish 
Identity and Continuity has been at work for over four years. The Commission on Jewish 
Education was established in the Fall of 1991, would guide the Lead Community Project. Three 
target groups have been identified -- families with young children, post Bar/Bat Mitzvah youth 
through young adults, and personnel in Jewish education. Strategies already implemented include 
creating the position of Community Coordinator for Jewish Education and funding for Binyan, 
the Council of Jewish Youth Groups. 

Chair: 

Staff: 

Bernard K. Yenkin, Secretary of the Jewish Education Service of North America 
(JESNA) 

Jeffrey Lasday, Community Coordinator for Jewish Education 

FINANCIAL RESOURCES: The proposal points out that Columbus is home to three 
philanthropic families, the Meltons, Schottensteins and Wexners, whose generosity to Jewish 
education is nationally recognized. 



COMMUNITY: DALLAS

JE W IS H  POPU LA TIO N :

SUM MARY STATEM ENT: Not on the institutions and agencies already in place in the 
city, Dallas presents its community as a site that offers the CIJE a "clean slate" without 
entrenched constituencies or bureacracies. Dallas is typical of most communities in that 
it includes some large, well-established congregations, yet it has many characteristics of 
a developing community. Dallas, like most communities, does not have a Jewish teacher 
training institution or a university Department of Judaica. The expertise that CIJE would 
bring to Dallas would enrich the community’s educational resources.

CU RREN T STATUS OF ED UCATION PROG RAM S: Dallas has a range of formal 
and informal Jewish education activities for children and adults.

LEA D ERSH IP AND PLANNING: Dallas’s Jewish community and Jewish education 
have been the subject of at least four studies. A demographic study conducted by Dr. 
Gary Tobin for the Dallas Federation in August, 1990 provided relevant data for the 
Jewish Education Committee’s current work on a long range strategic plan.

Chair: Dr. Stephanie Hirsch, Associate Director of the National Staff Development
Council

Staff: Additional staff to be hired if selected Director of Federation Jewish
Education Department to lead project

FIN A N CIA L RESOURCES: Proposal notes that members of the Education Committee 
includes several individuals who "mav be inclined to support the efforts of the Committee 
through grants from their personal foundations."

COMMUNITY: DALLAS 

JEWISH POPULATION: 

SUMMARY STATEMENT: Not on the institutions and agencies already in place in the 
city, Dallas presents its community as a site that offers the CIJE a "clean slate" without 
entrenched constituencies or bureacracies. Dallas is typical of most communities in that 
it includes some large, well-established congregations, yet it has many characteristics of 
a developing community. Dallas, like most communities, does not have a Jewish teacher 
training institution or a university Department of Judaica. The expertise that CIJE would 
bring to Dallas would enrich the community's educational resources. 

CURRENT STATUS OF EDUCATION PROGRAMS: Dallas has a range of formal 
and informal Jewish education activities for children and adults. 

LEADERSHIP AND PLANNING: Dallas's Jewish community and Jewish education 
have been the subject of at least four studies. A demographic study conducted by Dr. 
Gary Tobin for the Dallas Federation in August, 1990 provided relevant data for the 
Jewish Education Committee's current work on a long range strategic plan. 

Chair: 

Staff: 

Dr. Stephanie Hirsch, Associate Director of the National Staff Development 
Council 

Additional staff to be hired if selected Director of Federation Jewish 
Education Department to lead project 

FINANCIAL RESOURCES: Proposal notes that members of the Education Committee 
includes several individuals who "mav be inclined to support the efforts of the Committee 
through grants from their personal foundat ions." 



COMMUNITY: DENVER

JE W IS H  PO PU LA TIO N : 45,000

SUMMARY STA TEM EN T: In the past twenty years Denver has seen phenomenal 
growth in Jewish activities with local families returning to their religious roots. The city 
sees its recent history running counter to the general trend toward assimilation among 
second and third generation Jews. During this period, Denver’s Jewish community has 
developed broad-based coalitions — not only among agencies and institutions within the 
City — but with national counterparts as well.

CU RREN T STATUS OF EDUCATIONAL PROG RAM S: Educational opportunities 
include early childhood programs, day and synagogue schools, special education programs, 
informal youth programs including camps and Israel trips and activities designed for 
college students and adults. Denver also supports the Mizel Jewish Museum and a weekly 
Jewish newspaper.

LEA D ERSH IP AND PLANNING: Denver’s Allied Jewish Federation convened an 
Education Task Force in 1988 to assess the educational needs of the community. More 
recently, a Lead Communities Project Committee was formed under the auspices of the 
Federation and the Central Agency for Jewish Agency. The completed report of the 
Education Task Force included concrete suggestions for the improvement of Jewish 
education on every level including teacher training, increased scholarship fund for day 
schools, centralized cooperative functions (e.g. training programs, purchasing, shared 
administrators) and improved marketing of Jewish education to teens.

COMMUNITY: DENVER 

JEWISH POPULATION: 45,000 

SUMMARY STATEMENT: In the past twenty years Denver has seen phenomenal 
growth in Jewish activities with local families returning to their religious roots. The city 
sees its recent history running counter to the general trend toward assimilation among 
second and third generation Jews. During this period, Denver 's Jewish community has 
developed broad-based coalitions -- not only among agencies and institutions within the 
City -- but with national counterparts as well. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: Educational opportunities 
include early childhood programs, day and synagogue schools, special education programs, 
informal youth programs including camps and Israel trips and activities designed for 
college students and adults. Denver also supports the Mizel Jewish Museum and a weekly 
Jewish newspaper. 

LEADERSHIP AND PLANNING: Denver's Allied Jewish Federation convened an 
Education Task Force in 1988 to assess the educational needs of the community. More 
recently, a Lead Communities Project Committee was formed under the auspices of the 
Federation and the Central Agency for Jewish Agency. The completed report of the 
Education Task Force included concrete suggestions for the improvement of Jewish 
education on every level including teacher training, increased scholarship fund for day 
schools, centralized cooperative functions (e.g. training programs, purchasing, shared 
administrators) and improved marketing of Jewish education to teens. 



COMMUNITY: HARTFORD

JE W IS H  PO PU LA TIO N : 26,000

SUMMARY STA TEM EN T: The Hartford Jewish community sees as its challenge 
finding a way to live meaningful contemporary Jewish lives that ensure that Jewish 
identity and heritage will be passed on to future generations. With a 60% rate of 
synagogue affiliation and an endowment that has grown from $3M to 14M in seven years, 
Hartford has demonstrated its support and encouragement for programs to promote Jewish 
continuity.

C U RREN T STATUS OF EDUCATIONAL PRO G RA M S: The Federation’s
Commission on Jewish Education (est. 1984) works closely with the area’s day schools, 
Hebrew High School, Jewish Community Center, youth groups and representatives from 
the synagogues, schools and agencies with programs in adult, early childhood and family 
education. The Commission sponsors a branch of the Boston Hebrew College, a resource 
center and library, and provides support services for other programs.

LEA D ERSH IP AND PLANNING: The Federation established (Jan. 1992) a Jewish 
Continuity Task Force made up of sixty individuals representing the broad totality of the 
community. The Community has previously been the subject of three studies — a 1975 
self study of the Federation, a 1983 demographic study, and a 1990 market research study. 
An analysis of the current system with respect to the integration of formal and informal 
educational efforts, is planned. The Task Force will develop programs, as well as lay and 
professional leadership to achieve its goals.

Chair: Maurice Greenberg, Board Member of the Council of Jewish Federations
and founder of the Maurice Greenberg Center for Judaic Studies at the 
University of Hartford

Staff: Cindy Chazan, Assistant Executive Director of the Jewish Federation of
Greater Hartford
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SUMMARY STATEMENT: The Hartford Jewish community sees as its challenge 
finding a way to live meaningful contemporary Jewish lives that ensure that Jewish 
identity and heritage will be passed on to future generations. With a 60% rate of 
synagogue affiliation and an endowment that has grown from $3M to 14M in seven years, 
Hartford has demonstrated its support and encouragement for programs to promote Jewish 
continuity. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: The Federation's 
Commission on Jewish Education (est. 1984) works closely with the area's day schools, 
Hebrew High School, Jewish Community Center, youth groups and representatives from 
the synagogues, schools and agencies with programs in adult, early childhood and family 
education. The Commission sponsors a branch of the Boston Hebrew College, a resource 
center and library, and provides support services for other programs. 

LEADERSHIP AND PLANNING: The Federation established (Jan. 1992) a Jewish 
Continuity Task Force made up of sixty individuals representing the broad totality of the 
community. The Comm unity has previously been the subject of three studies -- a 1975 
self study of the Federation, a 1983 demographic study, and a 1990 market research study. 
An analysis of the current system with respect to the integration of formal and informal 
educational efforts, is planned. The Task Force will develop programs, as well as lay and 
professional leadershi? to achieve its goals. 

Chair: 

Staff: 

Maurice Greenberg, Board Member of the Council of Jewish Federations 
and founder of the Maurice Greenberg Center for Judaic Studies at the 
University of Hartford 

Cindy Chazan, Assistant Executive Director of the Jewish Federation of 
Greater Hartford 



COMMUNITY: KANSAS CITY

JE W IS H  POPU LA TIO N : 19,100

SUMMARY STA TEM EN T: Guided by the themes of continuity, affiliation and identity, 
Kansas City has already demonstrated its communal commitment to the future of Judaism 
through the building of a Jewish Community Campus to house its agencies, including the 
Jewish Community Center, Federation, Jewish Family and Children Services, Jewish 
Vocational Services, Menorah Medical Clinic, and Hyman Brand Jewish Day School. The 
City is aware of the problems which confront it and has a growing community foundation 
for the endowment of innovative programming.

CU RREN T STATUS OF EDUCATIONA L PRO G RA M S: Kansas City supports a full 
range of formal and informal educational activities for children and adults. A 1986 
demographic study determined that the proportion of Jews that had received a Jewish 
education approached 95% and that 52% of households belonged to a synagogue or 
temple.

LEA D ERSH IP AND PLANNING: The acknowledged focus for all community planning 
activity is the Commission on Jewish Continuity, Identity, and Affiliation (est. Jan. 1992) 
and it is this body that would guide the lead community project. Three fundamental goals 
have been identified for the Commission — "Jewish Renewal, Community Covenant, and 
Jewish Community United 2000" (a complete examination of the City’s needs and 
priorities). Kansas City has been the subject of previous studies, including a 1986 
demographic study by Dr. Gary Tobin. Further, a 1989 self-assessment conducted by 
beneficiary agencies of the Federation resulted in improvements such as the establishment 
of a Jewish Parenting Center and expansion of student enrichment programs such as Israel 
trips and Panim el Panim.

Chair: Jeanette Wishna, active community leader

Staff: Responsibility to be shared by Director of Community Planning and
Executive Director of Central Agency for Jewish Education — Lead 
Community Director under consideration
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SUMMARY STATEMENT: Guided by the themes of continuity, affiliation and identity, 
Kansas City has already demonstrated its communal commitment to the future of Judaism 
through the building of a Jewish Community Campus to house its agencies, including the 
Jewish Community Center, Federation, Jewish Family and Children Services, Jewish 
Vocational Services, Menorah Medical Clinic, and Hyman Brand Jewish Day School. The 
City is aware of the problems which confront it and has a growing community foundation 
for the endowment of innovative programming. 

CURRENT STATUS OF EDUCATIONAL PROGRAMS: Kansas City supports a full 
range of formal and informal educational activities for children and adults. A 1986 
demographic study determined that the proportion of Jews that had received a Jewish 
education approached 95% and that 52% of households belonged to a synagogue or 
temple. 

LEADERSHIP AND PLANNING: The acknowledged focus for all community planning 
activity is the Commission on Jewish Continuity, Identity, and Affiliation (est. Jan. 1992) 
and it is this body that would guide the lead community project. Three fundamental goals 
have been identified for the Commission -- "Jewish Renewal, Community Covenant, and 
Jewish Community United 2000" (a complete examination of the City's needs and 
priorities). Kansas City has been the subject of previous studies, including a 1986 
demographic study by Dr. Gary Tobin. Further, a 1989 self-assessment conducted by 
beneficiary agencies of the Federation resulted in improvements such as the establishment 
of a Jewish Parenting Center and expansion of student enrichment programs such as Israel 
trips and Panim el Panim. 

Chair: 

Staff: 

Jeanette Wishna, active community leader 

Responsibility to be shared by Director of Community Planning and 
Executive Director of Central Agency for Jewish Education -- Lead 
Community Director under consideration 



COMMUNITY: METRO WEST, NEW JERSEY

JE W IS H  PO PU LA TIO N : 120,000

SUMMARY STA TEM EN T: Metro West, a sprawling network of towns in seven
counties, has a heavy concentration of young, well-educated families who have lived in 
the community for a relatively short period of time. The median income is among the 
highest for Jewish communities in the U.S. and 85% of the children have, or are likely 
to, receive some form of Jewish education. The community points to its nationally 
recognized efforts in emigree resettlement as evidence of its commitment to Jewish 
education and its ability to forge partnerships and coalitions. Further demonstration of 
these qualities is seen in the area’s provision for infrastructure growth so as to supply the 
best possible facilities for Jewish educational programs. Metro West seeks to "market" 
the Jewish Community in new ways, as a means of attracting marginally affiliated 
individuals and families.

CU RREN T STATUS OF EDUCATIONAL PRO G RA M S: Metro West supports a full 
range of educational activities. One in five students is enrolled in a day school or yeshiva 
and 80% attend supplementary school programs. Israel programming and teacher training 
are being used as a model by the World Zionist Organization’s Joint Authority for Jewish 
Zionist Education.

LEA D ERSH IP AND PLANNING: The lay and professional leadership of Metro West 
is prominently represented on the boards and committees of national Jewish educational 
organizations. Membership on the Lead Community Committee will reflect the 
ideological and geographical diversity of Metro West.

Chair: Arthur Brody, past President of Federation, Jewish Education Association
and AAJE (now JESNA)

(not addressed)Staff:
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COMMUNITY: MONTREAL

JE W IS H  PO PU LA TIO N : 90,000

SUM MARY STATEM ENT: Montreal is a uniquely cohesive community with a
demonstrated ongoing commitment to Jewish education. The community is particularly 
proud of its outstanding day schools, the development of the Tal Sela Hebrew Language 
Arts Curriculum, and its innovative Israel Experience program. Montreal’s proposal for 
the Lead Community Project would focus on the improvement and expansion of the Israel 
Experience in the hopes of involving practically every Jew in the community.

CU RREN T STATUS OF EDUCATIONAL PRO G RA M S: Montreal offers a full range 
of formal and informal education programs and support services. Canada’s Private 
Education Act provides the day schools with half of their operating budgets from the 
Quebec Government ($16,000,000).

LEA D ERSH IP AND PLANNING: Jewish education in Montreal has been the subject 
of eight studies since the 1980’s. The Jewish Education Council is responsible for 
ongoing planning and analysis. A planning committee for the Lead Communities Project 
is currently in formation. The direction of the project, however, has already been focused 
on the Israel Experience.

Chair: Rabbi Sidney Shoham, experienced communal leader and congregational
rabbi

Staff: (not addressed)
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
Mailing address: 163 Third Avenue #128 • New York, NY 10003
Phone:(212)532-1961 FAX: (212)213-4078

MEMORANDUM

To: CIJE Staff
and Lead Communities Date: November 30 , 1992

From: Art Rotman

At our meetings last week, I introduced Annette Hochstein and Seymour 
Fox as having a leading role in the design of our plans and programs in the 
Lead Communities.

In order to give effect to this, I have asked Annette to take the position of 
Director of the Lead Community Project for CIJE and to have supervisory 
responsibility for CIJE staff with planning and program responsibilities in the 
Lead Communities.

At the meeting there was a question as to which of the CIJE staff are to be 
contacted by community representatives. I suggested that where the 
contact fit with the known portfolio of a given CIJE staff person, then the 
contact should be made directly. Shulamith Elster will be the contact in all 
other situations.
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Lead Communities Planning Workshop 

November 23-24, 1992 

December 9, 1992

Lauren Azoulai, Chaim Botwinick, Shulamith Elster, 
Seymour Fox, Steven Gelfand, Roberta Goodman, Annette 
Hochstein, Barry Holtz, Nancy Kutler, Marshall Levin, 
Daniel Marom, James Meier, Howard Neistein, Arthur 
Rotman, Claire Rottenberg, Julie Tammivaara, Jack 
Ukeles, Jonathon Woocher, Shmuel Wygoda, Virginia 
Levi (Sec'y)

MINUTES:

DATE OF MEETING:

DATE MINUTES ISSUED: 

PARTICIPANTS:

I. Welcome and Introductions

The meeting opened with the introduction of participants and welcoming 
remarks by Arthur Rotman, Executive Director of CIJE. Mr. Rotman 
reviewed the agenda and noted the importance of the Lead Communities 
in implementing the recommendations of the Commission on Jewish 
Education in North America.

Representatives of the three communities were then asked to provide 
brief sketches of their work in Jewish education as a context for 
further discussion.

A . Atlanta

Atlanta has a growing Jewish population. In the early '80s 
Atlanta conducted a demographic study of the local Jewish 
community, followed by the development of a strategic plan. 
Included was a recommendation to reorganize the services of the 
Bureau of Jewish Education, reassigning functional responsibility 
to other appropriate agencies. Atlanta has five day schools. It 
is working with the CRB Foundation on the development of Israel 
experience programs, has a Commission on Jewish Continuity, and 
has recently established a Jewish Education Fund.

B . Baltimore

Baltimore has a stable Jewish population of 92,000. A two-year 
planning initiative concluded in 1990 with a series of 
recommendations including the need to increase funding for Jewish 
education (has been increased from 25% to 33%) and the 
establishment of a commission to look at the local Jewish 
education system, now in its third year. Outcomes include a 
strategic plan for Jewish education and the establishment of a 
Fund for Jewish Education which is currently undertaking a $10 
million campaign. Day and supplementary schools are beginning to
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work together to provide training for educators and to establish a 
fund for Israel experience programs. A team of synagogue 
representatives is working together to develop a program of Jewish 
family education.

C . Milwaukee

With a population of 28,000, Milwaukee has four day schools in 
addition to an array of camps and pre-school opportunities. 
Twenty-five percent of the community affiliates with the JCC. 
Community strengths include the centrality of the federation, the 
availability of scholarships for day schools and a common cost for 
each day school, and coordination of teen programming. The cost 
of Jewish education is a central issue in a community where 
average incomes are relatively low. The community must also 
contend with a shortage of trained personnel and a 15% decline in 
campaign income over the last three years. A Jewish Education 
Task Force was established in July 1991 and has developed a plan
for the revision of use of the-Central Agency for Jewish
Education. A broad-based commission on Jewish education is now 
being established. It should be noted that for many years 
Milwaukee has taken the lead in putting Jewish education high on
its communal agenda and funding it accordingly.

Lead Communities: A Concept and its Implementation

A. Annette Hochstein noted that the following principles had guided 
the work of the Commission on Jewish Education in North America:

1. Local, continental, and international resources must work 
together to support Jewish education.

2. Jewish education has multiple constituencies and venues. The 
Commission concluded that the best way to approach Jewish 
education would be to focus on two necessary conditions for 
change:

a. Personnel -- recruitment, training, benefits and placement 
to build a cadre of well-trained Jewish educators.

b. Community support -- the need to engage top community 
leadership in personal commitment and financial support 
for Jewish education.

3. It wilL be important to engage a community "across the board" 
in its commitment to Jewish education.

4. The best way to learn what will work is by doing it. Because 
education takes place at the local level, we must engage local 
communities in the effort to improve and develop Jewish 
education. This led to the concept of Lead Communities.

II.
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5. It was concluded that Jewish education must be raised to a 
level which permits it to compete with the many alternatives 
available. This can best be accomplished by bringing local 
and continental resources together, by working intensively in 
limited settings, by working through programs, and by 
constantly monitoring, evaluating, and providing feedback.

B . The Task Ahead

Mrs. Hochstein suggested a list of possible actions, some of which 
should be under way within the next year. This reflects the sense 
that communities wish to see concrete signs of progress as early 
as possible. One or more of the following should be undertaken as 
the community proceeds with the planning process.

1. Pilot projects to be undertaken in personnel and community 
mobilization. In an effort to mobilize local top leaders,
CIJE proposes to bring a member of its board to begin an 
ongoing dialogue with them on the Lead Communities project and 
its educational endeavors.

2. Establishment of a local commission with broad representation, 
staff support, possible subcommittees or task forces and the 
possibility of one or several concrete products at the end of 
the first year.

3. Conduct a survey of educators to establish the current 
situation as a basis for ascertaining training and staffing 
needs.

4. Select one or two areas of Best Practices for early 
implementation e.g., supplementary school and early childhood, 
develop a plan and begin to work.

5. Proceed with the design and work of monitoring, evaluation, 
and feedback.

6. Draft a five-year plan with the assistance of a detailed guide 
to be provided by CUE.

7. Establish lines of communication among CUE, the Lead 
Communities, and the continental community.

This presentation concluded the evening portion of the meeting. The
group reconvened on Tuesday, November 24.

Introductory RemarksIII.

As the morning session opened, Steve Gelfand of Atlanta noted on 
behalf of the three communities that the Lead Communities hoped to 
resolve the following in the near future:
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A. Believing that the communities can be more effective working 
together than on their own, they seek agreement on common goals 
and approaches to achieving those goals.

B. The communities need clarity on lines of communication and whom to 
talk with about various issues.

C. While acknowledging that the communities are "in this together," 
it was noted that not all community interests or needs will be the 
same. It will be useful to clarify where there are common 
interests and where they diverge.

D. It would be helpful to clarify, understand, and agree to goals and 
objectives for the planning process.

E. Clarity of direction will help workshop participants to return 
home ready to work with community leadership and move ahead.

F. The communities need CIJE to be involved beyond the role of 
convener. They seek help with planning, content, and access to 
seed money with which to move ahead. CIJE should ease the way for 
communities to raise local money.

G. The communities seek one programmatic initiative on which all can 
agree and move forward quickly to implementation.

These goals served as a backdrop for the day's discussion.

Central Elements

As the central elements --building the profession and mobilizing 
community support--were discussed, participants were asked to consider 
principles on which to proceed.

Following discussion, it was suggested that certain common themes 
might be seen as principles:

A. The personnel issues cut across all areas of Jewish education.

B. There is need for a master plan.

C. The role of resources in impacting Jewish education must be
considered.

D. In order to have an impact, there must be broad based "buy-in" to 
the importance of upgrading personnel.

In the discussion that followed it was noted that the Lead Communities
provide a context in which to consider these issues systematically.
It will be important to establish criteria on which to judge the 
impact of the various approaches. It was noted that the communities

IV.
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will rely on CIJE for help with evaluation. It was also suggested 
that lay leaders should be involved in defining the evaluation 
process.

It was noted that it will be difficult to garner lay support for 
approaches that cannot be evaluated, but that funders are likely to 
support what they see as a "reasonable gamble." With this in mind, an 
approach to be considered would be the identification of a project 
which can be undertaken and evaluated in the development of personnel, 
perhaps with a focus on senior personnel.

V. The Role of CIJE

A . Best Practices and Consultation

Barry Holtz outlined the work he has undertaken over the past 18 
months to identify areas for study followed by the development of 
an inventory of Best Practices to provide models of excellence for 
introduction into Lead Communities. Best Practices research is 
being undertaken in the following areas:

1. The Supplementary School

This area was begun first and is nearly ready for use in the 
Lead Communities. A team of experts has identified nine 
successful supplementary school programs, has conducted site 
visits, and has submitted reports on these exemplary 
programs.

2. Early Childhood Jewish Education

This is being looked at in the variety of settings in which 
early childhood education occurs. Reports are being submitted 
on exemplary programs.

3. The JCC

Each Lead Community has a JCC. The JCCA staff will visit each 
of the three to evaluate what is going well in Jewish 
education and where they recommend change. At the same time, 
outside experts will identify 8-9 JCCs which are most 
effective in the area of Jewish education and Jewish 
continuity. These programs will be explored and evaluated for 
use by the Lead Communities.

4. Israel Experience

We are working with the CRB Foundation, which is particularly 
interested in this area and is developing an approach.

5. Dav Schools

We have begun to take the first steps into this important 
area, and to develop•a methodology specific to it.
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Still to do:

6 . Jewish Camping 

7. College Campus

CIJE will work closely with the Lead Communities to determine how 
to introduce a successful practice from one setting to another.

It was noted that while the communities are engaged in the 
planning process, it might be useful to work toward implementation 
of a Best Practices approach. Holtz will have materials on the 
supplementary school to the Lead Communities within several 
weeks. Following their submission, he and the educators working 
on the project will be available to meet with community leaders to 
discuss areas of interest and means of implementation. The Best 
Practices might also be an appropriate framework for the 
development of a pilot project during the initial year.

It was suggested that in order to introduce the Best Practices 
project to the communities, Holtz would be invited to meet with 
local lay and professional leadership.

It was suggested that another area in which communities might be 
ready to move ahead relatively quickly is that of the Israel 
experience. It was noted that the CUE has promised to outline 
for the CRB Foundation a proposal for the Israel experience in the 
Lead Communities.

B . Foundation Relations

It was reported that CUE is in contact with several foundations, 
both Jewish and general, for support of work in the Lead 
Communities. In addition, CU E  staff is available to help Lead 
Communities in their approaches to local foundations. It was 
suggested that CUE will be working with the Lead Communities to 
determine how best to proceed with their foundation development 
work.

It was suggested that there are initiatives under way in other 
cities which might be applicable in the Lead Communities. It was 
proposed that JESNA prepare an inventory of such initiatives and 
make it available to the Lead Communities.

Work Plan - - Year One

A. Planning Process

Jack Ukeles reported that a planning guide is being prepared for 
use by the three communities. It is anticipated that the planning 
process will yield a five-year strategic plan and a specific 
action plan for the first year.

VI.
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The proposed planning process includes the following seven steps:

1. Start-up

-- formulation of a commission; undertake to inform and 
involve stakeholders (e.g., community lay leaders, 
educators, rabbis, congregational leadership, etc.).

2. Self- study

-- inventory and profile of educational system.
-- assessment of strengths and weaknesses.
-- analysis of personnel.

3. Identification of critical issues

-- community moves from the general to the specific with 
strategic choices.

4. Development of mission or vision statement

5. Define priorities

-- major strategic recommendations with priority rankings 
and sequences.

6. Design programs

-- specific programmatic interventions.
• - new initiatives.

7. Determine strategy to develop resources for implementation

A question was raised regarding the amount of time the planning 
process would require and how it might be meshed with the local 
federation allocation process. It was noted that funds can be set 
aside for anticipated projects, making this a less significant 
issue.

All three communities expressed concern over the need for staff 
support of the planning process at a time when "flat campaigns" 
and local reluctance to add to federation staff make this 
difficult. It was suggested that if the first request to local 
lay leadership is to fund staff, this might impact negatively on 
the buy-in process. In light of the above, it was suggested that 
CIJE consider providing up to $40,000 per year for three years 
toward funding of a position. It was agreed that this proposal 
would be seriously considered, by CIJE.
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B . Introducing the Project into the Community

It was suggested that the first step is to define the community. 
The following list of constituencies was developed:

1. Educators and senior educators

2. Rabbis

3. Lay leaders -־ of general community and individual 
institutions

4. Parents and learners

5. Professionals at federation and other relevant agencies

6. Publics: the media and other communities

It was noted that it will be important to communicate with all of 
these groups. One way to do this at the local level is for the 
commission process to include well-publicized open meetings at 
which anyone in the community could be heard. In addition to 
making the local commission as representative as possible and 
extending involvement through task forces, a community might wish 
to hold focus groups to encourage a stronger sense of 
involvement.

It was suggested that local leaders will buy in more completely 
when they see evidence of action. One successful project would go 
a long way toward accomplishing this goal.

To help the communities get up and running, CIJE will work with 
the local communities to provide the following:

1. Core materials

a. Best Practices papers

b . Planning guide

c. Timetable

d. Press releases

2. Support for the planning and evaluation processes at a local 
level.

3. Assistance in quick start-up of at least one project, 
including funding support and/or assistance in finding that 
support.
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4. Materials for use with focus groups.

5. A list of participants in this meeting and others who can be 
helpful to the communities in moving forward.

Next Steps

A. It was agreed that goals and agendas for future meetings of this 
group will be set jointly. In the interim, Shulamith Elster will 
serve as a clearinghouse for distributing materials among the Lead 
Communities and CIJE. Consideration will be given to holding a 
conference call as a follow-up to this meeting and a means of 
generating a project for early implementation.

B. A meeting of this group, possibly to include lay leaders from the
communities, will be planned for April 24, to coincide with the 
CJF Quarterly in Washington, D.C.

C. It was suggested that one or more CIJE board members plan to meet
with local lay leaders early in 1993. Perhaps a kick-off
celebration might occur at the same time.

D. A paper on Best Practices in supplementary schools and steps for 
introducing Best Practices to the Lead Communities is now being 
prepared.

Conclus ion

The meeting concluded with a sense of hope and expectancy for the
future. There was the sense that with ongoing communication and the
shared mission of contributing to Jewish continuity for all of North
America, the next several years should be exciting and productive.

VII.

VIII.
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1991 Federation Campaign* Results
(excluding endowment gifts)

TOTAL AMOUNT PER CAPITA CHANGE (%)
AMOUNT JEWISH RAISED RANK WITHIN IN TOTAL AMT

CITY RAISED POPULATION PER CAPITA CJF GROUPING 1909-1991
Group** Rank

BALTIMORE $21,507,000 94,500 $226 G1 5 2%
ATLANTA $11,602,000 67,500 $173 G1 9 14%
METROWEST $19,903,000 121,000 $164 G1 10 -3%
BOSTON $20,267,000 200,000 $101 G1 15 -21%

COLUMBUS $5,950,000 17,000 $350 G2 2 -4%
MILWAUKEE $8,793,000 20,000 $314 G2 3 -4%
PALM BEACH $12,501,000 65,000 $192 G2 9 17%
EAST BAY $3,700,000 35,000 $106 G2 18 20%

OTTAWA $3,363,000 14,000 $240 G3 11 -2%

A llocations for Jew ish Education

TOTAL LOCAL TOTAL ALLOC ALLOC FOR
PER CAPITA 
ALLOC FOR

ALLOCATION* FOR JEW ED*** JEW ED (%)*־** JEWISH ED

ATLANTA $3,510,000 $1,096,000 33% $16
BALTIMORE $14,543,000 $3,003,000 22% $32
BOSTON $7,654,000 $2,099,000 28% $10
COLUMBUS $1,842,000 $447,000 26% $30
EAST BAY $1,263,000 $246,000 23% $7
METROWEST $6,159,000 $1,330,000 21% $11
MILWAUKEE $3,701,000 $1,247,000 36% $45
OTTAWA**** 
PALM BEACH $3,239,000 $779,000 26% $12

Excluding United Way
CJF grouped according to city size: G1=Large, G2=Large Intermediate, and G3=lntermediate 
Based on 1990 allocations. CJF data on Jewish education allocations In 1991 are not yet 
available
Information for Ottawa is not available: Canadian cities employ different methods for 
allocation

,qr/ 
19Q1 Federation Campaign• R~aulta 

(exoludlng endowment gifts) 

TOTAL AMOUNT PER CAPITA CHANGE(%) 
AMOUNT JEWISH RAISED RANK WITHIN IN TOTAL AMT 

CITY RAISED POPULATION PER CAPITA CJF GROUPING 
Group._ Rank 

BALTIMORE $21,507,000 94,500 $228 G1 5 

ATLANTA $11,602,000 67,500 $173 G1 9 
METROWEST $19,903,000 12 1,000 $164 G1 10 
BOSTON $20,267,000 200,000 $101 G1 15 

COLUMBUS $5,950,000 17,000 $360 G2 2 
MILWAUKEE $8,793,000 20,000 $314 G2 3 
PALM BEACH $12,501,000 65,000 $192 G2 0 
EAST BAY $3,700,000 35,000 $100 G2 18 

OTTAWA $3,363,000 14,000 $240 G3 11 

Allocatlons for Jewish Education 

TOTAL LOCAL TOTAL ALLOC ALLOC FOR 
ALLOCATION* FOR JEW ED.....,... JEW ED (%)1'rirlr 

ATLANTA $3,510,000 $1,096,000 33% 
BALTIMORE $14,543,000 $3,003,000 22% 
BOSTON $7,654,000 $~.099,000 28% 
COLUMBUS $1,842,000 $447,000 26% 
EAST BAY $1,263,000 $246,000 23% 
METROWEST $6,159,000 $1,330,000 21% 
MILWAUKEE $3,701,000 $1,247,000 36% 
OTTAWA-
PALM BEACH $3,239,000 $779,000 26% 

• Excluding United Way 
- CJF grouped according to city size: G1 =Large, G2=Large Intermediate, and G3=1ntermediate 

,..... Based on 1990 allocations. CJF data on Jewish education allocations In 1991 are not yet 
available 

- Information for Ottawa is not available: Canadian cities employ different methods for 
allocation 

1909·1991 

2% 
14% 
-3% 

-21% 

-4% 
-4% 
17% 
20% 

-2% 

PER CAPITA 
ALLOC FOR 
JEWISH ED 

$16 
$32 
$10 
$30 
$7 

$n 
$45 

$12 



uM E M O R A N D U M

To: A rthu r  R otm an
Shu lam ith  Elster 
Sol G reenfie ld  
M itchell  Jaffe

c /0  J o in n  Schaffe r  
/

F rom : J im  M eie r

D ate: N o v e m b er  13, 1992

R e: D raft in progress  o f  p lan n in g  m anual

T h e  a ttached  draft in p rogress  is ju s t  that. W hile  incom ple te  and in rough  
form , I w o u ld  like your reactions  bo th  to ensure  early cou rse  co rrec t ions  and 
b ecause  w e  will soon  need  to p resen t it to the lead co m m u n ity  p lanners.

1Aa t u
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~I E i\tl O R A N D U ~I 

To: Arthur Rotman 
Shulamith Elster 
Sol Greenfield 
Mitchell Jaffe 

From: 

Date: 

Re: 

c/o Joann Schaffer 
/ 

/ 
Jim Meier r---
November 13, 1992 

Draft in progress of planning manual 

The attached draft in progress is just that. While incomplete and in rough 
form, I would like your reactions both to ens ure ea rly course corrections and 
because we will soon need to present it to the lead community planners. 



FOR INTERNAL DISCUSSION ONLY

LEAD COM M UNITIES PLANNING G UIDELINES

INTRODUCTION

This set of guidelines has the luxury and the challenge of preaching to the 
converted. Jewish communities understand and have been engaged in planning long 
before CUE came 011 the scene. The lead communities more than many others have made 
pioneering efforts in planning for Jewish education and continuity. Despite that 
advantage, all of us are acutely aware of the limitations in the available information and 
the magnitude of the task of setting out a plan that addresses ! the continuing Jewish 
education needs of an entire community. ^

The purposes of these guidelines are to:

• establish a timeframe for planning process benchmarks so that■, implementation 
| can begin ift-tke Fall of 1993, and

• offer approaches, methods, data collection instruments and other tools to use in
the planning process.

• give some measure of uniformity to the planning process that each of the lead
communities will engage in during the next months.

Each community will want to tailor these guidelines to its own circumstances. As 
a general principle the object is to build upon the work and the research that has already 
been done in each community. It usually does not make sense to reinvent the wheel. On 
the other hand, it is sometimes necessary to retrace steps in order to enlist new 
constituents in a broad coalition.
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I. FIRST STEPS

Rationale: First steps refers to preparations, attending to everything that can be done in 
advance to allow for smooth sailing once the serious work gets underway.

Deliverables: The most important objectives of this phase have already been
accomplished by thed€ad communities:

P Jk  — ר ~/7 ץ
Leadership has been identified, and r ״  7~ jj TTCW~7T p 7  . ^
• The planning committee has been established y  -

narks/tasksBenchmarks/tasks

 Compile packets of background information and distribute to each of the ״
committee members. Box 1 contains a selection of materials that might be useful 
for this purpose.

• Establish a detailed timetable for the project by working backward from the year 
1 end date, as well as forward based on the amount of time work components will 
require.

Working with the chairperson of the committee, establish a schedule of 
committee meetings all the way through the first year of planning. D on ;t 
forget to scan major Jewish and.national holidays for conflicts. (See Box -j
2 for sample schedule.) J  ^

-  CX-&0 • ׳ ׳ ־ v ~ ־
• Consider if sub-committees should be organized, and if so, in what areas. For

eXamPle : ,1״ ■( 1 , I ־  . A - j ״ .  <■ & ! j  f
! ( \
> In major Jewish education program areas such as supplementary schools, 
day schools, informal education,

. In major functional areas such as personnel, funding, programs, coalition 
building.

• Prepare a tentative agenda for the first committee meeting to review with the 
chair.
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Box 1: Examples of Background Materials /  [/JP

• A Time To Act " ~ J#׳vUA~* cJL <\ Q׳  J
• Draft of CIJE letter of agreement
• Previous planning documents, particularly on Jewish education or continuity, 
prepared by your community.
• Summary of most recent Jewish population study for your community.

■

/hA
ן ן ^ג י ־ ^

־־   ■ ■ ■    ■ . .. ...........    . .... ....... ...

Box 2: Sample Timeline for First Year Planning

Commillee Meeting Subject

la . Major issues in Jewish 
Education ,
lb. Review o f workplan \

2a. Design of needs survey O  
2b. Presentation o f profile < 
2c. Discussion of findings e

?

3a. Resolve strategic issues 
3b. Approve mission/vision 
statement(s)

4. Recommendations

5a. Define program priorities

6a. Set resource objectives ($)

6b. Select programs for next year 
6c. Approve overall 
implementation plan

Deliverable

• Form committee
• Detailed workplan

• Design scheme
Profile o • ן f Jewish education;
v  strengths and weaknesses

• Report on findings

• Formulate issues
• Draft community mission 
statement

• List of recommendations 
with priority rankings and 
priority sequencing

• Draft guidelines
• Define program priority 
areas
• Issue call for program 
proposals

• Draft budget with resource 
objectives
• Compile summaries of 
program options
• Prepare first year 
implementation plan

Time table
(months)

0-1

4-6

7-8

6-9

Phase

1. Start-up

8-10

2. Needs , 
Analysis an d / 
Profile I G*׳

3. Critical Issues

4. Recommend- 
ations and 
Priorities

5. Programs

6. Implement- 
ation Plan

Time Guideline: Allow 3 - 4 weeks for the start-up phase of work.
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Time Guidel ine: Allow 3 - 4 weeks for the slarl-up phase of work. 
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II. ANALYSIS OF NEEDS

af|י
-4-ו {

Rationale

k
The foundation of the plan is an assessment of the needs for Jewish education by 
;ential users. A well-done needs analysis serves the process in the following ways:

• Identifies unserved and underserved needs for Jewish education, as perceived by
U & 'x L

groups within the community.

Helps identify critical issues, or choices that will need to be addressed.'

• Provides a common base of information to enlighten decisions on critical issues.
j2JU!k H

• Can help to establish a standard of achievement that is acceptable within the 
community.

Thinking about programs and priorities later in the process should be based on the 
best available information on potential users of the service.

Issues

Two important issues should be articulated and addressed up-front:

1. Which sub-groups should be studied?

2. What is the appropriate definition of need?

x  !
1. Targeting: While it would be nice, in theory, to unders£arfcl the complete quilt of 
needs for Jewish education in the community, in practice this is not realistic in the time 
available for taking action. The first step, therefore is to select the groups to be the focus 
of research.

11L U  /  . ,

At a minimum, the needs analysis should address the following categories unless they 
have previously been studied.

• Populations
» j  - f )  1 / 
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Two important issues should be articulated and addressed up-front: 

l. Which sub-groups should be studied? 

2. What is the appropriate definition of need? 

/r 
f .-> 

1. Targeting: While it would be nice, in theory, to undersµ-ocf the complete quilt of 
needs for Jewish education in the community, in practice tl'iis is not realistic in the time 
available for taking action. The first step, therefore is to select the groups to be the focus 
of research. 

At a minimum, the needs analysis should address the following cc1tegories unless they 
have previously been studied. 

• Populations 

• ~J 
4 



• Early childhood

• Ages 5-13

• Post Bar/Bat Mitzvah

• Jewish educators, formal and informal

v ' V
• Families of young children

—
t

Box 3: Targeting

Several criteria can be applied in making decisions about which groups to target 
in the needs analysis.

• Present knowledge: How much is known about the needs of the group 
already? Has the group previously been studied? Are there significant open 
questions about what the group’s needs are or how they should be 
addressed?

• Priority: How high a priority is the sub-group with respect to Jewish 
education? Are the needs of this group for Jewish education a major issue 
or concern in the community?

• Feasibility: What resources of time, effort, money are needed to answer 
the open questions?

2. Measures of Need: There are three conceptual ways of considering need:

a. "Market:" Demand by a defined set of people.

An objective measure of how much people require, or, from 
ity perspective, what is needed to realize a set of aspirations.

b. "Standard:" 
the community

c. "Receptivity:" What people might respond to, i.e. "buy", but cannot 
articulate because it is not within their past experience.

In designing the needs analysis, you must decide which measure or measures will 
be most useful for each subgroup. The criteria for targeting will be helpful in narrowing 
the measures as well. See also Box 4.
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Here are some other considerations to bear in mind in deciding how to 
measure need:

• Market measures are most appropriate when the institutions of the 
community are relatively powerless to design incentives or exercise leverage 
to influence individual choices, other than by improving the programs that 
are offered.

• Conversely, standards will be appropriate when community institutions 
are in a position to offer incentives or exercise leverage, and has a clear and 
definable stake in the outcomes of the service area. The caliber and training 
of professionals is a case in point.

• It is a major undertaking, and perhaps impossible at this time, to define 
objective standards of how much Jewish education one should have. Similar 
individuals will vary dramatically in their self-perception of their own need 
for Jewish education.

 In a needs analysis it is virtually impossible to "measure" receptivity, for ״
example to a charismatic champion. It is possible to examine programs that 
have been successful elsewhere to expand the vision of decision matters, 
particularly when it comes time to elicit or develop program strategies. In 
the context of the needs analysis, it is useful to ponder more ambitious 
alternatives when the expressed needs aspire to a low level.

Box 4: Selecting the Measure of Need
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3. M easures of Resources

Potential "needs" should be compared to available resources to identify areas of unmet 
need or "gaps". At the most basic level, a profile of educational resources should include

data on the numbers of programs, by type, their capacities and actual 
enrollments

data on numbers and characteristics of personnel 

utilization of space 

levels of funding, and

anticipated changes (including resources in the pipeline, such as new 
programs being planned or anticipated cutbacks).

Ideally, a profile of resources should also incorporate assessments of their quality. For 
example, while a community may appear to have enougli supplementary school programs, 
the more crucial issue is how good are they? If enrollment is low is it because the 
prospective students are not out there or because the programs are poorly designed or run? 
Information on the quality and effectiveness of programs is important for identifying 
strengths and weaknesses of the existing system, for developing strategies for 
improvement, and ultimately for establishing a baseline against which the impact of future 
efforts can be measured.

Given the imperative to get underway quickly, we would encourage you to rely on 
existing information on quality and effectiveness, to the extent possible. Generally 
speaking, three types of measures can be used: (1) input, (2) output or performance, and 
(3) outcomes. See Box 5 for examples of measures you might want to consider. If you 
find an absence of information on effectiveness - that, in itself, may suggest that critical 
issues for the community will be: How should programs be evaluated and against what
criteria? What are the characteristics of an excellent educational program? Should there 
be a process for setting community standards and "accrediting" programs? Should there 
be an effort to develop community-wide performance indicators and what should they be?

3. Measures of Resources 
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Box 5: Illustrative Measures of Quality and Effectiveness

• Measures of inputs are generally the easiest to obtain. Examples include: per 
capita expenditures for various age cohorts and programs, teacher/student ratios, 
average teacher salaries, per cent of teachers with advanced degrees, lay 
involvement, number of teachers participating in in-service training, etc. 
Comparisons can be made to provide perspective on where the community stands in 
relation to other communities and the nation on key indicators.

■ Examples of output or performance measures include levels of student and 
parent satisfaction, drop out rates pre and post bar(bat) mitzvah, performance on 
tests of Jewish knowledge, per cent of eligible population participating in formal 
and informal Jewish education by age group, etc. Methods of collecting this 
information include sample surveys, questionnaires to program directors, focus 
groups (for satisfaction), self-studies by schools, alumni surveys, data collected by a 
central body such as the Board of Jewish Education or Federation, and information 
collected in recent Jewish population studies.

• Outcomes are the most difficult to measure. It is useful to articulate what these 
might be, even if the data is not available, because it will be helpful in developing 
the mission statement later on as well as for suggesting lines of future research. 
Examples of outcome measures would be self-definition and commitment to Jewish 
identity, values and practices; evidence of transmission of Jewishness to the next 
generation; affiliation with synagogues, communal organizations, support of Israel 
and Jewish institutions, etc.
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Deliverables

1 he end product is a needs analysis reporting on the following for

a. The size of the total potential market.
b. The size of the likely market, "ripest" for Jewish education.
c. The characteristics of the parts of that market ripest for Jewish education.
d. Profile of resources including strengths, weaknesses and major gaps
e. The factors influencing participation.
f. The most appropriate methods for meeting the needs of this group.
g. Who should provide the Jewish education.

Benchmarks/Tasks

1. Design Needs Analysis

a. Focus: Select the primary groups to study.

b. Measures: Decide on the perspective for measuring the need of each 
group.

c. Develop Concept Scheme: Layout decisions on design for discussion 
with committees. [See Appendix 1 for sample]

2. Develop demographic profile of Jewish education needs in the community.

• Jewish population characteristics: cohort sizes (e.g., early childhood, school 
age lay leaders, adult education learners, college-age youth, other special 
groups, like mixed married couples)

3. Develop profile of present Jewish education personnel

• Size of key groups of personnel (e.g., day school principals, day school 
teachers, supplementary, early childhood, camps counselors, JCC program 
staff, other informal education personnel) by institution/program

• Skills, expertise and background
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4. Analyze program capacities and participation rates (formal and informal 
programs, by institution/program)

• Develop a profile of the institutional resources, programs and services 
presently available in the community. Estimate the capacity of these 
programs if they are not being fully utilized. (See BOX 6 for information 
to include in a profile.)

5. Estimate of community need/demand (in categories of B2 and B3)

W
6. Gaps [B5 minus B4]

• A comparison of the market demand for the present programs will give 
an estimate of the unmet needs: who are the "unserved" or "underserved" 
groups in the community from the point of view of adult Jewish education?

Box 6: Elements of an Institution or Program Profile

• Students:
. Enrollment and graduation trends 
. Age range

• Faculty:
. Numbers of full- and part-time 
. areas of expertise.

• Program components:
. Subjects 
. Degree(s) offered 
. Activity duration 
. Methods
. Support resources (e.g. library, training) and services

• Finances
. Cost per unit of service 
. Revenue and expenditure trends
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Box 6: Methods

Defining Potential Markets: Four types of information can be used to identify
potential user groups:

•' Available demographic studies and data: enrollment trends, statistics on
personnel involved in Jewish education and communal affairs (e.g., full-time, 
part-time, turnover, longevity ...), enrollment trends in local day and 
supplemental school programs (as a predictor of future personnel demands).

• Other national and local studies, commission and planning reports: such as
the report of the Commission on Jewish Education in North America, local 
reports of task forces on Jewish continuity, and strategic planning reports 
that give insights on trends or external forces that will impact on needs. 
Experience in other cities can be analyzed for possible relevance. 
Opportunities for program modification or expansion will be identified where 
substantial unmet needs are documented and where new revenue 
opportunities appear to exist.

• Discussion or Focus groups: with selected consumer groups (such as day
and supplementary school educators, synagogue lay leaders, students) to gain 
insights on access barriers as well as desires.

• Questionnaires: attitude surveys of selected sectors of the Jewish 
community: e.g. about student career interests; motivations for participating 
in specific program; views of institutional or program strengths or 
weaknesses; perceptions of their own needs or desires for Jewish education; 
and past and anticipated involvement in Jewish affairs.

Identify a variety of submarkets. Attempt to estimate the size of each submarket,
the extent of the need and the competition.
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III. CRITICAL ISSUES

Rationale

In charting future directions, any community faces a number of important policy 
choices: i.e., critical issues. Early discussions of the planning committee are the first step 
in identifying the critical issues. The needs assessment and the in depth analysis of 
program operations through the profile will provide the information needed to sort out and 
clarify the fundamental decisions.

Deliverables:

■ Explicit assumptions and criteria

■ Formulation of critical issues

■ Document summarizing consensus of committee on each critical issue

■ Vision, or mission statement

.  Q i ?

Benchmarks and Methods

1. Assumptions and Criteria: In designing tjje׳l3est possible system for coordinating 
and supporting Jewish education, therp^will be several fundamental "givens" (e.g., 
that the school in a congregation is the primary educational vehicle for 
supplementary education). Theie  assumptions should be made explicit to ensure 
agreement. Assumptions^tfn which there is not consensus may well become 
"issues" which the comKfittee must address. See Box 7 for sample assumptions.
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Box 7: Sample Assumptions

1. The primary instrument of supplementary education is the school within a 
congregation.

2. The delivery system needs to offer an opportunity for balance (creative 
tension) between community-wide interests and the interests and perspectives 
of the religious movements (Reform, Conservative, Reconstructionist and 
Orthodox).

3. Some type of central entity or entities will be needed to support Jewish 
education in the community.

There are also criteria — "values" or decision-rules — that should help choose or 
design the best system; i.e., the values that a good system is intended to satisfy. These 
too should be articulated on paper for sign-off by the committee. (See Box 8 for sample 
criteria.)
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Box 8: Sample Criteria
/

X. Maximize parental involvement in their children’s education and support and 
encourage family education (including programs for parents; activities for 
parents initiated by and around school; and/or activities for family 
groupings).

2. Support improvements in the professional status of principals and teachers — 
including incentives for higher levels of education; improvements in status 
and rewards for Jewish educators.

3. Incorporate a significant vehicle to plan for Jewish education.

4. Encourage and support multi-agency networking and cooperative 
programming.

5. Maximize effective utilization of resources (minimize duplication; 
incorporate an evaluative component).

6. Maximize the opportunity to find and replicate good schools.

/ Encourage and reward innovation (e.g., use of new technology — video 
computers; experimental efforts to maintain post-bar/bat mitzvah and post- 
confirmation participation).

8. Maximize the opportunity to integrate formal and informal educational 
techniques (e.g., family shabbatonim; camping + study programs; Israel study 
programs).

9. Encourage deeper communal involvement and support of Jewish education.
• —'־־׳־־ ( ף

A Hold potential to increase (enthusiasm/excitement of students, and also their 
families, for Jewish involvemeftk-----------

2. Critical Issues: The important choices faced by the community in defining the 
purposes, overall content, and priorities in j€w4^h־ edxrcaiion. The planning 
committee will attempt to reach ag reem en t(^  at least narrow the range of 
disagreement) regarding(the norms and standards for Jewish education throughout 
the community.
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It may be useful to classify issues in cascading categories that proceed from more 
philosophic (i.e., mission) toward more operational (i.e., programmatic or organizational). 
(See Box 9 for types of issues.)

 |

f <; ״ז^כד^

Box 9: Classification o f Issues

Mission-level issues — i.e. choices relating to the vision, philosophy and thea 't  
role of the community in initiating or supporting the emerging needs.

Policy issues — i.e. choices relating to the broad policies relevant to carrying 
out the community’s mission. Some of these choices relate to student mix 
and recruitment (e.g. the balance between new entrants into the field, 
continuing education, and re-training people from other fields). Some of 
these choices relate to faculty (e.g. the balance between full-time and part- 
time faculty). Other policy issues relate to degrees, curriculum, and other 
aspects of the educational enterprise).

1.

Standards and Program Issues.

Resource and organization issues — i.e. choices relating to the internal 
capacity of the University to support mission and policies (e.g. the financial 
resources, intra-university structure, possible coordinative and integrative 
mechanisms).

3.

4.

contains sample formulations of issues in each of theseAlso, Attachment 
categories.

3. Committee Meets to Discuss Issues: The committee process for deliberation has 
several steps: (yuj

Explicitly ask whether the issues presented are the right issues.

Find areas of agreement and disagreements:

Resolution of an issue need not strictly adhere to the alternatives that 
were formulated. It may combine elements of several choices or be 
an alternative not previously thought of.

Seek to obtain consensus on each item. Where consensus can not be 
achieved, the committee may agree not to agree. The outcome can
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be an explicit area that the plan will not address, or a decision to 
readdress the issue at a later date.

4. Formulate Vision Statement: The heart of a strategic plan is a vision or mission 
statement, which should project a clear view of the aspirations of the community. 
Because of its importance, and the difficulty of crafting a good one, the vision statement 
needs to be the product of substantial analysis and discussion; it should be prepared in the 
middle of the planning process, not at the beginning.

It should represent the resolution of mission-level strategic issues and frame a broad 
response to the needs assessment. The mission statement should project a clear view of 
the self-image of the community in relation to Jewish education; indicate where the 
community will place priorities in Jewish education, suggest what it will and will not seek 
to accomplish; identify whom it seeks to serve and how.

5. Committee Approves Vision Statement:

Time Guideline: Allow 1 1/2 to 2 1/2 months.

IV. SETTING STRATEGIES AND PRIORITIES

A. Formulate strategies
B. Establish priorities _________________

• 1, Population groups/program areas ;
2. Personnel
3. Community support

V. DESIGNING PROGRAM S •

A. Initiate program ideas or strategies/preliminary proposals
1. Leadership (lay and professional) and community support (e.g.:)

• coalition building
» recruitment (of leadership and community involvement)

2. Programs for personnel
3. Programs (e.g.: Israel trips, inttevat-wn)
4. Planning and evaluation
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be an explicit area that the plan will not address, or a decision to 
readdress the issue at a later date. 

4. Formulate Vision Statement: The heart of a strategic plan is a vision or mission 
statement, which should project a clear view of the aspirations of the community. 
Because of its importance, and the difficulty of crafting a good one, the vision statement 
needs to be the product of substantial analysis and discussion; it should be prepared in the 
middle of the planning process, not at the beginning. 

It should represent the resolution of mission-level strategic issues and frame a broad 
response to the needs assessment. The mission statement should project a clear view of 
the self-image of the community in relation to Jewish education; indicate where the 
community will place priorities in Jewish education, suggest what it will and will not seek 
to accomplish; identify whom it seeks to serve and how. 

5. Committee Approves Vision Statement: 

Time Guideline: Allow 1 1/2 to 2 1/2 months. 

IV. SETTING STRATEGIES AND PRIORITIES 

A. Formulate strategies 
13. Establish priorities 

• 1. Population groups/program areas ~ 
2. Personnel 
3. Community support 

/ 

V. DESIGNING PROGRAMS 

A. Initiate program ideas or strategies/preliminary proposals 
1. Leadership (lay and professio11al) and community s upport (e.g.:) 

• coalition building 
• recruitment (of leadership and community involvement) 

2. Programs for personnel 
3. Programs (e.g.: Israel trips, if½fte\1at-tGA) 
4. Planning and evaluation 
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5. Financial resources

B. Select program priorities/phasing

VI. PREPARE IMPLEM ENTATION STRATEGY  
(Multi-Year Framework, First Year Action Program)

A. Program/Task
B. Responsibility
C. Cost and funding
D. Timetable
E. Performance Management
F. Program Evaluation

VII. NEXT STEPS: IMPLEM ENTING TIIE PLAN

A. First-year action plan oversight
B. Mid-course modifications
C. Prepare second-year action plan

APPENDICES

[draft: pinguid.03 11-5-92]
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5. Financial resources 

B. Select program priorities/phasing 

VI. PREPARE IMPLEMENTATION STRATEGY 
(Multi-Year Framework, First Year Action Program) 

A Program{f ask 
B. Responsibility 
C. Cost and funding 
D. Timetable 
E. Performance Management 
F. Program Evaluation 

VII. NEXT STEPS: IMPLEMENTING TIIE PLAN 

A. First-year action plan oversight 
13. Mid-course modifications 
C. Prepare second-year action plan 

APPENDICES 
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
Mailing Address: 163 Third Avenue #128 • New York, NY 10003
Phone: (212)532-1961 FAX: (212)213-4078

TELEFAX

TO: Annette Hochstein DATE: November 6, 1992

FROM: Jo Ann Schaffer FAX# :  619 452

Number of pages (including this sheet)__2.

MESSAGE:

THE ATTACHED HAS BEEN FAXED TO THE LEAD COMMUNITIES.
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PLEASE HOLD THESE DATES

MONDAY, NOVEMBER 23

AND  

TUESDAY, NOVEMBER 24

The Council for Initiatives in Jewish Education will host a dialogue in New York with 
Atlanta, Baltimore, and Milwaukee planners on immediate and long-range plans for 
the revitalization of Jewish education through its Lead Communities Project.

We will begin with dinner at 6:00 p.m. on Monday and continue till 4:30 p.m. on 
Tuesday. Please contact Jo Ann Schaffer at (212) 532-1961, if you would like her to 
make hotel arrangements for you.

flOV 06 '9 2 03:40 PH CIJE 22 1 309 

PLEASE HOLD THESE DATES 

MONDAY, NOVEMBER 23 

ANO 

TUESDAY, NOVEMBER 24 

Po9e 2 

The Council for Initiatives in Jewish Education will host a dialogue in New York with 

Atlanta, Baltimore, and Milwaukee planners on immediate and Jong-range plans for 
the revitalization of Jewish education through its Lead Communities Project. 

We will begin with dinner at 6:00 p.m. on Monday and continue till 4:30 p.m. on 

Tuesday. Please contact Jo Ann Schaffer at (212) 532-1961, if you would like her to 

make hotel arrangements for you. 
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L«ad  Com m unities P lann ing  G u ide  

Preliminary Outline of Contents

(draft 10-21-92]

I. Analysis o f needs

A. Profile o f current community demographics:

1. General population characteristics: cohort sizes

2. Other Jewish education sub-group sizes (e.g., early childhood, supplementary 

school, day school, lay leaders, adult education learners, communal scrvice 

professionals, college-age youth, other special groups)

B. Profile o f present Jewish education personnel

1. Size o f key groups of personnel (e.g.,- day school principals, day school 

teachers, supplementary, early childhood ...) by institution/program

2. Skills, expertise and background

C. Program capacities and participation rates (formal and informal programs, by

institution/program)

D. Estimate of community need/demand (in categories of A2 &  B l)

B. Gaps [D ■ C]

]1. Assessment o f strengths and weaknesses (What works, what doesn’t work)

A. Areas for assessment

1. Students and programs (e.g. levels of attainment)

2. Personnel

* by program: quality, assets and lim itations

• professional development programs and opportunities

3. Com m unity support

* Lay involvement and leadership

• Coordination and collaboration w ithin system 

י  Funding: Amounts and participation rates

4. Other system and planning issues (e.g.:)

Fundraising and allocations י

• Information (system capabilities)

♦ Uses o f technology

B. Exploratory comparisons (Programs and performance in other places)
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: l.ll~-:.1 o!: .;,;,~,;:c,: i ·='· t ~-:: I,-,.:-. F'HC!!E t!o. 1Jc:. :2·? 1·::i•::.:• •t"::-::,A1-1 

(draft 10-21-92J 

I. Analysis of needs 

Lead Communities Planning Guide 
Preliminary Outline of Contents 

A. Profile of current community demographics: 

1. Genernl populntion chnrocleristics: cohort sizes 
2. Other Jewish education sub-group sizes (e.g., early chil<l!Jood, supplementary 
school, tlay school, l:i)' lenders, adult educaticn learners, cnmmunal service 
professionals, college-age youth, other special groups) 

B. Profile of present Jewish education personnel 

1. Size of key groups of persanne! (e.g.,. day school principals, day school 
teachers, supplementary, early childhood ... ) by institution/program 
2. Skills, expertise and background 

C. Program capacities and participation rates (formal nnd informal program:;, by 
institution/program) 

D. Estimate of community need/dem,rnd (in ca tegories of A2 & Bl) 

E. Gaps (D - C] 

11. As:,;cssmcnl of strengths nnc.1 weaknesses (What works, what doesn't work) 

A. Areas for assessment 

1. Students and programs (e.g. levels of attainment) 
2. Personnel 

• by program: quality, assets and limitations 
• professional development programs nn<l opportunities 

3. Community support 
• Lay involvement and leadership 
• Coordinntion and collnborntiun within systt.:m 
• Funding: Amounts and pcrrticipntion rntes 

4. Other system And planning issues (e.g.:) 
• Fun<lraising and allocations 
• Information (system capabilities) 
• Uses of technology 

I3. Exploratory comparisons (Progrnms and performnnce in other places) 



III. Strategic issues (confronting and resolving critical choices)

A . Identify strategic choices

B. Resolve strategic choices

C. Develop community-wide mission or vision statemcnt(s)

IV. Establishing strategies and priorities

A. Formulate strategies

D. Establish priorities

1. Population groups/program areas

2. Personnel

3. Com munity support

V. Designing programs (to address priorities)

A . Initiate program ideas or strategies/preliminary proposals

1. Leadership (lay and professional) and community support (e.g.:)

♦ coalition building

• recruitment (of leadership and community involvement)

2. Programs for personnel

3. Programs (e.g.: Israel trips, innovation)

4. Planning and evaluation

5. Financial resources

B. Select program priorities/phasing

VI. Prepare implementation strategy: multi-year framework, first year action program

A. Program/Task

B. Responsibility

C. Cost and funding

D. Timetable

E. Performance Management

F. Program Evaluation

V II. Next Steps: Implementing the plan

A. First-year action plan oversight

B. Mid-course modifications

C. Prepare second-year action plan

APPEN D ICES
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III. Stralc:gic issues (confronting and resolving critical choices) 

A. Juentify strategic choices 
I3. Resolve .strntegic choice.c; 
C. Dc.:velop community-wide mission or vision statemcnt(s) 
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A. Formulate strategies 
B. Establish priorities 

1. Population groupsiprogram areas 
2. Personnel 
3. Communi1y support 

V. Designing programs (to address priorities) 

A. Initiate program ideas or strategies/preliminary proposals 
1. Leadership (lay and professional) and community support (e.g.:) 

• coalition huil<ling 
• recruitment (of leadership and community involvement) 

2. Programs for personnel 
3. Programs (e.g.: Israel trips, innovation) 
4. Planning and evaluation 
5. Financial resources 

B. Select progrnm priorities/phasing 

VJ. Prcpnrc implementation strategy: multi-year framework, first year action program 

A. Program(fask 
B. Responsibility 
C. Cost and funding 
D. Timetable 
E. Performance Management 
F. Program Evaluation 

VII. Next Steps: Implementing the plan 

A. First-year action plan oversight 
B. Mid-course modifications 
C. Prepare second-yec1r action plan 
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Scction !leading

Rationale: What the section is about, why it is important, how it relates to the planning

process.

Deliverables: Important junctures, or deliverables, and when they must be completed to keep the 

project on schedule.

Benchmarks: Critical requirements and optional steps/tasks to achieve the benchmarks for the 

phase.

Methods: "How" to do the task.

Comment Box

For elaborative comments, suggestive hints, or enhancement options.

Point person(s): Recommendations on who should oversee task, and who needs to be

involved or have input.

Time guidelines: Approximate m inimum/maximum time to set aside to carry out task.

Examples:

General format for each section

. . 
...... -- ".., ------·- _...,. 

General format for ea ch section 

Section heading 

Rationale: Wlrnt the section is about, why it is importa n t, how it rcln tes to the plnnning 
process. 

Dclivernl>lcs: lmporlnnt junctures, or delivcrnbles, nntl when they must be completed to keep the 
project on schedule. 

Bcnchmnrks: Critical rcyuiremcnts and optional steps/tnsks lo achieve the henchmnrks for the 
phase. 

Methods: "How" to do the task. 

:=... ==,· ·-=--·- =.:--·. 
mment Box 

II r clallo~ativc comments, suggestive hints, or enhancement options. t==.:.. .. :.. . -·.:.. .-:. ~---~----"'."-,ft.-a-=:---- --- ... -----· . ,---

---1 
I 

I 

Poinl pcrso11(s): Recomment.lations on who should oversee task, and who needs to he 
involved or have input. 

Time guidelines: Approximate minimum/maximum time to set aside to carry out task. 

Examples: 
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MEMORANDUM

TO: Art Rotman

FROM: Richard Meyer

DATE: November 4, 1992

RE: Milwaukee יs Participation in the "Lead Communities"
Project

I am pleased to inform you that our Federation Board of Directors 
has approved Milwaukee1s particpation in the ClJE's "Lead
Community" Project. As a condition for our participation, we are 
requesting some changes in the language of the "Letter of 
Understanding" that was forwarded to us on October 21. I have
attached a copy of the proposed changes with the most significant 
being a revision of the second paragraph on page 4.

Our leadership is committed to the success of the "Lead Community" 
Project. However, it would be unrealistic for our community to
commit to significantly expand communal resources committed to 
Jewish education at this time. We ask that you be sensitive to 
the decline in our Campaign achievement over the last two years and 
to acknowledge our already high proportion of resources allocated 
to Jewish education. We therefore request that the paragraph on 
page 4 to be revised as follows:

- "Work to maintain and expand the aggregate communal resources 
devoted to Jewish education - While it is recognized that 
Milwaukee already allocates a higher percentage of its annual 
Campaign to Jewish education than most other communities, the 
Commission on Jewish Education and the Milwaukee Jewish 
Community will seek to obtain those financial resources needed 
to meet the goals of the project through endowment funds, 
local foundation grants and other sources of local funds."

We await hearing from you further on this revision or any of the 
other language changes in the attached document. We look forward 
to working with you on this exciting new venture.

HN/RM/nm

1360 N. Prospect Avenue Milwaukee, Wisconsin 53202-3094 414-271-8338 FAX 414-271-7081

Richard H. Meyer 
Executive Vice President

Betsy L. Green 
President
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1902 1992 

Art Rotman 

Richard Meyer 

November 4, 1992 
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Milwaukee's Participation in the "Lead Communities" 
Project 

I am pleased to inform you that our Federation Board of Directors 
has approved Milwaukee's particpation in the CIJE's "Lead 
Community" Project. As a condition for our participation, we are 
requesting some changes in the language of the "Letter of 
Understanding" that was forwarded to us on October 21. I have 
attached a copy of the proposed changes with the most significant 
being a revision of the second paragraph on page 4. 

Our le·adership is committed to the success of the "Lead Community" 
Project. However, it would be unrealistic for our community to 
commit to significantly expand communal resources committed to 
Jewish education at this time. We ask that you be sensitive to 
the decline in our Campaign achievement over the last two years and 
to acknowledge our already high proportion of resources allocated 
to Jewish education. We therefore request that the paragraph on 
page 4 to be revised as follows: 

"Work to maintain and expand the aggregate communal resources 
devoted to Jewish education - While it is recognized that 
Milwaukee already allocates a higher percentage of its annual 
Campaign to Jewish education than most other communities, the 
Commission on Jewish Education and the Milwaukee Jewish 
Community will seek to obtain those financial resources needed 
to meet the goals of the project through endowment funds, 
local foundation grants and other sources of local funds." 

We await hearing from you further on this revision or any of the 
other language changes in the attached document. We look forward 
to working with you on this exciting new venture. 

HN/RM/nm 

1360 N. Prospect Avenue Milwaukee, Wisconsin 53202-3094 414-271-8338 

Betsy L. Green 
President 

Richard H. Meyer 
Executive Vice President 

FAX 414-271-7081 



COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

L e a d  C o m m u n i t i e s  P r o j e c t  • Mailing Address • 163 Third Avenue #128 • New York, NY 10003
tel: (212) 532-1961 • fax:(212)213-4078

October 21, 1992

L e t t e r  o f  U n d e r s t a n d i n g

D ear  Mr.  !Meyer;

I am  wri t ing  to conf irm that the Jewish c o m m u n i ty  o f  M i lw aukee  and the Counci l  for  Ini tiat ives 
in Jewish Educa t ion (C U E ) have agreed to par t ic ipate  in a jo int  local-cont inental  col labora t ion  
for excel lence  in Jewish educat ion,  called the Lead C o m m u n i t i e s  Project.

The C o m m is s io n  on Jewish Educat ion in Nor th  A m er ic a  ( C O J E N A )  found that the bes t  w ay  to 
gene ra te  posi tive change at the cont inental  scale is to mobi l ize  the c o m m i tm e n t  and ene rgy  of  
local co m m uni t i e s  to Jewish cont inui ty ,  and r e c o m m e n d e d  the creat ion o f  lead com m un i t i e s .

The lead co m m uni ty  is expected "to func t ion as a local labora tory for Jewish  educat ion;  to 
determine the educat ional  pract ices and pol icies  that  w o rk  best;  to redes ign and im prove Jewish 
educat ion through a wide array o f  intens ive programs;  to demonst ra t e  wh at  can happe n  w h e n  
there is an infus ion o f  outs tanding personnel  into the educat ional  sys tem,  wi th  a h igh level of  
c o m m u n i ty  suppor t  and wi th the necessary  fund ing ." s ׳7

CScUJ'i.K 1E x V  CX-Vxcs^TcX TRx-u;. 
T h e  Jewish com m uni ty  of  M i lwau kee has  establ ished a Milwaulcoo Association for Jewish 
E-fluGrrtk4n. The  communi ty  v iews the Lead C o m m u n i t i e s  Project  as an oppor tuni ty  to

Thi s  letter is a su m m ary  of  d iscuss ions  be tw een  the Counci l  for Ini tiat ives on Jewish Educa t ion  
(CIJE) ,  and the M i lw aukee  Jewish Federa t ion.  Its purpose  is to clar ify our  mutual  expecta t ions  
wi th  regard to the implementa t ion o f  the Lead C o m m u n i t i e s  Project  in Milwaukee .

» '־ '  -npwA V '  i  \C (א iM-rscX

\ c \ c \ o ^  t a "

b<־c a e v  b a s e ,  0 C m &j -Ic
OvjeccAv <ף  VJOA'V} o i  u ) W  o  £  -k- 1V" '  ' x־ ־'•* ' ' ״ •

VO CvOLc\Ct־V> :3*wx־ .V\ x a r x L i . ׳ • ^ .

7 A Time to Act (University Press of America, Lanham, Md.,1990), p. 17; see also pp. 67 - 69.

8 See also Lead Communities: Program Guidelines (January, 1992) pp. 7-11.
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LEAD COMMUNITIES PROJECT · Mailing Address · 163 Third Avenue #128 · New York, NY 10003 

tel: (212) 532-1961 · fax: (212) 213-4078 

October 21, 1992 

LETTER OF UNO ERST ANDING 

Dear Mr. Meyer; 

I am writing to confirm that the Jewish community of Milwaukee and the Council for Initiatives 
in Jewish Education (CUE) have agreed to participate in a joint local-continent.ii collaboration 
for excellence in Jewish education, calkd the Lead Communities Projt!ct. 

The Commission on Jewish Education in North America (COJENA) found that the best way to 
generate positive chnnge at the continent.ii scale is to mobilize the commitment and energy of 
local communities to Jewish continuity, and rewmmended the creation of lead communities. 

The lend community is expected "to function ns a local laboratory for Jewish education; to 
determine the educational practices and policies tha t work best; to redesign and improve Jewish 
education through a wide array of intens.ive programs; to demonstrate what can happen when 
there is an infusion of outstanding personnel into the educational system, with a high level of 
comm unity support and with the necessary funding. "7

· s 

~•::>'"'- S}.,_)ec.--....\..cr--. \()...~--~ 
The Jewish community of Milwaukee has established a Milwttulcee A:1:1e,ei11tion for Jewish 
e<JucA tioR. The community views the Lead Communities Project as an opportunity to 

(·································· ·• ... , ........................................................... . 

l 
This letter is a summary of discussions between the Council for Initiatives on Jewish Education 
(CIJE), and the Milwaukee Jewish Federation. Its purpose is to clarify our mutual expectations 
with regard to the implementation of the Lead Communities Project in Milwaukee. 
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7 A Time 10 Act (University Press of America. Lanham, Md.,1990), p. 17; see also pp. 67 - 69. 

8 See also Lead Communities: Program Guidelines (January, 1992) pp. 7-11. 



JL*
This  letter covers  the three year  per iod from (Sep t  1, 1992) through Augus t  31,  1995.

"G^G'e-VcE»r .}■ר  (_ « cA o o o c c  j «*
1992-93 is the Planning Year (see below)
1993-94 is the first Action Year
1994-95 is the second Action Year

D uri ng 1992-93,  the Jewish co m m uni ty  o f  M i lw aukee  with the advice  and ass is tance  o f  CIJE,  
will  prepare  a five year  plan for improving  Jewish educat ion.  T h e  plan will  inc lude:  a needs  
assessment ,  mission or vision s tatement(s),  program priorities,  and a s t rategy for f inancia l  and 
h u m a n  resource  development .  T he  plan will build on the work  of  the M ilw a u k ee Associa t ion 
for Jcrwisl1־־E d u c 1>t׳ion and incorporate appropr ia te  e l emen ts  o f  w o rk  al ready com plet ed .  T h e  v
c o m m u n i ty  by February  1, 1992 will prepare an out l ine o f  the 5 year plan ident i fy ing the m aj o r ן 
topics  to be covered,  pre liminary f i n d i n g 5 j $ o g r a m  ideas

COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

v"NA lo n g  wi th  the five year  plan, the co m m u n i ty  will also prepare an Ac t ion Program for 1993-94 
w h ich  will  include the schedule  o f  the specif ic  im pro vemen ts  to be under taken;  and the cos ts ^
and revenues  associa ted  with each specif ic im pro vem en t  effort .9

T he  plan  and the action program will  be complet ed  by M ay  31, 13 ^ 1 . #׳ 9 י8

D uri ng 1993-94,  the commun i ty  will carry out  the implementa t ion o f  the first y e a r ’s Ac t ion 
P rogra m  and prepare an Action Program for 1994-95.

D uri ng  1994-95,  the com muni ty  will  carry out the implementa t ion  o f  the second  y e a r ’s Ac t ion  
Program and prepare an Action Program for 1995-96.

In suppor t  o f  these efforts,  CIJE  agrees  to:

■ Offer  mode ls  o f  successful  p rogr am s  and exper ience  th rough the Best Pract ices  Project .
Best  pract ices  will be identif ied in a var iety o f  areas,  including:  Sup p le m en ta ry
Educat ion,  Ear ly Ch i ldhood Educat ion,  J C C  programs;  Israel Exper ience;  Day School ;  
C am p u s  Programs;  Cam ping ;  & Adul t  Education.  Informat ion on all a reas will  be m ade  
availabl e  be tween October,  1992 and the end o f  May,  1993. T he  lead c o m m u n i ty  will  
1 ̂ aP i i 'p aget - these m od el s  in the light o f  local needs and interests dur ing the 

Ac t ion Years  of  the project,  wi th the advice  o f  CIJE.

■ Provide technical  assistance in p lann ing  and educat ional  develo pmen t .  T h e  c o m m u n i ty  
will  have  access  to ass is tance f rom a roster o f  exper ts  provided by CIJ E  at no  cost  to the 
commun i ty .

9 See Appendix A for a brief description of  some of ihe possible areas of content of  a Lead 
Communities Plan.
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1992-93 is the Planning Year (see below) 
1993-94 is the first Action Year 
1994-95 is the second Action Year 

During 1992-93, the Jewish community of Milwaukee with the advice and assistance of CIJE, 
will prepare a five year plan for improving Jewish education. The plan wi ll include: a needs 
assessment, mission or vision statement(s), program priorities, and a strategy for financial and 
human resource development. The plan will build on the work of the Mih 11st1kee A:s:rneiation 
for Jewish Edtte!Hion and incorporate appropriate elements of work already completed. The 
community by February l, 1992 will prepare. an outline of the 5 year plan identifying the major 
topics to be covered, preliminnry finding~ogram ideas ,,!'Id 1uw •,· , •on 1h1rioor 

Along with the five year plan, the community will nlso prepare an Action Program for 1993-94 
which will include the schedule of the specific improvements to be undertaken; and the costs 
and revenues associated with each specific improvement effort.'' 

The plan and the action program will be completed by May 31, l~ . 1q~3 

During 1993-94, the community will carry out tht implementation of the first year's Action 
Program and prepare an Action Program for 1994-95. 

During 1994-95, the community will carry out the implementat ion of the second year's Action 
Program and prepare an Action Program for 1995-96. 

In support of these efforts, CIJE agrees to : 

■ Offer models of successful programs and experience through the Best Practices Project. 
Best practices will be identified in a variety of areas, including: Supplementary 
Education, Early Childhood Education, JCC programs; Israel Experience; Day School; 
Campus Programs; Camping; & Adult Edu<:ation. lnform:ttion on all areas will be made 
avail~ between October. 1992 and the end of Mav, 1993. The lead community will ~<;,1ot.t' a 

~~'-'-•'"lli ~1~11;,PCiJ ;ntltllffit+ th~se models in the light of lo~al needs ancJ interests during the 
in~~ Action Years of the project, with the advi<:e of CUE. 

■ Provide technical assistance in planning and c::ducational development. The community 
wi ll have access to assistance from a roster of experts provideu by CIJE at no cost to the 
community. 

'
1 See Appendix A for a brief dcscrip1ion of some or the possible areas of content of a Lead 

Communities Plan. 

; 



In t roduce potential  funders  to the c o m m u n i ty  — including continental  foundat ions  
interested in specif ic projec t areas.

Negot ia te  wi th foundat ions,  organizations ,  and providers  o f  program s — training 
insti tutions,  J C C A  and J E S N A  — to def ine  the nature o f  their involvemen t  and their 
contr ibut ion to Lead Commun i t ie s .

P rovide  a moni tor ing,  evaluat ion and feedback sys tem to serve both the Lead  C o m m u n i t y  
and CIJE.

C on v en e  lead co m m uni ty  leadership for per iodic meet ings  on c o m m o n  concerns .  . ׳ י .ג״,

COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

T h e  Lea d  C o m m u n i ty  agrees  to:

■ Es tablish a I nnH rr!-n-n!11.1 ד■̂ i .|ןי.ז.ז )-ך-ן...י̂ t o di rect  the project .  T he  Gerowttt tee will  be 
m ad e  up o f  top co m m uni ty  leadership represent ing all e lements  o f  the c o m m u n i ty ״   
Federa t ion,  congregations ,  inst itut ions involved in formal and informal  educat ion,  and the 
full spec t rum of  re ligious  m o v em en t s  represented in the communi ty .  The  Comm-ittee will 
be chai red  by

Provide opportuni t ies  (such as town meet ings  or subco m m i t t ees )  for s t akeho lder s  f rom 
all sec tors o f  the co m m u n i ty  to meaningful ly  par ticipate in the p lann ing p rocess  — 
including co nsum ers  o f  Jewish  educat ion,  (e.g. parents  and s tudents) ,  educators ,  board  
m em b er s  and Rabbis.  ,

+ * * * cC'' !V.f־>* i n i n i y j c n  On 1j־־l r
Ap po in t  a Lead C o m m uni t i e s  Planning Dircenw.to s taff  the L tfad-X^ommtroifries Com mi t t e e  
and to coordinate  the w o r k  o f  educat ional  and planning profess ional  re sources  in the 
co m m u n i ty  on the Plan.  Senior  profess ionals  in the com m uni ty  (e .g. th o - Planning  
B ife e t 01״״ n f  ■ Fc d era fir > 1 f "OTTd" t he~־E> h־eeH ^-(4--4te~B IE) are expected  to be in
the process.  jw ni*

Prepare  a f ive-year  plan, and annual  action programs (as descr ibed above).

Ccc*0־'
A p p o in t  a Lead C o m m u n i t i e s  Birec tor to direct^ the Ac t ion Program for 1993-94 
onward,  Od. + ^ -^ 3 0 .7 ^  C co-r* \c^'xo*?

In tegrate the findings o f  the Best  Practices  Program appropr ia te  to the Lead C o m m u n i ty .
(as d iscussed above).

Identi fy and begin one or more  exper imen ta l  prog ram s  wi thin the first  year.

I>n*M ■the profession  o f  Jew ish  education , and thereby address  the sh ortage  o f  
qualified  personnel.

3
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<!;:,!_ ,t,P:h4 ~-
■ Introduce potential funders to the community -- inclutling contim:ntal found.itions 

interested in specific project areas. 

■ Negotiate with foundations, organizat ions, anti provitlers of programs -- training 
institutions, JCCA and JESNA -- to define the nature of their involvement und their 
contribution to Lead Communities. 

■ Provide a monitoring, evaluation anti feedback system to serve both the Lead Community 
and CIJE. 

• Convt:nt: lead community lt:adt:rship for pt:riodic meetings on common concerns . 
i ••• l 

The Leatl Community agrees to: 

■ 

• 

• 

• 
• 

• 

• 
• 

~""1>-:.,,°'" c:Y" ~.~nfu~c~ C',QIV)in•-ioC\ 
Establish a ~ rnm,mm:ty·"Eru11 .. tie1 : to tlirect the project. The ~Fftittee will be 
made up of top community leadership representing nil t:lemt:nts of the community -
Federation, congreg.itions, institutions involwd in formal and informal education, and the 
full spectrum of religious movements representetl in the community. The Co.mm.in~ will 
be chaired by Lw.~.';?k11)U\~-~,n:, ~l~ ,_ - • '~ 

Provide opportunities (such as town meetings or subcommitti:es) for stakeholders from 
all sectors of the community to meaningfully part icipate in the planning process -
including consumers of Jewish educmion. (e.g. parents and students), educators, board 
members and Rabbis. ,. • -

'-,:-c ... -'C' o,..e, ~ ....... ~ 
u;,v-'- ' " \ ~CY"\ W"\1~•,,c-1"'\ o-,::S.-u.. ~ '"' &\,...)($..~:-

Appoint a Lead Communities Planning 9irec:tor~o staff the b11ae:I lfTlffiUHitias Cl:lFRFRHlee 
and to coordinate the work of educational and planning professional resources in the 
community on the Pinn. Senior professionals in the community (e.g. 11-l~ PlaRi;i.icg 
~ircetrn of Fcdc1 e1tit111 .tiid the 9i-feetttH~E.) are expected to be ~II)' tAwolv.c.d in 
the process. Glc·h<. ~•""-• • ~r,j: 

Prepan: a five-year plan, and annual ac.:tinn programs (as described above) . 

Integrate the findings of the Best Practices Program appropriate to the Lead Community . 
(as discussed above). 

Identify and begin one or more experimental programs within the first year. 

~d<:l~- -\-4.c.. ),..,,\(..\\~ o(- 4->)c., 

Baile! the profession of J ewish education, and thereby address the shortage of 
qualified personnel. 

3 
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M obilize  com m u nity  su p p ort  to the cause  o f  Jew ish  education .

exp and ׳ the c o m m u n a l  resburces  comm i t t ed / t o  Jewish educat ion.  B ased  on  
m׳ m u n ity V  exper ience  i n / i m p l e m e n t in g  /!he re co m m en d a tio n s  o f  / i t s  
ssion on J ew ish  C o n t in u ity /" s ig n if ic a n t  expansion"  should  result  in a t / e a s t  
ncrease/in  co m m u n a l  resources  for J ew ish /ed ucation  by the third  y ear \ac tion  
n. C o m m u n a l  resources  /nc lud e regu lar  a llocations ,  en d o w m en t  fu n ds ,  local  
:ion grants, and other sou rces  o f  local frfnds.

Collabora te  with CIJE  on the moni tor ing,  evaluat ion and feedback sys tem,  and uti lize the 
results.

■ W o r k  wi th CIJE to d isseminate  the results o f  their exper ience  to o ther  com m uni t ie s .

Dur in g  the s u m m e r  o f  1993 and the s u m m e r  o f  1994, the work o f  the pr eced ing yea r  wi ll  be 
rev iewed by the partners.  This  A g reem en t  may be termina ted at the end o f  one  o f  these reviews  
if it appears  to ei ther par tner that the o ther  has failed to perform in relat ion to this ag reem en t .

C IJE  Federat ion

B y : __________________________  By: _

Title:  Title:
Date:  Date:

y  Work ■Vo aa&
cyes/6\c<3 -Vo �,'3 2 0 3� ,Va — VvJVnAe- vs r e c �c£y�A v^�>�>  '-V'W’A

YVî  r0v\Wctav^c<^ aV<uxd^ o^Wocx-Vi. a_ ■p3 oC^cx.oooc-K
hao. 0̂׳4 40 0i»V£>W-<־

'  1 ^  ■> —-vj
C c m m ^ i c n  u A V s e e V ,  Ao o b A u v^  4 K o ^ _  W

fc^ ou  c־< o  n eck ed  -Vo 6A p<״cysc־V 4K o& jq^
\ o ^ V  ^ r C u V » s  f t o d f r V W  S c c a c >  c A  V o CkxX .
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■ 

Mobilize community support to the cause of Jewish education . 

Signif antl y expancythe communal rest1un.:es committetlno Jewish education. pased on 
one community'/ experience in / implementing ✓fhe recommendatiOO'S of /its 
Co mission onjewish Continui*y "significant exr,nsion" should resui/in atieast 
a 0% increase/In communal reso rces for Jewi~h du cation by the thir.d year iction 

ogram. C ommunal resources nclude regu lar llocations, endowm9~t fun/s , local 
oundation yants, and other saurces of local f nds. 

Collaborate with CIJE on the monitoring, evaluation and feedback system, and utilize the 
results. 

Work with CIJE to disseminate the results of their experience to o ther communities. 

During the summer of 1993 and the summer of 1994, the work of the preceding year will be 
reviewed by the partners. This Agreemc:nt may be terminated at the end of one of these reviews 
if it appears to either partner that the other has failed t0 perform in relation to this agreement. 

CIJE Federation 

By:--------

Title: 

By:-----------

Title: 
Date: Date: 

> 

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

Wo-rk -te P').o.,r.¼," O..C"\6- e1t.p<'-~ -r~ <:.\~:~f~~a "u C!.c~-.i~ 
'(e.-~c-c..c..!::> o.e....,'D-\co. .\-o ;Set.,;_; ,.,.v, e,o~c~ - \\JT-\,\t:. l+ ~ re.u:s-;~a-<.\--y'r{~ 
4:.,

1
.,. 0,,\wct.u~ce.. c,.\✓c.a.o.~ ().\\oc.c-\t'::::. Q. ~'5't"'W< ~(t..er,.\.~<.. o(/\Q.""l..x'~ 

Ca~ri ·-tO :5et,i.:.•~'-"' ~uC.C..."c~ t~~ :.1':<?::~~~~< Cecn~ ~n, "t::., ~ 
Cc::tnfl'\';,'::,IC;() CT'\ ~ · ~'"' u~C..C,:..~0~ u,\\ see~¾) cb-\<q("\ --\-~.:,.:_ "':"'<A"."'L\C~ 

(G.,ou n.c;:> ric:c:J.e& ..\-o \~ec\' 4"¼::. ~~ ~ +-he... -p,c.)e.c....\- ..\--~'r"\ <:..<'dc,u.~ 

.\ur-.dl~, \\)6;....\ ~~e,..h~ 5rt'.l.:"'\-\s. u.r-.o. c:rv~e< 5,cc.("t..(....> d, \o~\ ~ . 
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a g Th ־ e  A s s o c ia t e d

November 2, 1992

Mr. Arthur Rotman, Executive Director 
Council for Initiatives in Jewish Education 
163 Third Avenue, #128 
New York, NY 10003

Dear Art:

This letter is in response to your letter of understanding, 
confirming Baltimore1s participation with the Council for 
Initiatives in Jewish Education in the Lead Communities
Project. We are very excited to be part of this project and 
are confident that our collaboration with CIJE will 
demonstrate that we can achieve excellence in our efforts to 
dramatically improve Jewish education in Jewish communities
throughout North America.

In terms of the draft document, we are suggesting the 
following amendments/additions:

Page 1, Paragraph 4, "The Jewish community of Baltimore has 
established a Commission on Jewish Education of THE 
ASSOCIATED. The community views the Lead Communities 
Project as an opportunity to break new around in our 
strategic planning process for Jewish education. At a time 
when we are beginning to shape our consensus document. we 
feel than CIJE can provide the critical assistance our
community needs, both in terms of professional expertise and 
financial resources, to move its educational agenda forward. 
At the same time, we believe Baltimore can serve as a model 
of progress and performance in Jewish education for other 
North American Jewish communities."

Page 2, Paragraph 2, "The community by February 1, 1993 will 
prepare an outline of the 5 year plan identifying the major
topics to be covered, preliminary findings, program ideas 
and tentative conclusions.״

Page 2, Paragraph 4, "The plan and the action program will 
be completed by May 31, 1993."

Page 3, fifth point, "The Lead Community Committee will be
chaired by LeRov Hoffberger."

Page 4, second point, "Commit our best efforts to
significantly expand the communal resources committed to 
Jewish education. Based on one community's experience in
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THE AssCCIATED 

November 2, 1992 

Mr. Arthur Rotman, Executive Director 
Council for Initiatives in Jewish Education 
163 Third Avenue, #128 
New York, NY 10003 

Dear Art: 

This letter is in response to your letter of understandin~, 
confirming baltimore 's participation with the Council for 
Initiatives in Jewish Education in the Lead Communities 
Project. We are very excited to be part of this project and 
are confident that our collaboration with CIJE will 
demonstrate that we can achieve excellence in our efforts to 
dramatically improve Jewish education in Jewish communities 
throughout North America. 

In terms of the draft document, we are suggesting the 
following amendments/additions : 

Page 1, Paragraph 4, "The Jewish community of Baltimore has 
established a Commission on Jewish Education of THE 
ASSOCIATED. The community views the Lead Communities 
Project as an opportunity to break new around in our 
strateqic planning orocess for Jewish education. At a time 
when we 3re beainning to shaoe our consensus document, we 
feel thac CIJE can provide the critical assistance our 
commurttv needs, both in terms of orofessional exoertise and 
financial resources, to move its educational agenda forward. 
At the same time. we believe Baltimore can serve as a model 
of oroaress and oerformance i n Jewish education for other 
North American Jewish communities ." 

Page 2, Paragraph 2, "The community by February 1, 1993 will 
prepare an outline of the 5 year plan identifying the major 
topics to be covered, preliminary findings, program ideas 
and tentative conclusions." 

Page 2 , Paragraph 4, "The plan and the action program will 
be completed by May 31, 1993." 

Page 3, fifth point, "The Lead community Committee will be 
chaired by LeRov Hoffberaer. 11 

Page 4, second point, "Commit our best efforts to 
significantly expand the communal resources committed to 
Jewish education. Based on one community's experience in 



implementing the recommendations of its Commission on Jewish 
Continuity, significant expansion should result in a target 
of at least a 40% increase in communal resources for Jewish 
education by the third year action program. We fully 
endorse and underscore the definition of communal resources 
to include the total dollars from which we would allocate 
funds, including regular allocations, local and non-local 
foundation grants, endowment funds raised through our Fund
for Jewish Education, and other sources of funds.

If the above changes meet with your approval, we are ready
to proceed with the formal signing of the Letter of 
Understanding. We look forward to hearing from you with a
final draft.

With best regards.

Sincerely,

Darrell D. Friedman 
President

/tw

ART.ROTMAN.NK.TW

implementing the recommendations of its Commission on Jewish 
Continuity, significant expansion should result in a taroet 
of at least a 40% increase in communal resources for Jewish 
education by the third year action program. We fullv 
endorse and underscore the definition of communal resources 
to include the total dollars from which we would allocate 
funds. includino reoular allocations. local and non-local 
foundation grants, endowment funds raised throuoh our Fund 
for Jewish Education, and other sources of funds. 

If the above changes meet with your approval, we are ready 
to proceed with the forma.l signing of the Letter of 
Understanding. We look forward to hearing from you with a 
final draft. 

With best regards. 

Sincerely, 

Darrell D. Friedman 
President 

/tw 

ART.ROTMAN.NK.TW 



Lead C om m un ities  P r o je c t  • Mailing Address • 163 Third Avenue #128 • New York, NY 10003
tel: (212) 532-1961 • fax:(212)213-4078

COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

M E M O R A N D U M

T o : D a r r e l l  F r i e d m a n

F r o m : A r t  R o t m a n

D a te : O c t o b e r  21,  19 9 2

Re: L e t t e r  o f  U n d e r s t a n d i n g

E n c l o s e d  is a d ra f t  o f  the  L e t t e r  o f  U n d e r s t a n d i n g  c o v e r i n g  the  m u t u a l  e x p e c t a t i o n s  o f  
C I J E  a n d  B a l t i m o r e  fo r  p a r t i c ip a t i o n  in the  L e a d  C o m m u n i t i e s  P ro j ec t .  T h e  d r a f t  
i n c o r p o r a t e s  s u g g e s t i o n s  m a d e  at  th e  m e e t i n g  in B a l t i m o r e  w i t h  S h u l a m i t h  E l s t e r  a n d  J a c k  
U k e l e s .

P l e a s e  n o t e  tha t  o n  p a g e  o n e  w e  h a v e  left  r o o m  fo r  y o u  to in ser t  a r a t i o n a l e  s t a t e m e n t  tha t  
is s p e c i f i c  to y o u r  c o m m u n i t y .  W e  w a n t  y o u  to b e  c o m f o r t a b l e  w i t h  th is  d o c u m e n t ,  so  
f e e l  f r e e  to  ed i t  it as  n e e d e d .

I f  t h e r e  ar e  m i n o r  c h a n g e s  tha t  y o u  w o u l d  l ike  to m a k e ,  p l e a s e  m a r k  u p  the  d ra f t  a n d  s e n d  
it b a c k  to m e  b y  fax .

I f  y o u  h a v e  s i g n i f i c a n t  c o n c e r n s  w i t h  the  d o c u m e n t ,  I a m  a v a i l a b l e  to  c o m e  to B a l t i m o r e  
in  e a r l y  N o v e m b e r  to d i s c u s s  th e  L e t t e r  o f  U n d e r s t a n d i n g  in m o r e  d e p t h .  L e t  m e  k n o w  
as  s o o n  as  p o s s ib le ,  so  tha t  w e  ca n  c o o r d i n a t e  c a l e n d a r s .

I f  t h e r e  a r e  n o  s u b s t a n t i v e  c h a n g e s ,  t h e n  y o u  s h o u l d  p r o c e e d  w i t h  y o u r  o w n  p r o f e s s i o n a l  
a n d  lay  r e v i e w  p ro c e s s .  W e  w o u l d  l ik e  to h o ld  a f o r m a l  s i g n i n g  c e r e m o n y  in B a l t i m o r e  
b e f o r e  the  e n d  o f  th e  c a l e n d a r  yea r .

j' .. (( . e:· . . u 

COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

LEAD COMMUNITIES PROJECT · Mailing Address · 163 Third Avenue #128 · New York, NY 10003 
tel: (212) 532-1961 · fax: (212) 213-4078 

MEMORANDUM 

To: Darrell Friedman 

From: Art Rotman 

Date: October 21, 1992 

Re: Letter of Understanding 

Enclosed is a draft of the Letter of Understanding covering the mutual expectations of 
CIJE and Baltimore for participation in the Lead Communities Project. The draft 
incorporates suggestions made at the meeting in Balt im ore with Shulam ith Elster and Jack 
Ukeles. 

Please note that on page one we have left room for you to insert a rationale statement that 
is specific to your community. We want you to be comfortable with this document, so 
feel free to edit it as needed. 

If there are minor changes that you would like to make, please mark up the draft and send 
it back to me by fax. 

If you have significant concerns with the document, f am available to come to Baltimore 
in early November to discuss the Letter of Understanding in more depth. Let me know 
as soon as possible, so that we can coordinate calendars. 

If there are no substantive changes, then you should proceed with your own professional 
and lay review process. We would like to hold a form8l signing ceremony in Baltimore 
before the end of the calendar year. 
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tel: (212) 532-1961 ■ fax:(212)213-4078

COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

October 21, 1992

L e t t e r  o f  U n d e r s t a n d i n g

D e ar  Mr.  F r iedman;

I am  wri t ing  to conf i rm that the Jewish c o m m u n i ty  o f  Bal t imore  and the Counci l  for  Init iat ives 
in Jewish Educa t ion (CIJE)  have agreed to par t icipate in a jo in t  local-cont inental  col laborat ion 
for excel lence  in Jewish educat ion,  called the Lead Com muni t i es  Project .

T he  C o m m is s io n  on Jewish Educa t ion in Nor th  Am er ica  (C O J E N A )  found that  the best  way  to 
gene ra te  posi tive change at the cont inental  sca le is to mobi l ize  the c o m m i tm e n t  and energy o f  
local com m uni t i e s  to Jewish cont inuity,  and r eco m m en d ed  the creat ion o f  lead communi t ies .

T he  lead co m m u n i ty  is expected  "to func t ion as a local laboratory for Jewish  educat ion; to 
de te rm ine the educat ional  pract ices  and pol icies  that w ork  best; to redes ign and  improve  Jewish 
educat ion  through a wide  array of  intens ive programs;  to dem onst ra te  wha t  can happen wh en  
there is an infusion of  out s tanding personnel  into the educat ional  sys tem,  wi th a h igh level o f  
c o m m u n i ty  suppor t  and wi th the necessary  fu n d in g . ׳ 12"

T he  Jewish com m uni ty  o f  Bal t imore  has establ ished a C om miss ion  on Jewish Educa t ion o f  T H E  
A S S O C I A T E D .  T h e  com m uni ty  v iew s  the Lead C om muni t i e s  Project  as an opportuni ty to

This  letter is a su m m ary  of  d i scuss ions  b e tw een  the Counci l  for  Ini tiat ives on Jewish Educat ion 
(CIJE) ,  and the Bal t imore  Jewish Federa tion.  Its purpose is to clari fy our  mutual  expectat ions  
wi th  regard  to the implemen ta t ion o f  the Lea d  C om muni t i e s  Project  in Bal t imore .

' A Time 10 Act (University Press of America, Lanham, Md.,1990), p. 17; see also pp. 67 - 69.

2 See also Lead Communities: Program Guidelines (January, 1992) pp. 7-11.
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163 Third Avenue #128 · New York, NY 10003 

tel: (212) 532-1961 · fax: (212) 213-4078 

October 21, 1992 

L ETTER OF U NDERSTANDING 

Dear Mr. Friedman; 

I am writing to confirm that the Jewish community of Baltimore and the Council for Initiatives 
in Jewish Education (CIJE) have agreed to participate in a joint local-continental collaboration 
for excellence in Jewish education, called the Lead Communities Project. 

The Commission on Jewish Education in North America (COJENA) found that the best way to 
generate positive change at the continental scale is to mobilize the commitment and energy of 
local communities to Jewish continuity, and recommended the creation of lead communities. 

TI1e lead community is expected "to function as a local laboratory for Jewish education; to 
determine the educational practices and policies that work best; to redesign and improve Jewish 
education through a wide array of intensive programs; to demonstrate what can happen when 
there is an infusion of outstanding personnel into the educational system, with a high level of 
community support and with the necessary fum.ling."'- 1 

The Jewish community of Baltimore has established a Commission on Jewish Education of THE 
ASSOCIATED. The community views the Lead Communities Project as an opportunity to 

This letter is a summary of discussions between the Council for Initiatives on Jewish Education 
(CIJE), and the Baltimore Jewish Federation. Its purpose is to clarify our mutual expectations 
with regard to the implementation of the Lead Communities Project in Baltimore. 

1 A Time 10 Act (University Press or Americc1. Lanham, Md .. 1990), p. 17; see also pp. 67 - 69. 

See ulso Lead Communities: Program Guidelines (January, l992) pp. 7-11. 



This  letter covers  the three year  per iod f rom Sept  1, 1992 through A ugus t  31,  1995.

1992-93 is the Planning Year (see below)
1993-94 is the first Action Year
1994-95 is the second Action Year

During 1992-93,  the Jewish com m uni ty  o f  Bal t imore  wi th the advice  and assis tance o f  CIJE,  will  
prepare a f ive year  plan for improving  Jewish education.  Th e plan will  include: a needs
assessment,  mission or vision s tatement(s),  program priori t ies,  and a s t rategy for f inancial  and 
hu man  resource deve lopmen t .  The  plan will  build on the w ork  o f  the C o m m is s io n  on Jewish  
Educat ion of  T H E  A S S O C I A T E D  and incorpora te  appropr ia te  e l em ents  o f  w ork  al ready 
completed .  T h e  co m m uni ty  by February  1, 1 9 9 ^ will prepare  an out l ine  o f  the 5 yea r  plan 
identi fying the major  topics to be covered,  pre l iminary  f indings , program ideas and tentat ive 
conclus ions.

A long  wi th  the five year  plan,  the co m m u n i ty  will also prepare  an Ac t ion P rogra m for 1993-94 
w hich will  include the schedule  o f  the speci f ic  im pro vem en ts  to be under taken;  and the costs 
and re venues  associa ted  wi th each specif ic  im pro vem en t  e f f o r t /

COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

Th e plan and the action program will be com plet ed  by M ay  31, 199

Dur ing  1993-94,  the com m uni ty  will carry out  the implementa t ion  o f  the first y e a r ’s Ac t ion
Program and prepare an Action Program for 1994-95.

During 1994-95,  the com muni ty  will  carry out  the implementa t ion o f  the sec on d y e a r ’s Act ion
Program and prepare an Action Program for 1995-96.

In suppor t  o f  these efforts,  CIJE  agrees to:

■ Offer  mode ls  of  successful  prog ram s  and exper ience  through the Best  Practices  Project .
Best  pract ices  will be ident ified in a var ie ty o f  areas, including: S u p p le m en ta ry
Education,  Early Chi ldhoo d  Educat ion,  J C C  programs;  Israel Exper ience;  Day  School ;  
C am p u s  Programs;  Cam ping;  & A du l t  Educat ion.  Info rmat ion  on all areas  will  be  m ade  
avai lable between October ,  1992 and the end o f  May ,  1993. T he  lead co m m u n i ty  will  
adapt  and int roduce these mode ls  in the light o f  local needs  and interests dur ing the 
Act ion Years  of  the project ,  wi th the advice o f  CIJE.

■ Provide  technical  ass istance in p lann ing  and educat ional  dev e lopm ent .  T h e  c o m m u n i ty  
will have access  to assistance f rom a roster o f  exper ts  provided by CIJ E  at no cos t  to the 
com mun i ty .

See Appendix A for a brief description of some of the possible areas of content of יי  a Lead 
Communities Plan.
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This letter covers the three year period from Sept 1, 1992 through August 31, 1995. 

1992-93 is the Planning Year (see below) 
1993-94 is the first Action Year 
1994-95 is the second Action Year 
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During 1992-93, the Jewish community of Baltimore with the advice and assistance of CIJE, will 
prepare a five year plan for improving Jewish education. The plan will include: a needs 
assessment, mission or vision srntement(s), program priorities, and a strategy for financial and 
human resource development. The plan will build on the work of the Commission on Jewish 
Education of THE ASSOCIATED and lncorpornte appropriate elements of work already 
completed. The community by February 1, l.99t)wil! pre!Jare an outline of the 5 year plan 
identifying the major topics to be covered, preliminary findings, program ideas and tentative 
conclusions. 

Along with the five year plan, the community will also prepan: an Action Program for 1993-94 
which will include the schedule of the specific improvements to be undertaken; and the costs 
and revenues associated with each specific improvement effort.:; 

The plan and the action program will be completed by ~ay 31. l 99,} 
During 1993-94, the community will carry out the implementation of the first year's Action 
Program and prepare an Action Program for 1994-95. 

During 1994-95, the community will carry out the implementation of the second year's Action 
Program and prepare an Action Program for 1995-96. 

In support of these efforts, CIJE agrees to: 

■ Offer models of successful programs and experience through the Best Practices Project. 
Best prnctices will be identified in a variety of areas, including: Supplementary 
Education, Emly Childhood Education, JCC programs; Isrnd Experience; Day School; 
Campus Programs; Camping; & Adult Education. Information on all areas will be made 
available between October, 1992 and the end of May, 1993. The lead community will 
adapt and introduce these models in the light of loca l needs and interests during the 
Action Years of the project, with the advice of CIJE. 

■ Provide technical assista nce in planning and educational development. The community 
will have nccess to assistance from a roster of experts provided by CIJE at no cost to the 
community. 

) See Appendix A for a brief Licscrirtion of some of the rossible areas of content of :i Lead 
Communities Plan. 

') 
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In t roduce potential  funders to the com m uni ty  — including cont inental  founda t ions  
interested in specif ic project  areas.

Negot ia te  with foundat ions,  organizat ions ,  and providers o f  p ro g ram s  — training 
institutions,  J C C A  and J E S N A  — to def ine the nature o f  their invo lvem en t  and their 
contribut ion to Lead Com muni t i es .

Provide  a monitor ing,  evaluat ion and feedback sys tem to serve both the Lead  C o m m u n i ty  
and CIJE.

Convene  lead communi ty  leadership for per iodic meet ings  on c o m m o n  concerns .

The  Lead  C o m m u n i ty  agrees  to:

■ Es tablish a Lead C o m m u n i ty  Com mi t t ee  to direct  the project.  T he  C o m m i t t ee  will  be
m ade  up of  top com mun i ty  leadership represent ing all e lements  o f  the c o m m u n i ty  ־- 
Federat ion,  congregat ions,  inst itut ions involved in formal  and informal  educat ion,  and the 
full spect rum o f  religious m o v em en t s  represented in the com mun i ty .  T he  C om m i t t ee  will 
be  chaired b y .......................................

■ Provide oppor tuni t ies (such as town meet ings  or subcommit t ees )  for  s t akeho lder s  f rom 
all sec tors of  the com m uni ty  to meaningful ly  par ticipate in the p lann ing process  — 
including consum er s  o f  Jewish  educat ion,  (e.g. parents  and s tudents),  educators ,  board  
m em b er s  and Rabbis.

t

■ Appoin t  a Lead C om muni t i e s  Planning Director to s t af f  the Lead C o m m u n i t i e s  C o m m i t t ee  
and to coordinate the w ork  o f  educat ional  and pl ann ing profess ional  re sources  in the 
com m uni ty  on the Plan. Sen ior  profess ionals  in the co m m u n i ty  (e.g. the P lanning  
Director of  Federa tion and the Director o f  the BJE)  are expected to be fully involved in 
the process.

■ Prepare  a f ive-year  plan, and annual  action p rograms  (as desc r ibed above).

■ A ppo in t  a Lead C o m m u n i t i e s  Director to di rect  the Act ion Program for 1993-94 
onward.

■ Integrate the findings  o f  the Best  Practices Program appropr ia te  to the Lead C o m m u n i ty ,  
(as d iscussed above).

■ Identify and begin  one or more  exper imenta l  p ro g ram s  wi thin the first year.

■ Bui ld the profession o f  Jew ish  educat ion,  and thereby address  the shortage  o f  
quali fied personnel .

COUNCIL FOR INITIATIVES 
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■ Introduce potentinl funders to the community -- including continental foundations 
interested in specific project arens. 

■ Negotiate with foundations, orgnnizations, nod providers of programs -- tramtng 
institutions. JCCA and JESNA -- to define the nature of their involvement and their 
contribution to Lead Communities. 

■ Provide a monitoring, evaluation and feedback system to serve both the Lead Community 
and CIJE. 

■ Convene lead community leadership for periodic meetings on common concerns. 

The Lead Community agrees to: 

■ Establish a Lead Community Committee to di rect the project. The Committee will be 
made up of top community leadership representing nil elements of the community -
Federation, congregntions, institutions involved in formal and informal education, and the 
full spectrum of religious movements represented in the ctimmunity. The Committee will 
be chaired by ...... .................... .... . 

■ Provide opportunities (such as town meetings or subcommittees) for stakeholders from 
nil sectors oi' the community to meaningful ly pnrticipnte in the planning process -
including consumers of Jewish education, (e.g. pnrents and students), educators. board 
members nnd Rabbis. 

■ Appoint a Lead Communities Planning Director to swff the Lead Communities Committee 
and to coordinate the work of educational am.I planning professional resources in the 
community on the Plan. Senior professionnls in the community (e.g. the Planning 
Director of Federation and the Di rector of the BJE) are expected to be fully involved in 
the process. 

■ Prepnre n five-year plan, and nnnual action programs (as described nbove). 

■ Appoint n Lead Communities Director to di rect the Action Program for 1993-94 
onward. 

■ Integrate the findings of the Best Prm.:ti<.:es Program appropriate to the Lead Community. 
(as discussed nbove). 

■ Identify and begin one or more experirnenta I programs wi thin the first year. 

■ Build the profession of Jewish education, and thereby address the s hortage of 
qualified personnel. 

3 
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( I L L U S T R A T I V E )

A P P E N D I X :  T O P I C S  L I K E L Y  T O  BE A D D R E S S E D  BY A  L E A D  C 01 M M U N IT I E S  P L A N

H o w  the com mun i ty  plans  to app ro ach  m a jo r  im pro vem en ts  in educat ional  per sonne l  (e.g.,  
in-service education for all educators)

W h a t  improvem en ts  are env is ioned for each major  set t ing  wi thin which Jewish educat ion 
takes  place: congregat ions  and supplem en ta ry  schools ;  J C C ’s, Israel exper ience;  Day  
schools;  and camping;  h igher  Jewish educat ion cam p u ses

H o w  to create a m ore  suppor t ive  c l imate  for Jewish  educat ion

H o w  to approach the Jewish educat ion o f  each major  group in the life cycle :  singles;  
famil ies  wi th you ng  children;  teens;  the col lege years;  empty nesters; o lder people

H o w  the com m uni ty  plans  to enc ou rage l inkages  (e.g.,  be tween formal  and informal  
educational  experiences)

5
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(ILLUSTRATIVE) 

APPENDIX: TOPICS LIKELY TO BE ADDRESSED BY A LEAD COMMUNITIES PLAN 
================================================------------------

How the community plans to approach major improvements in educational personnel (e.g., 
in-service education for al I educntors) 

Whm imprnvemenrs are env!sioned for each major setting within which Jewish education 
takes place: congregations nnd ~upplementary schools; JCC's, Israe l e xperience; Day 
schools; and cnmping; higher Jewish education campuses 

How to create a more supportive climate for Jewish education 

How to approach the Jewish education of each major group in the life cycle: singles; 
families w ith young children; teens; the college years; empty nesters; older people 

How the community plans to encourage linkages (e.g., between formal and informal 
educational exper iences) 

5 
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■ Mobi l ize  com m uni ty  supp or t  to the cause  o f  Jew is h  educat ion.

■ Signif icant ly expand the c o m m u n a l  resources  com mit t ed  to Jewish educat ion.  B a sed  on
one c o m m u n i t y ’s exper ience  in im p lem en t in g  the r e c o m m e n d a t io n s  o f  its 
C o m m iss io n  on Jew ish  Continui ty ,  "s ignif icant expansion" shou ld  result  in at least  
a 40% increase in co m m u n a l  resources  for Jewish  educat ion by the third y ear  act ion  
p rog ram . C o m m u n a l  resources  include regular  a llocations , e n d o w m e n t  funds ,  local  
fo undatio n  grants ,  and other  sources  o f  local funds.

■ Col labora te  wi th CIJE  on the moni tor ing,  evaluat ion and feedback sys tem,  and ut il ize the
results.

■ W o r k  wi th CIJE  to d isseminate  the results o f  their exper ience  to o ther  com m un i t i e s .

Du r in g the s u m m e r  o f  1993 and the s u m m e r  o f  1994, the work  o f  the preced ing  year  wi ll  be
reviewed  by the partners.  This  A g re em en t  may  be terminated at the end o f  one o f  these  reviews  
if it appears  to ei ther par tner that the other has failed to perform in relat ion to this ag reement .

C IJ E  Federat ion

B y : __________________________  By: _

Title:  Title:
Date:  ____________  Date:

4
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■ Mobilize community support to the cause of J ewish education. 

■ Significantly expand the communal resources comm itted to Jewish education. Based on 
one community's ex perience in implementing the recommenda tions of its 
C ommission on Jewish C ontinuity, ''significant expansion " should r esult in at least 
a 40% increase in communa l r esources for J ewish education by the third yea r action 
program. C ommunal r esources include regular allocations, endowment funds, loca l 
foundation grants, and other sources of local funds. 

■ Collaborate with CUE on the monitoring. evaluation and feedback system, and utilize the 
results. 

■ Work wi th CIJE to disseminate the results of their expe rience to other communities. 

During the summer of 1993 and the summer of 1994, the work of the preceding year wil l be 
reviewed by the partners. This Agreement may be terminated at the end of one of these reviews 
if it appears to either partner that the other has failed to rerform in relation to this agreement. 

CIJE 

By:--------

Title: 
Date: ________ _ 

4 

Federation 

By:-------- - -

Title: 
Date: _______ ___ _ 



Monitoring, Evaluation, and Feedback Project
Ellen B. Goldring 
November, 1992

The goal of the first year of the project is to monitor the process 
of becoming a lead community and focus on the present state of 
affairs in the communities as well as visions of change in terms of 
mobilization, professionalism and programs.

All of the field researchers have had initial contact with the lead 
communities and one of the field researchers has moved to Atlanta. 
The second field researcher will be moving to Baltimore this month. 
The third field researcher lives in Madison, WI. , and will be 
responsible for Milwaukee.

The first set of visits to the lead communities is underway. All 
three of the field researchers will be in the same community during 
the visits:

Milwaukee- Nov. 15-21 
Baltimore- Dec. 6-10 
Atlanta- Dec. 12-17

Since the announcement of the three lead communities, the 
Monitoring, Evaluation, and Feedback Project is concentrating on 
four broad areas.

I. Introducing Field Researchers to the Lead Communities

Initial meetings in the communities 
Ongoing conversations with key people 
Learning about the communities
Establishing a trusting and effective relationship

II. Focusing the content

Focus 1: The Launch and Gearing Up:

Learning about the process of getting 
going and becoming prepared

Reacting to being chosen as a lead community 

Developing relationships with CIJE 

Helping communities think about themselves

Monitoring, Evaluation, and Feedback Project 
Ellen B. Goldring 

November, 1992 

The goal of the first year of the project is to monitor the process 
of becoming a lead community and focus on the present state of 
affairs in the communities as well as visions of change in terms of 
mobilization, professionalism and programs . 

All of the field researchers have had initial contact with the lead 
communities and one of the field researchers has moved to Atlanta. 
The second field researcher will be moving to Baltimore this month. 
The third field researcher lives in Madison, WI., and will be 
responsible for Milwaukee. 

The first set of visits to the lead communities is underway. All 
three of the field r esearchers will be in the same community during 
the visits: 

Milwaukee- Nov. 15-21 
Baltimore- Dec . 6-10 
Atlanta- Dec. 12-17 

Since the announcement of the three lead communities, the 
Monitoring, Evaluation, and Feedback Project is concentrating on 
four broad areas. 

I. Introducing Field Researchers to the Lead Communities 

Initial meetings in the communities 
Ongoing conversations with key people 
Learning about the communities 
Establishing a trusting and effective relationship 

II. Focusing the content 

Focus 1: The Launch and Gearing Up: 

Learning about the process of getting 
going and becoming prepared 

Reacting to being chosen as a lead community 

Developing relationships with CIJE 

Helping communities think about themselves 



Focus 2: Visions of Change:

Community mobilization

Professionalization of Jewish education

Actuality— what is in place now? What is going 
on now? Who participates? How?

What is the process of change?

Implementation plans

The methodology

Interview protocols around the areas of:
- preparation
- mobilization
- professional lives of educators
- background information

Sampling procedures (lists of people/functions) 

Observations

Collection of documents and artifacts

Issues under discussion.

Reports and feedback

Access needed by researchers

Communication

III.

IV.

Focus 2: Visions of Change: 

Community mobilization 

Professionalization of Jewish education 

Actuality--what is in place now? What is going 
on now? Who participates? How? 

What is the process of change? 

Implementation plans 

III. The methodology 

Interview protocols around the areas of: 
- preparation 
- mobilization 
- professional lives of educators 
- background information 

Sampling procedures (lists of people/functions) 

Observations 

Collection of documents and artifacts 

IV. Issues under discussion 

Reports and feedback 

Access needed by researchers 

Communication 
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9/23/92 I U M .S d rc J !_

L e t t e r  o f  U n d e r s t a n d i n g

D e a r  ,

1 am writing lo confirm that the Jewish Community o f  ______________ [Atlanta, Baltimore,
Milwaukee] and the Council for Initiatives in Jewish Education [CIJE] have agreed to participate 
in 0 joint local-continental collaboration for cxccllcncc in Jewish education, called the Lead 
Communities Project.

The Commission on Jewish Education in North America fCOJENA] found that the best way to 
generate positive change at the continental scale is to mobilize the commitment and energy of 
local communities to Jewish continuity, and recommended the creation of lead communities.

The lead community is expected "to function as a local laboratory for Jewish education; to 
determine the educational practices and policies that work best; to redesign and improve Jewish 
education through a wide array of intensive programs; to demonstrate what can happen when 
there is an infusion of outstanding personnel into the educational system, with a high ieve! of 
community support and with the necessary funding.1'12 ־

The Jewish community of   [Atlanta, Baltimore, Milwaukee] has established a
       [specific language suggested by cach community], the community views
the Lead Communities Project as an opportunity to  . ״̂  [specific language suggested
by each community].

This letter is a summary o f  the discussions held on ________, 1992 between the Council for
Initiatives on Jewish Education (CIJE), and the ____________________  [Atlanta; Baltimore,
Milwaukee] Jewish Federation. Its purpose is to clarify our mutual expectations with regard to
the implementation of the Lead Communities Project in ________  ]Atlanta, Baltimore,
Milwaukee].

1 A  Time lo Act (Univeisity Press of America, Lanliam, Md.,1990), p. 17; see also pp. 67 - 69,

2 Sec also Lead Communities: Program Guidelines (January, 1992) pp. 7-11.
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LETTER OF UNDERSTANDING 

l am writing lo confirm that the Jewish Community of ______ lAtlnnta, Bnllimorc, 

Mihv~ukce] and the Council for Initiatives in Jewish Th:lucuticm [CUE] hove ngreed to pnrticipntc 
in u joint locol-contincntnl collnborntion for exccllcncc in Jewish education, called the Leo<l 
Communities Project. 

The Commi~sion on Jewish Education in North America fCOJENA) found that the best way to /0 
generHte r,<Hdtive chirnge at the continent:~! scale is to mobilize the commitment ont! eneri:;y of / / 
loc:ll communitie.s to Jewii;h c.ontinuity, und recommtln<led the crei1tion of lead communitios. 

The leaJ community is expected "to function EIS n local lnbornlory for Jewish education; to 
dct~rminc the educationol practices ond policie~ thot work bes t; to redesign nnd improve Jewish 
educntion through 11 wide urr(ly of intensive progrnms; to demonstrute whnf cnn happen when 
there is on infusion of outst0nciing person11el into the edu~ution;!l sy:;tem, •,•.,i!h II high !eve! of 
community support and with the necessary fundi ng. "!. 1 

The Jewish community of _____ [Atlanta, Daltimorc, Milwaukee] has (~stablish(.':d c1 

, ..... .............................. r~recific language ~uggested by each communityl, ltie c'bmmuaity views 
tho Lead Communities J>rnjccl as an opp11nu11ily lo ...................... lspeeific language ~ui;&1;Mc:u 

by ench community]. 

'fhis letter is a summary of the discussions held on ____ , 1992 between the Council for 
lnith1tivcs on Jewish Education (CIJE), and the _________ [Atlanta; Dnltimorc, 

Milwaukee.] Jewish Federation. Its purpose is to clarify om mutual expectations with rcg1ml to 
the in1pkment11tion of the Lead Communities 'Project in _____ lAtianta, Balllmorc, 
Milwaukee 1, 

1 A Time to Act (Univen,ily Press of America, Lanham, Md.,1990), p. 17; see ulso pp. 67 - 69. 

2 Sc.c also Lead C.ommunities: Progrnm Guidelines (January, 1992) pp. 7-11. 
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This letter covers the three year period from Sept 1, 1992 through August 31, 1995

1992-93 is the Planning Year (see below)
1993-94 is the first Action Year
1994-95 in the second Action Year

[Atlontu, Baltimore, Milwaukee]During 1992-93, the Jewish community of
will) the advice and assistance of C1JE, will prepare a five year plan for improving Jewish 
education. The plan will include: a^nceds assessment, mission or vision statement(s), program 
priorities, and a strategy for financial and human resource development. The plan will build on 
the work of the .fj..  opt! incorporate appropriate elements of work already completed. The
community by ^eb^uary 1, 1992 will prepare an outline of the 5 year plan identifying the major 
topics to be covered, preliminary findings, program ideas and tentative conclusions.

I tioM —־־ 
J

Along with the five year plan, the community will also prepare an Action Program lor 1993-94 
which will include the schedule of the specific improvements to be undertaken; and the costs 
and revenues associated with each specific improvement effort.־' . , r , v O a a < ,r 1
The plan and the action program will be completed by May 31, 1992.

Dining 1993-94, the community will carry out the implementation of the first year’s Action 
Program and prepare an Action Program for 1994-95.

During 1994-95, the community will carry out the implementation of the second year’s Action 
Program and prepare an Action Program for 1995-96.

In support of these efforts, CIJE agrees to;

■ Offer models of successful programs and experience through the Best Practices Project. 
Best practices wiil h e  identified in a variety of areas, inc lud ing ;^  S u p p le m e n ta r y  
Education, Early Childhood Education, JCC programs? Israel Experience; Day School; 
Campus Programs; Camping; &. Adult Education. Ii*fo1׳nratk n1 on all areas will be made

: . available between October, 1992 and the end of May, 1993. The lead community will
adapt and introduce these models in the light of local needs and interests during the 
Action Years of the project, with the advice of CIJE.

■ Provide ie^hfiical assistance in planning and educational development. The community 
will have access to assistance from a rosier of experts provided by CIJE at no cost to the 
community.

See Appendix A for a brief description o ״׳ f som e of ilie possible areas o f content o f a Lead 
Communities Plan.

2

F1·om Ukeles Hssoc1 ates Inc . J-'HUNt: NO, 

This letter covers the three ycnr period from Sept 1, 1992 through August 31, lf)95. 

1992-93 is the Planning Yenr (see below) 
1993-9~ is the first Act.ion YeRr 
1994-95 ifi the second Action Year 

During 1992-93, the Jewish community of ____ (Atlontu, Bultimore, Milwaukee] 
with the advice and assist1mce of CIJE, will prep,uc a five yc1tr plan for improving Jewish 
e.ducnlion. The phm will include: a.needs nssessment, mission or visi<>n stotement(s), program 
priorities, and a strategy for finunciul und human resource development. The plan will build on 
the work of the .. ~!. ....... nnd incorporute appropriate elemonls of work already completed, The 
community by (rebfuory 1, 1992 will prepare an outline of the 5 ycur plHn identifying the mojor 
topics to be covered,r{.reliminnry finding!i, program idoas and tentative conclusions. 

~ ~ ,\ .. ·1 
Alon~ with the five >'enr plan, the commulility will olso prepnre nn Action Progrnm for 1993-9'1 
which will incll!de the schedule of the specific impFovemcnts to be undertuken; nnd the costs 
nnd revenues associ;,tcd with each specific improvement cffort:1 • ( ~ 

l1 
'l'hc plan ,mu the Ml;liuu piugnuu will ln: \;Olllpleted by May 31, 1992, 

Duliug 1993-94, the community will carry out the implementation of the first yenr's Action 
Pn,g1 m)l and prepare an Action Program for 1994-95. 

During 1994-95, the community will curry out the impkm~ntatiun <.if the: :sc:cuml yc:ur's Ai.;1 in11 
P10grnm and prepare an Action Program for 1995-96. 

In support uf these: efforts, CIJE 11g1ees lo; (Jj~ 
• Offer models or successful programs and experience through the Dest P .ictice.s ProjC!ct. 

Best prncticc:5 wi~I he identified in a variety of nreas, induding· Supplementary 
Education, Early Childhood Education, JCC prugram:sr l:srnc:1 Expc:ric:m.:e; Duy SdH>ol; 
Campus l'rograms; CHmµing; & A<lull Ed uc11tion. ~ .. n.,t,011 011 all areas will be mudc 

- availalble between October, 1992 and the: enu of M<1y, 1993. Tht: lt:ud <.:01111nunity will 
ttllapt ~ml inlrmlu<.:c these models in the light of local needs ~ml interests during the 
Actiun Yc:~rs of the project, with the advice of CIJE. 

• Pruvklt: J~ltffrual assistance in planning t1nd educational devclopmcnl. The community 
will huv~ c1<:l:~ss lu assistance f1 om a roster of experts provided hy ClJT2 nt no cost to the 

community. 

~ Sec Appendix A for a brief dcs<.:rip1ion ur slmae of 1he possil>lc area:; of conlenl of n Lend 

Communities Plan. 

2 



S e p .23 1992 10:47AM P0412122609760PHONE No.
• *►*!*.*•יי* ' ״ •"

From : U keleS A s s o c ia te s  Inc .

Introduce potential funders to the community — including continental foundations 
interested in specific project areas.

\ -  kv v ־>־ )  t ' 9 ׳
Negotiate with foundations, organizations, and providers of programs — training 
institutions, JCCA and JESNA ־• to define the nature of their involvement and their 
contribution to Lead Communities.

Provide a monitoring, evaluation and feedback system to serve both the Lead Community "׳׳ל
WSr)

11

ן

cJ~
mid CIJE.

Convene !ead community leadership for periodic meetings on common concerns.

The. Lead Community agrees to;

04/

J(?U.

Establish a Lead Community Committee to direct the project. The Commitlee will be 
made up of top community leadership representing all elements of the community — 
Federation, congregations, institutions involved in formal and informal education, and the 
full spectrum of religious movements represented in the community. The Committee will 
he chaired b y --------- ---------------------------.

/  <9  /  y &
Provide opportunities (such as town meetings or subcommittees) for stakeholders from 
all sectors of the community to m eaningfully participate in the planning process — 
including consumers of Jewish education, (e.g. parents and students), educators, board 
members and Rabbis.

Appoint a Lead Communities Planning Director to staff the Lead Communities Committee 
tuid to coordinate the work of educational and planning professional resources in the 
community on ilie Plan. Senior professionals in the community (e.g., the Planning 
Diiector o f  Federation and the Director of the DJE) arc expected to be fully involved in 
the process.

Appoint a Lead Communities Director to direct the Action Program for 1993-94 onward.

Integrate the findings of the Best Practices Program appropriate to the Lead Community 
(as discussed above).

Identify and begin one or more experimental programs in 1993.

3

From Ukeles Assoc iat es Inc. PHONE No. 12122608760 Sep.23 1992 10:47AM P04 

■ 

• 

• 

• 

• 4';1111"1·~ ........... , .... 

Introduce potenth1l funders to the community -- including continental foundr1ti(mS 
interested in specific project are.as. 

b 
Negotiate with foundations, organizations, and provideri; of progl'ams -- training 
institutions, JCCA and JESNA •· to define the nature of their involvement anti their 
contribution to Lead Communities. 

Provide 3 monitoring, evaluation Rnd feedback system to serve both the Lend Communitj 
and CIJE. . ~ 

Conv~ne lend community leadership for pet-iGdk meetings on common concerns . 

The Lead Community agrees to: 

■ Estoblish o Leed Community Committee to direct lhe project. The Committee will be 
made up of lop community lea<len:hip reprei,;entinB all elements of the community -
Federntion, congregntions, institutions inv<)ived in formnl und informnl educution, nnd the 

full spectrum of religious movements represented in the community. The Committee will 
be chaired by ________ _ 

_ .,,. 

• Provide opportunities (such ns town meetings or ~uhcommittees) for stnkeholders from 
all sectors of the community to meaningfully participa te in the plnnning process --
111cluJiug c(1nsumen, of Jewish education, (e.g. parents c,nd student~). cducutorn, bmm.J 
members and Rabbis. 

■ Appoint a Leau Communities Planning Director lo staff the Lead Communities Commlttet'. 
mid lu coordinnte the work of educational and planning profcssi()md resources in the 
~um111u11ity rn1 Litt P lan. Senim professionals ln the community (e.g., thv Planning 
Dilector of Federntion and the Director of the DJD) arc cxpcctc<l to be fully involved in 
tho process. 

■ Appoint a Leac.l Communitks Dirci..:tur to direct the Action Program for 1993-94 onward. 

• Integrate the findings of the Best Practices Program appruprhttc Ill the Leud CL1111111u11ity . 
(1-1s discussed above). 

■ Iuentify ,,nd begin nnc or more cxpcrimentnl progrumli in 1993. 

3 
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■rom . UKeies H s s o c ia te s  in c . PHGNE No. : 12122608760 S e p .23 1992 10:48AM P05
■*״*■ץ7,1 ׳ wjiwjwji!* '־-•v. **jmr׳

Significantly expand the communal resources committed to Jewish education.4 יי
The community will work with CIJE to establish an appropriate target for 
expenditure for Jewish education.

v»*SXlk ^
■ Collaborate with CIJE on the monitoring, evaluation and feedback system, and utilize the

results.

■ Prepare a 5 year plan, and annual action programs, as described above.

■ Work with CIJE to disseminate the results of their experience to other communities.

During the summer of 1993 and the summer of 1994, the work of the preceding year will be 
reviewed by the purtners. This Agreement may be terminated at the end of one of these reviews 
if it appears to either partner that the other has failed to perform in relation to this agreement.

CIJE Federation

Bv: Bv:

Title: Title:
Date: Date:

4 While it is premature to quantify significant expansion at this point, one community that seriously
implemented the results o f its commission on Jewish continuity increased its commitment by ____% over
th rw  yuuib. fuse C leveland data].

- r am . u Ke 1es HSSoc1at.es Inc. Pf-ONE No. 
.-.r..-,·-·~•r- ··· 

12122608760 Se p . 23 1992 10: 48AM P05 

■ Significantly expund the communal resources committed to Jewish ec.lucmion.4 

The community will work with CUE to estnblish nn uppropriote turget for 
expenditure for Jewish educntion. 

■ Collobornte w ith CIJE Qrl the monitoring, ov11lu11tion 1md feedb~ick ~yi:::tem, nnd utili.ze the 

results. 

• Prepore n 5 year plsn, And '1nnuol nction programs, ~s described Hhove. 

■ Work with CIJE to disseminnte the results of their e;,cperience to other communities. 

Durin$ the summer of 1993 nnd the summer of 1994, the work of tho preceding year will be 
revkwed by tht1 purtners, This Agreem<?nt may be termin~ted at the end of one of these reviewi; 

if it appears to either pnrtn~r that the other has £11i1ed to perform in relntion to thii,; agreement. 

CIJE Federation 

By: By: 

Title: Title: 
Date: Date: 

4 Whale 1! is premature 10 quantify :,ignificont expansion at this point, ono community lhut seriously 
i111pl1.:lll1,;n1cd 1hc results of ils commission on Jewish continuity incrcaiicd ils. commitmonl by __ % nvcr 

lhrw ye.au~. r Ul!C Clc..-elond data]. 



F i e l d  R e s e a r c h e r s ’ P l a n  f or  Y e a r  O n e  
L e a d  C o m m u n i t i e s  P r o j e c t  

P r e p a r e d  b y  R o b e r t a  G o o d m a n  
A u g u s t  24, ]99 2

T h e  f o l l o w i n g  e l e m e n t s  c o n s t i t u t e  the f i e l d  r e s e a r c h e r s ’ o v e r -  

a r c h i n g  p l a n  for y e a r  one:

P a r t  I - G e t t i n g  to K n o w  t h e  C o m m u n  i t. i es : " F i n d  i ng Y o u r  Fe et"

A. S p a c e

B e c o m i n g  f a m i l i a r  w i t h  the s p a t i a l  l a y o u t  - n e i g h b o r -  
h o o d s ,  g e o g r a p h y ,  l o c a t i o n  of J e w i s h  i n s t i t u t i o n s ,  etc.

B . T i m e

R h y t h m  o f the c y c l e  of  e v e n t s  in the  c o m m u n i t y ,  
i n s t i t u t i o n a l  w o r k i n g s ,  J e w i s h  year, s e c u l a r  y e a r  - 
C a n a d a  has d i f f e r e n t  n a t i o n a l  an d  p r o v i n c i a l  h o l i d a y s  

t h a n  in U.S.

C . P e o p l e

C o m p i l e  l i st s of p e o p l e :  c o n t a c t s  in e a c h  i n s t i t u t i o n ,
p r o g r a m  p a r t i c i p a n t s ,  t e a c h e r s ,  u n a f f i l i a t e d .

D. H i s t o r y

G a i n  a s e n s e  of the h i s t o r i c a l  c o n t e x t  of e a c h  c o m -  
mu n i t y :  g e n e r a l  c o m m u n i t y ;  J e w i s h  c o m m u n i t y ;  h i s t o r y  of
i n s t i t u t i o n s ;  m a j o r  l o c a l  e v e n t s  that  d i s t i n g u i s h  the 
J e w i s h  an d g e n e r a l  c o m m u n i t i e s .

E. D e m o g r a p h i c s

L o c a t e  s o u r c e s  of d e m o g r a p h i c  i n f o r m a t i o n ;  i d e n t i f y  
w h a t  has a l r e a d y  b e e n  done; a n d  c o n s i d e r  w h a t  o t h e r  
d e m o g r a p h i c  i n f o r m a t i o n  m i g h t  b e h e l p f u l  to c o l l e c t  in 
t h e  f u t u r e .

P a r t  II - N e g o t i a t i n g  O u r  R o l e  in t he  Le ad  C o m m u n i t i e s

E s t a b l i s h i n g  a t r u s t i n g  an d  w o r k i n g  r e l a t i o n s h i p  w i t h  the 

l e a d  c o m m u n i t y  m e m b e r s .

Pa r t III - V i s i o n

A. C o n t e n t  of the V i s i o n
1. p r o f e s s i o n a l i z a t i o n  
2 . mo b i ] i zat. ion
3. p r o g r a m s

-
Field Resea r c h e r s ' Pl a n f o r Yea r One 

Lead Commu n i ties P roject 
Prepared by Robe r ta Goodman 

August 24 , 1992 

The followi n g elements constitute the field researchers ' 
arching plan for year one: 

over-

Part I - Getting to !{now t h e Communities:"Fin<ling Your Feet" 

A. Space 

Becoming fami l iar with t h e spatial layout - neighbor
hoods, geography, l ocation of Jewish institutions , etc. 

B . Ti me 

Rhythm of the cycle o f events in the community, 
institutional workings, Jewish year, secular year -
Canada has different national and provincial holidays 
than in U.S. 

C . People 

Compile lists of p eo ple: contacts in each inst i tution, 
p r o gr am pa r t i c i pan t s , t each e rs , u n a f f i 1 i a t e d . 

D . History 

Gain a sense of the histo r ical context of each com-
mun i t y : gene r a l comm u n i t y ; Jew i s h comm u n i t y ; h i s t o r· y o f 
institutions; major local events that distinguis h the 
Jew i sh and general communities. 

E. Demographics 

Locate sources of demographic information; identify 
what has already been done; and consider what other 
demographic information migh t be helpful to collect in 
the future . 

Part II - Negotiating Our Role in the Lead Communities 

Establishing a trusting an d working relationship wi t h the 
lead community members. 

Part III - Vision 

A. Content of the Vision 
1. professionalizati,rn 
2. mobLl izat.ion 
3. programs 

' 



B. E v o l u t i o n  o f  the V i s i o n
1. c o n t e n t
2. p r o c e s s
3. c r i t i c a l  r e f l e c t i o n

C. R e l a t i o n s h i p  a m o n g  the c o m m u n i t y  m e m b e r s
1. p o s i t i o n s  of p o w e r  a n d  i n f l u e n c e
2. c o m m u n i c a t i o n

IV - A c t u a l i t y

A. W h a t  is the c o m m u n i t y  d o i n g  n o w  in t e r m s  of J e w i s h  
e d u c a t  ion?

1. p r o f e s s i o n a l i z a t i o n
2. m o b i l i z a t i o n
3. p r o g r a m s

B. R e l a t i o n s h i p s

1. p o s i t i o n s  o f  p o w e r  a n d  i n f l u e n c e
2. c o m m u n i c a t i o n

V - K e y  C o n c e p t s

Part

Par t

A. W h a t  a r e  t h e y ?
B. H o w  a r e  t h e y  b e i n g  d e f i n e d ?

2 

8. Evolution of the Vision 
l. c ontent 
2. process 
3. c ri1 ical reflection 

C. Relationship among the community members 
1 . positions of power and influence 
2. communication 

Part IV - Actuality 

A. What is the community doing now in terms of J e wish 
education? 

1. professionalization 
2. mobilization 
3. ~rugr- a ms 

8 . Relationships 
1. positions of power and influence 
2. communication 

P3rt V - Key Con c~ pts 

A. What ar e the y ? 
8 . How a re they being defined? 



Calendar for Lead Communities Visitations

First site visit (own community)-10 days to 
2 weeks

Community A

Community B

Community C

Meet to write first report

Meet with Eilen in Nashville

Community A

Own community

Community B

Own community

Community C

Own community

Meet to revise reports

Community A

Community B 
Report #2 due

Own community

Community C

Own community

Meet to revise reports

Report #3 due

September 14 - October 20, 1992:

November 8 - November 15, 1992: 

November 15 - November 22, 1992: 

December 6 - December 13, 1992: 

January 4 - January 5, 1993: 

january 15 - January 1 8 , i 993: 

January 24 - February 6, 1993: 

February 7 - February 20, 1993: 

February 21 - March 6, 1993:

March 7 - March 20, 1993:

March 21 - April 3, 1993:

April 4 - April 24, 1993:

April 25 - ? , 1993:

May 2 - May 8, 1993:

May 9 - May 15, 1993:

May 16 - May 29, 1993:

May 30 - June 6, 1993:

June 7 - June 27, 1993:

June 28- ?, 1993:

July 11, 1993:

Calendar for Lead Communities Visitations 

September 14 - October 20, 1992: First site visit (own community)--10 days to 
2 weeks 

November 8 - November 15, 1992: Community A 

November 15 - November 22, 1992: Community B 

December 6 - December 13, 1992: Community C 

January 4 - January 5, I 993: Meet to write first repon 

January i 5 - fanuary 18, i 993: Meet with Eilen i11 Nashviile 

January 24 - February 6, 1993: Community A 

February 7 - February 20, 1993: Own community 

February 21 - March 6, 1993: Community B 

March 7 - March 20, 1993: Own community 

March 21 - April 3, 1993: Community C 

April 4 - April 24, 1993: Own community 

April 25 - ? • 1993: Meet to revise repons 

May 2 - May 8, 1993: Community A 

May 9 - May 15, 1993: Community B 
Repon #2 due 

May 16 - May 29, 1993: Own community 

May 30 - June 6, 1993: Commur.i~y C 

June 7 - June 27, 1993: Own community 

June 28 - ?, 1993: Meet to revise repons 

July 11, 1993: Repon #3 due 



C EN T R E fo r  ED U CATIO N AL SO CIO LO GY 

Department o f Sociology
S e p te m b e r  1, 1992

T he U niversity  o f  Edinburgh 

7 B uccleuch Place 

Edinburgh EH8 9LW  

Scotland

0JjL
Ms. R o b e r t a  G o o d m a n  
149 Naut i lu s  Dr. 
Madison ,  WI 53705

Dear  R ob e r ta ,

Fax UK (0)31 668 3263 

Email CES@uk.ac.edinburgh 

Telephone UK (0)31 6S0 1000 

or direct dial UK (0)31 650 4186/4187
T h a n k s  very  m u c h  for  fo r w a r d i n g  the "Field Re searchers '  Plan." It looks ver y  promis ing.

I have  a few co m m en ts ,  w hic h  I hope  you  can raise wi th  the group:

(1) w'hat is the  l inkage be tw een  this  plan and  the tenta t ive  c a le nd a r?  One  possibi l i ty is as
follows:

Par t  I, A - E: Begin addres s in g  du r i n g  in formal  visi t  in Sept .  - Oct.

Par t  II: Also begins d u r in g  init ial  visi t ,  car r ies  t h ro u g h  f ir st  in tens ive  visi t  in Nov.  - Dec.

Par ts  III - V: Begin  d u r i n g  f irst  intensive  visit ,  Nov. .Dec ־   Part  IV based at f ir st  
ma in ly  on in terviews,  s u pp le m en te d  by o bser va t io ns  d u r i n g  second 
in tens ive  visit  (Jan.  - March)  and  t h r o u g h o u t  by f . r . ' s i n  o w n  com m uni t i e s .
L imi ted  sample  of  respondents  d u r in g  f ir st  ini t ial  visit ,  w id e r  sample  
d u r i n g  second in tensive  visit  and  t h r o u g h o u t  the  per iod  in own 
com mu ni t ie s .

I real ize we  can ' t  be sure  abo ut  this yet ,  but  I th ink  we  need a be t t e r  sense of  w h a t  we  ho pe  to 
accompl i s h  at each  of  the stages we listed in the  ca lendar .  This  should also he lp  us address  
issues of  r e p o r t i n g  that  I m e n t i o n e d  in my  le t ter  o f  Aug.  31.

(2) R e g a r d i n g  Par t  I, E (demographics ) ,  we  will want  to be in to uch  wi th the  local C IJE contac t
person to c oo rd i na te  o u r  e f fo r t s  with those of  the  local s e l f - s tu dy .

(3) One  im p o r t a n t  po in t  seems to get  b u r i e d - - I a s s u m e  tha t  m o n i to r in g  the  c o m m u n i t y ' s  e f fo r t s
to mobi l ize  and  plan is inc orpo ra ted  un d e r  Par t  III, sect ion B, po in t  2 (process) .  I have  no
ob je c t io n  to the  way  the  issues a re  organized ,  but  I w ant ed  to po in t  c u t  tha t  this  is im p o r t a n t  so
it doesn ' t  get lost. Pe rh ap s  the  mobi l izat ion and p lan nin g  process  real ly i ncorpo ra te s  all of  
sect ion B (evolu t ion  of  vision).

T h a n k s  for  k eep in g  me up  to date! F rom  the logistical s ta ndpo in t ,  I 'm jus t  de l igh ted  ab ou t  
M i lw au ke e .  El len m e n t i o n e d  to me the  plan tha t  for  intens ive  visi ts,  y ou  would  s tay w i th  the  
o th er s  in M i lw au kee .  T h a t  sou nd s  l ike a good plan.  But fo r  s u p p l e m e n t a r y  visits,  p h on e  calls,  
etc. ,  i t 's  p rac t ical ly  l ike hav in g  you on site!

R e g a r d s  to all, A d a m

cc: Jul ie,  Claire,  Ellen,  A n n e t t ^ ^

C 
September I, 1992 

Ms. Roberta Goodman 
149 Nautilus Dr. 
Madison, WI 53705 

Dear Roberta, 

1> ,, 

CENTRF for EDUCATIONAL SOCIOLOGY 

D<'partrnenl of Sooolog~· 

The Unl\tr.itv of F..!inburgh 

7 Rucclcuch Place 

Edinburgh EH8 9l W 

Scotland 

Fu UK (0)31 668 3263 

En,.,1 CF$@uk.a. et!mhurgh 

Tdcplionc UK (O)ll 6i0 1000 

or direct d,~\ UK (Oil! 6SO 4186/ 4187 

Thanks very much for forwarding the "Field Researchers' Plan." It looks very promising. 
have a few comments, which I hope you can raise with the group: 

\i) What is the 1in1<age between this plan and the tentative calendar? One possibility is as 
follows: 

Part I, A - E: Begin addressing during informal visit in Sept. - Oct. 

Part II: Also begins during initial visit, carries through first intensive visit in Nov. - Dec. 

Parts III - V: Begin during first intensive visit, Nov. - Dec. Part IV based at first 
mainly on interviews, supplemented by observations during second 
intensive visit (Jan. - March) and throughout by f .r.'s in own communities. 
Limited sample of respondents during first initial visit, wider sample 
during second in tensive visit and throughout the period in own 
communities. 

I realize we can't be sure about this yet, but I think we need a better sense of what we hope to 
accomplish at each of the stages we listed in the calendar. This should also help us address 
issues of reporting that I mentioned in my letter of Aug. 31. 

(2) Regarding Part I. E (demographics) , we will want to be in touch with the local CIJE contact 
person to coordinate our efforts with those of the local self-study. 

(3) One important poin\ seems to get buried--lassume that monitoring the community's efforts 
to mobilize and plan is incorporated under Part JII, section B, point 2 (process). I have no 
obiection to the way the i!-s11P~ are organized, ~t!t I war.tee to point cut thnt t his i:; ;mponc1rit .;o 
it doesn't get lost. Perhaps the mobilization arid planning process really incorporates all of 
section B (evolution of vision). 

Thanks for keeping me up to date! From the logistical standpoint, I'm just delighted about 
Milwaukee. Ellen mentioned to me the plan that for intensive visits, you would stay with the 
others in Milwaukee. That soundls like a good plan. But for supplementary visits, phone calls, 
etc., it's practically like having you on site! 

Regards to all. Adam 

cc: Julie, Claire, Ellen, Annet~ 



As I explained today, the initial visit is not intended to be
a rigorous data-gathering exercise, but is aimed more at orienting 
ourselves to the communities, introducing ourselves to the local 
CIJE organizers, finding a place to live for Claire and Julie, etc.
It will be a low-key visit. I think your suggestion of asking
Shulamith to introduce us to the local CIJE leader(s) will 
facilitate this approach. It may be useful to arrange a meeting
with her first, to work out the guidelines for entry into the lead 
communities. Alternatively, we may work on this long-distance and 
ask her to meet with each researcher separately for a short time 
immediately prior to their first trip to their own communities.

The second set of visits (Nov.-Dec) will be more intensive, 
consisting primarily of interviews which will address all three of
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1ear Annette,

As usual I enjoyed our visit today and found it very helpful 
or stimulating my thinking about the evaluation project. I 
nclose a draft of the tentative schedule for field research.

As I explained today, the initial visit is not intended to be 
a rigorous data- gathering exercise, bu t is aimed more at orienting 
ourselves to the communities, introducing ourselves to the local 
CIJE organizers, finding a place to live for Claire and Julie, etc. 
It will be a low-key visit. I think your suggestion of asking 
Shulamith to introduce us to the local CIJE leader(s) will 
facilitate this approach. It may be useful to arrange a meeting 
with her first, to work out the guidelines for entry into the lead 
communities. Alternatively, we may work on this long-distance and 
ask her to meet with each researcher separately for a short time 
immediately prior to their first trip to their own communities . 

The second set of visits (Nov.-Dec) will be more intensive, 
consisting primarily of interviews which will address all three of 
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1ear Annette, 

As usual I enjoyed our visit today and found it very helpful 
or stimulating my thinking about the evaluation project. I 
nclose a draft of the tentative schedule for field research. 



Following our discussion, I would add the following items:

(a) Late October: conference call with evaluation staff (AG, 
EG, and field researchers) and AH and SF to discuss the 
probable content of the January reports. This will be 
preceded by informal sharing of ideas about what might go into 
the reports within this group and with others e.g. Art, Barry.

(b) Mid-January: advisory committee (SF, AH, JC, MI) will 
review a draft of the report to be released at the end of the 
month. We will get this to you as early in January as 
possible, and we will need a guick turnaround on your

Hit <CR> for next page, : to skip to next part...
BMAIL>
2JH response.

The tentative schedule was prepared to give us a sense of what 
our workload is and how much we can get done in a year. It is 
definitely subject to modification to take into account the needs 
of the lead communities and other contingencies that may arise.

As I explained today, the initial visit is not intended to be 
a rigorous data-gathering exercise, but is aimed more at orienting
ourselves to the communities, introducing ourselves to the local 
CIJE organizers, finding a place to live for Claire and Julie, etc. 
It will be a low-key visit. I think your suggestion of asking 
Shulamith to introduce us to the local CIJE leader(s) will 
facilitate this approach. It may be useful to arrange a meeting 
with her first, to work out the guidelines for entry into the lead 
communities. Alternatively, we may work on this long-distance and 
ask her to meet with each researcher separately for a short time 
immediately prior to their first trip to their own communities.

The second set of visits (Nov.-Dec) will be more intensive, 
consisting primarily of interviews which will address all three of
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0JH substantive questions. Because the visit will be only a week 
long, the number of respondents will be limited, probably including 
th< :irst and part of the second segments of our "snowball" sample 
(local CIJE leaders and leading educators).

With regard to the question you raised about what if a 
respondent says, ״I don't know about goals, you tell me," the 
interviewers will have a variety of probes which may simulate 
responses despite initial hesitation. More generally, I agree that 
we need to prepare the field researchers as well as possible so 
such responses will not take them by surprise. I hope that by 
posing the question about goals, we will stimulate participants in 
lead communities to think about aims for Jewish education, and 
provoke a dialogue among them. Incidentally, I would not be too 
dismayed if the federation professionals are unconcerned or are 
unable to articulate goals for education. After all, that is not 
their area. I think it is more important that CIJE induce the 
educators in the community to articulate a (hopefully coherent and 
as cohesive as possible) vision or visions, and to think about how 
the vision(s) might be attained. But the visions question cannot 
be restricted to the educators, but rather reach out to the
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Annette,

In anticipation of introductory meetings in the lead communities,
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£HH field researchers are asking what they should say about reports.
Ellen and I have decided we need to come up with something more 
definite than we've said so far. This would be part of an informal 
presentation that the field researchers will make when they are 
introduced by Shulamith to people in their own I.e.,s. These meetings 
will stress our collaborative spirit and show that we view them as 
clients as well as our subjects. It will provide opportunities for 
guestions as well as for I.e. participants to say how monitoring and 
ev> aation can help them, what types of information they would like, etc.

What follows is a draft of what we could say about reporting. I׳d welcome 
any comments you may have.

Field Researcher reports in lead communities:
A Tentative Proposal

The tentative plan of work for field researchers calls for 
preparing three written reports, to be released in late January, 
early May, and early July. The first two reports will be 
primarily descriptive, while the third will be more analytic, and
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&>I11 address changes that occur over the course of the year.

The purpose of these reports is to provide feedback to both the 
na :mal and local CIJEs on each community's progress toward 
planning and, ultimately, implementing programs that will 
substantially improve Jewish education and that can serve as a 
nodel for the rest of North America. It is not possible to say 
at this point what we mean by "improve"; indeed part of the field 
researchers' task will be to discover and articulate each 
::ommunity's visions of improvement. Based on A TIME TO ACT, we 
anticipate that progress will occur in mobilizing the community—  
Lay and professional— in support of Jewish education, and in 
mhancing the profession of Jewish education, among other areas.

?ritten reports will be presented to the Director of the CIJE and 
:o the local Chairs of the CIJE project. For the first two 
•eports, community members will receive only the reports on their 
!wn communities, and will make their own decisions on wider 
[istributions. In addition, the field researchers will be 
vailable to make oral reports to groups within the lead 
ommunities as mutually agreed upon by the field research team
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eaMmunal professionals, the lay leaders, congregants, etc. We will 
be examining not only the visions themselves, but the process each 
lead community lays out for itself to establish and achieve 
educational goals.

I also like your suggestion of contacting people outside the 
local communities, particularly persons at the national training 
seminaries. There could be two purposes to such discussions: (1)
Provide background information for field researchers on the range 
of possible goals for Jewish education that may or may not be 
expressed in lead communities; (2) Gather information on the
links, if any, between the training institutions (and/or their 
affiliated movements) and the lead communities. The down side to
this plan is that our time is limited and I'm not sure how to work 
it in. At a minimum, I think it is important that we make time for 
the field researchers to meet with Barry Holtz.

I'm glad things went well in the States and I'm delighted and 
excited that the project has truly started. I think you and 
Se our should take pride in each major step. We in the evaluation 
project will try to do our part to keep things moving in the right

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

As always,

Vdam

:c: Ellen Goldring
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March 25, 1992

Dr. James Meier
Council for Initiatives in Jewish Education 
c/o Ukeles Associatas, Inc.
611 Broadway, Suite 505 
New York, NY 10012

Dear Mr. Meier,

We are pleased to submit Milwaukee' e application to become a ,,Lead 
Community. ״ Thic opportunity comes at a particularly timely 
juncture in our community1s planning process. In 1981 the 
Federation completed an extensive study of Jewish education needs 
and cervioec in Milwaukee. This process resulted in a series of 
major initiatives implemented through the Milwaukee Association for 
Jewish Education (MAJE) over the following 10 years. Among the 
accomplishments were an institute for preschool educators, a 
community high school program, a creativity and resource center and 
a series of teacher education and staff development workshops in
cooperation with day schools and synagogues. During the last three 
years, I i u w « v « j . , the Milwaukee Federation's iesouroea have been 
increasingly strained due to the community 1 s deep involvement with 
Soviet resettlement, as well as demographic changes in the 
community יg donor base.

The Milwaukee Jewish Federation continues to rank Jewish education 
amouy its highesL priorities in the community. Milwaukee rajiKs 
number one among all Group II cities in its allocations to Jewish 
education. In 1991/92, approximately one-half of all funds 
distributed locally went to support a broad spectrum of Jewish 
education activities in a variety of formal and informal settings. 
In addition, our Jewish Community Foundation has intensified its 
efforts in endowment development for Jewish education. There are 
currently 18 funds representing $1.5 million that have been 
established to support a variety of Jewish education activities.

Based upon changing financial circumstances and the continued high 
priority given to Jewish education, the Federation established a 
new Task Force on Jewish Education in July 1991, with the 
responsibility of framing a new community agenda, that takes into 
consideration the Federation’s ability to appropriate funds over

1 i ( i t  I N .  l ’ lO v | U ' <  l A V H M U '  M i l u  . U l k l ' C ,  W i M  1 m > i u  .r> 1<)*• י! •I I -1 • < 7 1 • ׳  I ) Wl I A יי X  -1 I • l-<! 7  1 •711/11

)11M�|>lt M. Wi'1 n>l«�in R ii l ia u l I I .  W v t ' i
/,/cmWc/ii • /\t׳( u!/v in/

.. 
I 

MILW,\lH([[ )!:WISH l·fDFUA TIC1N 

March 25, 1992 

Dr. James Meier 
Council for Initiatives in Jewish Education 
c/o Ukeles Asaociat.0R, Jnc. 
611 Broadway, Suite 505 
New Yor.k, NY 10012 

Dear Mr. Meier, 

Wa are pleased to oubmit Milwaukgo's application to become a ~Lead 
Cornmuni ty." 'l'hic opport:.uni ty cotneo a.t a particularly t.im<:!ly 
juncture in our comm.unity's planning prooeea. In 1981 the 
Federation completed an extenaive etudy of Jewish educntion needs 
and ccrviocc in Milwaukee. Thia prooece reoult~d in a eerieo of 
major initiat.i.vea implemented tln:ough the Milwaukee Association for. 
Jewiah Education (MJ\.JE ) over the following 10 yearo. 1\mong the 
aocompliahmenta were an institute for pre8chool educators, a 
community high school program, a creativity and resource canter and 
a series of teacher education and staff development workshops in 
cooperation with day schools and gynagogues. During the last three 
yl::!cU: o, liuw._,v..,,. , t..l1e Mllwi:luk_._,._, FeUt:!l. 1,;t\..iou' 1:> .x: E:!1:iVUC(..:"=!-.; hav'i:I beti!lJ 

i.11<.:.x:etii:.iugly sLralned c.lue Lu Lhe <.:t:niunuuiLy 's dt:H~p i11vulv~m~11L wiLh 
Soviet resettlement, aB well a5 demographic changes in the 
community'o donor baGe. 

The Milwaukee Jewish Federation continues to rank Jewish education 
t1J11Ull';j lls hlyhesl p1.lu.i·lt.i~s ln l.h«::! t:011u11unll.~. MllwQ.ukee 1:c.uk.s 

numboi.- one among all Gi:-oup II cities in i.ts allocations to Jewish 
education . In J.991/92 1 approximately one-helf of all funds 
dietributed locally went to support a bi:-oad specb:um of ,7ewleh 
education activities in a variety of formal and informal settings. 
ln addi.tlon, our Jewish Comrnunlty l"oundation has int.it~nei.1:led it.15 
e!iorte ln endt.1wmenl:. d~velupme11L !oz: J~wi~l1 E<!Ql.l~alion. The1:e a:i:e 
currently 18 funds representing $1.5 million that have been 
eat.abli.ahed 1..u suppor:1.. a varleLy oi Jewish education actlvit:i.es. 

Based upon chan9in9 financial circumstances and the continued high 
priority given to .Jewish educatio11, Lht.! Ft:n.3~1.aLluu ~slabliahed a 
new Task Force on Jewish Education ln July 1991, wit.11 the 
rt-!~pon~ibility of framing a new community agenda, lhal takt:!~ lulu 
considerati.on the Federation's ability to appropriate funds over 

1 \ht I N, l'IO~l'l't t /\Vt'llll<' 

)!1'1'pl I "\. 1.1v111~t.-i11 

/ 111•~,r/c •,rr 

•I I -1·.171-11'\ Ill 

f<i1 l,.11d 11. M,•V('I 

'·"·• 11ri11• n,11·, "" 

1/\X ·11-:-l;-\.;'llHI 



Lead Community 
Page 2

the next few years. I t ' b membership was constituted from the top 
lay leadership in the community: The Presidents of each Federation
agency which has Jewish education as a major component of itB 
program, five Federation Officers and the Jewish Education Budget 
Panel Chairperson. It’ is currently Chaired by Stephen Riohman, a 
Vice-President of the Milwaukee Jewish Federation and its Agency 
Relations Chairperson, who oversees the community's planning and 
allocation process. It was felt that someone of Mr. Richman's 
stature and position was necessary to ensure that the work of the 
Task Force remained in the forefront of the community's planning. 
The Federation's President and Executive Director arc also members 
of this Task Force.

The initial phase of the Task Force has addressed itself to some 
of the immediate funding issues Milwaukee is confronting this next 
year while maintaining Jewish education as a top priority. It is 
the natural committee to guide the "Lead" community process. 
Following the allocations process this Spring, the Committee will 
address the more general questions of designing a plan that 
enhances formal and informal education opportunities in multiple 
settings. The Committee will be expanded to include top synagogue 
leadership and key professionals. In addiLion, consideration is 
being given to creating an advisory group to work with the Task 
Force and MAJE. The group will be made up from rabbis, teachers, 
synagogue principals and education chairs. The Task Force in
currently staffed by the Federation's Planning Director. It is
anticipated that if Milwaukee is selected as a Lead Community, 
additional funding will provide resources to hire a Lead Community 
Director, more directly involved in Jewish education. This will 
greatly facilitate the planning and implementation process.

We appreciate your consideration of our application and look 
forward to hearing from you.

Sinaerely,

Joseph M• Bernstein, President 
Milwaukee Jewish Federation

.. 
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Statistical Profile

A. Enrollment

1. Sixty-six peraent of all Jewish children (ages 6 - 

receiving some form of Jewish education.

2. Oncc children have reachad Bar Mitzvah age, the dropout rate is

considerable. Enrollment among children ages 6-12 is 89 percent. 

It drops to 49 percent among ages 13-17.

3. Approximately one-third of those children enrolled in some formal

educational setting are enrolled in one of four Jewish day schools.

4. Fifty-seven percent of Jewish children under the age of six arc in

some kind of pra-sohool program. Almost half of these are enrolled 

in programs under Jewish auspices. The demand for pro-school

programming is expected to continue at least 3-5 years, based upon 

the number of younger siblings of children already enrolled in 

Jewish community pre-school programs.

5- It is estimated that over one-half of those receiving some form of

Jewish education (ages 5-21) are getting it through an informal

setting, primarily camps and youth groups*

6 . In fiscal 1991-92 the Federation allocated $1,847,117 from its

Campaign in support of Jewish Education and related programs. The 

total allocated to all local agencies and programs was $3,182,831. 

D. General Demographics of the Milwaukee Jewish Community

1. Population size - 28,000 individuals? 12,000 households

2. Affiliation - it is estimated that 60 percent of the Jewish

community is affiliated with synagogues; approximately oue-third 

are members of the Jewish Community Center.
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Fed. Funding 
S235,438

$840,396 

* *

*

$153,778

$54,236

$134,372

$38,589

$50,000

$262,384

Enrolltnent 
40 0

 ̂ Agencies 
C J C ^  JFS Day Care, 
Lubavitch Rursery School, 
2 synagogue schools

700

1,381

28

1,025

500

750

Hillel Academy, Milwaukee Jewish
Day School, Yeshiva Elementary School,*
Wisconsin Institute for Torah Study*

8 Congregation Schools •

Wisconsin Institute for Torah Study

Jewish Community Center and 
Lubavitch Gan Israel

B ’nai B irith Youth Organization

B'nai B ,rith Hillel Foundations 
Madison and Milwaukee

Milwaukee Association for
Jewish Education (MAJE)

77% of 
community 
teachers 
participate 
in 1 or more 
programs

$24,92435
65

Community Shaliach י

Milwaukee Association for 
Jewish Education

iJE-JJebrew U lpa n 
?C/MAJE~MeTtok־־n i1LL̂ "School

P r o g r a m ___  Ages
jNursery School/ 2-5

Day School 4-13

Congregation Schools 4-* 18

Post High School 16-13

Camp 2-16

Youth Groups 13-17

Campus Groups 17-22

High School Activities 12-14 
(eg. High School in 
Israel, Panim El Panim,
Single Events)

(^Israel Programming

Educational Support 
Services (Consultation, 
Teacher Education, Teacher 
Resource Center)

AdultContinuing Education

*WITS and YES are not Federation agencies and do not receive Campaign allocations. However, the 
Federation was able to secure a $250,000 grant for each of the years 1991-92 through 1993-94 to support 
day school scholarships, in which 540,000 and $130,000 were awarded to each school respectively.

**Federation does not currently make allocations to synagogues. However, they are the primary service
recipients of MAJE, including $21,200 in teacher grants for professional education. They also receive 
grants from our Jewish Community Foundation.



Current Community Needs in Jewish Education 

A. Extending Jewish learning beyond the Bar/Bat Mitzvah ageo

Jewish education needs to be viewed as a lifelong commitment. 

While 89 percent of children, ages 6-12 aro enrolled in somo formal 

program, the "dropout" rate after Bar Mitzvah is dramatic. Considering 

the rates of membership at synagogues and the Jewish Community Center, 

there is a tremendous opportunity for involving familiec and individuals 

in Jewish education experiences through camping, family education 

programs, Israel trips and adult learning.

A number of initiatives have begun to take form; 1) The Jewish 

Community Center is preparing to ad d r e s s  this challenge through adopting 

a staff development program that enhances its ability to incorporate 

Jewish content into all areas of programming. 2) A  significant portion 

of the Community Slmliauh's time is being assigned to working with B י nai 

B ’rith Youth Organization and the JCC in their teen programs and 

recruiting young people for Israel trips. 3) The Federation has entered 

into a partnership with synagogues to promote youny people traveling and 

studying in Israel, through a “Passport to Israel" savings incentive 

program. ThiB last effort has been stimulated through an initial 

endowment gift of $100,000. It is hoped thaL this initial commitment 

will stimulate others to follow its lead. 4) Several synagogues have 

embarked upon active family education programs. MAJE, the JCC and a 

consortium of synagogues are jointly offering the Florence Helton Mini 

School, a 120 hour adult education program. There are currently 66 

students enrolled.
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B. Scholarship Need

Evidence indicates that scholarship need, due to rising costs 

of education, is exceeding the resources currently available 

through the Federation's Campaign. A family of four, two adults 

and two children, earning $40,000 - $50,000 would need to spend

approximately 25 percent of their income, or $9,500, to affiliate 

with a synagogue, enroll one child in a Jewish day school and one 

session of camp, and enroll the other child in day care. This may 

ultimately result in restricting a meaningful Jewish education 

experience to the poorest who receive scholarships and to our moot 

affluent families who can afford to pay for it. This would exclude 

the middle income group, the largest segment of our community. Our 

community has been fortunate in receiving an initial three year 

grant of $750,000 from a private foundation to support families 

enrolling their children in day schools. However, fees for camping 

and pre-school increased an average of 5-15 percent. Education 

programs to Israel now range between $3,500 and $5,000.

C. Teacher Recruitment and Training

Recruiting and training qualified teachers and administrators 

is cited by JESNA a» the number one problem in communities across 

the country. Therefore, the vast majority of available teaching 

positions are often filled by individuals who have not been trained 

as Jewish educators. Over 70 percent of the 200 Jewish classroom 

teachers in Milwaukee teach six hours per week or less. The number 

of full-time positions available are extremely limited and the 

salaries and benefits thaL are offered provide litLle incentive to 

draw qualified educators into the field. This problem is 

particularly acute in a smaller community like Milwaukee, where

4
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qualified teachers must often be recruited outside the city.

The community's primary teacher resource is MAJE. MAJE offers 

staff development and consultative services to schools and faculty 

to provide teaching, curriculum and overall school programming. 

It maintains a creativity resource center and a pedagogic library. 

MAJE also provides $21,200 in grants and incentives to encourage 

their own professional development through local courses and 

conferences. Approximately 77 percent of the community's classroom 

teachers use MAJE'6 services. As an agency almost completely 

dependent upon the Federation for its funding, it has been 

seriously impacted by the Annual Campaign's decline in recent 

years. The Federation is working with the agency to maintain 

teacher recruitment and education as a priority. A new endowment

was established this year to Bupport teacher training, which will

have a corpus of $100,000 by the end of 1992. Other alternative 

income sources are being sought to support special projects in this 

a r e a .

III. Essay - Milwaukee as a "Lead Community."

Milwaukee has demonstrated a history of commitment to improving Jewish 

education. Milwaukee ranks number one among all Group II cities in its

annual allocation to Jewish education. It continues to develop and provide 

top leadership to Jewish education c o m m i t t e e s  and task forces, both on the 

local level as well as the national level. It also participates in many of 

the national and international education programs that add new dimensions for 

Jewish learning, such as Melitz, CLAL, High School in Israel, the Florence 

Melton Mini Adult School, 0TZMA, Panim El Panim and March of the Living.

Milwaukee takes great pride in what it has achieved through central 

planning. In the last 10 years, the Federation constructed a community

5
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oampuB, dedicating an entire complex to Jewish education. It is unique in 

that it houaoc in one facility both a traditional Orthodox and a 

Reform/Conservative day school. This arrangement has resulted not only in 

coot savings to the community, but has enhanced each school's ability to 

appreciate different streams of Jewish thought. Milwaukee enjoys one of the 

highest day school enrollment rates in the nation. The demand is so great 

that last year a gift of $050,000 was sccured to build an additional wing.

Milwaukee is also one of only five communities in the country to employ a

Community Shaliach. Our Shaliaah will foaus almost one-half of his time with 

youth, working with BBYO and the JCC. He also will bo heavily involved in 

promoting and recruiting teens for a wide variety of educational experiences 

in Xsr&al.

Milwaukee has always aspired to be a model community. It envisions

making Jewish education a lifelong ptouesa with an emphasis u 11 Adult and

Family Education and on improving the effectiveness of Jewish learning in 

both formal and informal settings. Milwaukee’s primary educational goals

ara j

1. To extend Jewish learning beyond the Bar/Bat Mitzvah age groupB by

effective utilization of both formal and informal education resources

such as camps, youth groups, Israel travel and joint efforts with

synagogues.

2. To reduce financial barriers which limit participation in Jewish

education activities, particularly among middle and lower income 

fami lies.

3. To increase recruitment, training and retention of qualified personnel

in all settings where Jewish education takes place.

Although our community has been seriously effected by a reduced Campaign 

achievement, over׳ the last three years, several factors make our l e a d e r s h i p
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very hopeful for the future. First, over $1.5 million has boon raised in 

endowments to support Jewish education, over 25 percent of which has been

ganaratad in the last two years. Several other individuals have indicated 

an interest in creating significant new funds to support Jewish oducation

projeats. Second, a new local private foundation was established this year. 

Ona of its primary objectives 1b to support Jewish education. The trustees 

have already committed $750,000 to the community in scholarship support for 

Jewish day u o h o o l s  over the next three years. Finally, continuing financial 

pressures on Jewish agencies and organizations have promoted a greater

willingness to work together to address common problems. The Federation,- 

through its Task Force on Jewish Eduaation, hopes to cultivate these bonds 

and expand this partnership into the synagogues as well.

Milwaukee's leadership views Jewish education eta the primary method for

ensuring its* own Jewish continuity. It is proud of its history and

achievements and is optimistic that they have provided the foundation for an

even more prosperous future.

IV. Recent Community Initiatives ill Jewish Education

A number of community initiatives have already been referred to.

Highlighted below are brief descriptions of the community’s joint 

scholarship proow»s and it» Passport to Israwl program which v*« believt: 

are particularly promising.

A. Joint Scholarship Process

In 1989 the Federation established a policy that the

community's support for day school scholarships should not be based 

upon philosophical approaches to Jewish education or different 

tuition rates charged by individual schools. In the last two years

it has implemented a joint scholarship process that collects 

applications from families and distributes support to schools based
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upon financial need utilizing a standard scale for what families 

can pay. Initially this process was restricted to determining 

scholarship support for those families enrolling their children in 

the two Federation-supported Jewish day schools. With the support 

of a $750,000 three year grant from a newly established private

foundation, this process has been expanded to include two Milwaukee 

day schools not accorded Federation agency status. Last year 

$722,030 was awarded in scholarships to 187 families, with an 

average grant of $3,900 per family. This represents a 26 percent 

increase in the number of scholarships and an 8 percent increase 

in the average grant awarded.

Passport to Israel Savings Incentive Program

Milwaukee 1 b one of 10 communities in the country that has 

initiated a "Passport to Israel" savings incentive program. The 

program stipulates that the Federation will match annually $100, 

for every child, beginning in third grade, along with an equal 

contribution from the child's synagogue and family towards an 

accredited Israel experience when the child reaches high school. 

This program is being supported through an initial endowment of 

$100,000. The program also includes a course of study, that is 

being prepared by the Milwaukee Association for Jewish Education. 

It begins at the third grade level and continues until the child 

travels to Israel. With over 200 children currently enrolled at 

the third grade level this year, it is hoped that other donors will 

be motivated to expand this fund.
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April 20, 1992

The Lead Communities Project:

Alternative Strategies and Estimated Resource Requirements

1. BACKGROUND

Given the large number of applications to the Lead Communities 
project and the resulting opportunities, the leadership of the 
CIJE decided to take a pause in the selection process and consid- 
er alternative courses of action towards implementation. Of 
prime interest was the notion that the response to the selection 
process might offer large-scale opportunities for development 
that had not been considered so far (see memo of April 13, 1992). 
Preliminary discussions and consultations raised several issues 
in regard to large scale development, primarily issues of human 
and financial resources. As a result staff and consultants 
decided to reconvene following the preparation of a projection of 
estimated resources required for the whole project (staff meet- 
ing of April 14th).

There are several possible courses of action towards implementa- 
tion. In the analysis that follows we discuss three alternatives 
and their implications:

2. ALTERNATIVES

A. Maximizing option:

Seize the emerging opportunity in order to involve all applicants 
and beyond in a large-scale, continental effort to improve Jewish 
education in accordance with the agenda set forth by the Commis- 
sion on Jewish Education in North America. In addition to se- 
lecting a small number of lead communities, form a coalition of 
applicant communities and link them with purveyors of programs 
(e.g. JESNA, JCCA, training institutions) in an effort to engage 
them all in the implementation of selected elements of profes- 
sion building, community mobilization and Israel experience.

B. Original option:

Proceed with the selection of Lead Communities as originally 
proposed. 3 Lead Communities will be selected within the next 4 
months through a two-round selection process. The Lead Communi- 
ties will engage in a five year program for large scale improve- 
ment effort of their Jewish education. The communities will be 
invited to join a national planning seminar for the detailed 
design of the project. This seminar of the three communities 
selected, will be undertaken under the leadership of the CIJE,
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and will take place in parallel to the local planning process, 
the self-study and initial pilot programs. Full-scale implementa- 
tion with follow this first phase.

C. Mixed option:

1.Proceed with the selection of Lead Communities as origi- 
nally proposed. 3 Lead Communities will be selected during the 
next 4 months through a two-round selection process. The Lead 
Communities will engage in a five year program for large scale 
improvement effort of their Jewish education.(see (B) above).

2. In order not to lose the momentum and the interest 
generated by the project, undertake a limited version of option 
(A). Select one or two programs for implementation by all the 
applicant communities and bring about their implementation (e.g. 
a program with CLAL for lay leadership training in Jewish educa- 
tion; or a program with the training institutions for the in- 
service training of supplementary school principals). This 
initiative, appropriately communicated to the Jewish community 
at-large, could maintain the interest in the educational endeavor 
and hopefully energize others to undertake or offer similar 
programs. If successful such programs may be the beginning of 
larger initiative to come.

Note: For alternatives B and C a brief review of the selection 
criteria should be undertaken, to ascertain that they are commen- 
surate with current perceptions. In addition the timetable will 
need to be revised in light of the three-week interruption in the 
selection process.

3. RESOURCES REQUIRED 

a. Financial resources

Cost figures were reached by estimating the price for the various 
elements of the project. Since there is a wide margin of 
uncertainty, the summary figures offered here should be seen as 
no more than ballpark figures offered for discussion purpose.

The overall financial resources required for each of the above 
options differ markedly from each other. However the range of 
costs to the CIJE is not as wide as might be assumed. It is 
estimated that each option will require as follows:
* full staffing of the CIJE or staffing equivalents (e.g. staff 
planner or planning consultant);
* the Best Practices project and
* the Monitoring and Evaluation project;
* funding for expert consultants,
* staff-travel, and meetings.

The estimated cost for these plus overhead is $750,000 to 
$1,200,000 per year. The maximizing option carries more expert-
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consultation, more assistance to purveyors, more overhead and 
travel costs than the other two and therefore would come closer 
to the top of the range.

The above figures do not include seed money to communities. They 
may suffice for purveyors of programs. Indeed we estimate 
that some seed money would be reguired for purveyors and that 
some will certainly be reguired for Lead Communities. However 
amounts differ markedly with the following assumptions:

1. that purveyors -- many of whom are keen to attract 
clients —  will view the opportunity to work with the communities 
as most welcome, and will therefore carry out the work, and 
charge only the clients for service. They may reguire no more 
than a small incentive grant. Assuming six programs during the 
first year and an incentive grant of about $50,000 to each, 
$300,000 would be reguired.

2. That purveyors will not go along unless heavily subsi- 
dized —  in which case the amount could be significantly higher. 
This would have to be resolved in negotiations with the various 
actors, purveyors and foundations.

The range of 750,000 to 1,200,000 should certainly cover 
options (B) and (C).

B. Human Resources 

Doing the work:
Each of the alternatives reguires a significant amount of staff 
work by the CIJE. However, unlike the cost issue, the demands of 
the various alternatives differ markedly from each other, with 
the maximizing option demanding far more human resources than the 
other two options.

What needs to be done?

We will refer only to the work reguired by the alternatives 
beyond the three lead communities and ongoing CIJE work.

The maximizing option (A) reguires: to plan the project and
coordinate it; to undertake extensive community relations, to 
work with agencies and purveyors towards the design ■of specific 
program elements and their implementation; to run a year long 
ongoing planning seminar with Communities; to coordinate imple- 
mentation and communicate with all concerned; to ensure an effec- 
tive planning process, and ensure the content and guality imple- 
mentation of programs through an ongoing consultative process 
with all involved (purveyors and communities) . To launch a 
monitoring and evaluation process for all involved.

Let us look at some of these in more detail. For example, "to 
undertake extensive community relations" involves the following:

Intensive initial staff work to brief and poll all 23 communi- 
ties, all CIJE Board members, more than a dozen purveyors of
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programs and national agencies; foundation principals and staff; 
other interested parties such as Commission members. Extensive 
ongoing management of this process.

"to ensure an effective planning process" would require that the 
CIJE engage consultants and train them for work with communities 
and purveyors of programs. They would then be sent to communi- 
ties to help with the planning process, give guidance and expert- 
advice when needed. They would also identify further needs and 
may call in people with specific expertise to help with the 
development of specific programs.

"to launch a monitoring and evaluation process for all involved" 
would require to ask the Monitoring and Evaluation project (Adam 
Gamoran) to develop a method for ongoing self-monitoring and 
evaluation by participating communities. Community staff would 
have to be trained and supervised in this work.

The mixed option (C) would require similar elements to be under- 
taken, however their scope would be much more limited and they 
could be undertaken on a flexible timetable.

* * * * *

These are some of the items we may want to consider when weighing 
the various alternatives ahead of us.
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prime interest was the notion that the response to the selection 
process might offer large-scale opportunities for development 
that had not been considered so far (see memo of April 13, 1992). 
Preliminary discussions and consultations raised several issues 
in regard to large scale development, primarily issues of human 
and financial resources. As a result•; staff and consultants 
decided to reconvene following the preparation of a projection of 
estimated resources required for the whole project (staff meet- 
ing of April 14th).

There are several possible courses of action towards implementa- 
tion. In the analysis that follows we discuss three alternatives 
and their implications:
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applicant communities and link them with purveyors of programs 
(e.g. JESNA, JCCA, training institutions) in an effort to engage 
them all in the implementation of selected elements of profes- 
sion building, community mobilization and Israel experience.

B. Original option:

Proceed with the selection of Lead Communities as originally 
proposed. Lead Communities will be selected within the next 4
months ̂ through> a two-round selection process. The Lead Communi- 
ties will engage in a five-year program for large scale improve- 
ment effort of their Jewish education. The communities will be 
invited to join a national planning seminar for the detailed 
design of the project. This seminar of the three communities 
selected, will be undertaken under the leadership of the CIJE,
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and will take place in parallel to the local planning process, 
the self-study and initial pilot programs. Full-scale implementa- 
tion with follow this first phase.

C. Mixed option:

1 .proceed with the selection of Lead Communities as origi- 
nally proposed. Lead Communities will be selected during the 
next 4 months ̂"'throtrgh a two-round selection process. The Lead 

J Communities will engage in a five-^year program for ̂ ■large scale 
,̂ ̂ ,V improvement effort of their Jewish education׳ ee (B) above).

2. In order not to lose the momentum and the interest 
generated by the project, undertake a limited version of option 
(A) . Select one or two programs for implementation by all the 
applicant communities and bring about their implementation (e.g. 
a program with CLAL for lay leadership training in Jewish educa- 
tion; or a program with the training institutions for the in- 
service training of supplementary school principals). This 
initiative, appropriately communicated to the Jewish community- 
at-large, could maintain the interest in the educational endeavor 
and hopefully energize others to undertake or offer similar 
programs. If successful such programs may be the beginning of 
larger initiative to come.

Note: For alternatives B and C a brief review of the selection 
criteria should be undertaken^£o ascertain that they are commen- 
surate with current perceptions. In addition; the timetable will 
need to be revised in light of the three-week' interruption in the 
selection process.

 RESOURCES REQUIRED _־_3

a. Financial resources

Cost figures were reached by estimating the price for the various 
elements of the project. Since there is a wide margin of 
uncertainty, the summary figures offered here should be seen as 
no more than ballpark figures offered for discussion purpose^ -־־־׳

The overall financial resources required for each of the above 
• options differ markedly from each other. However^ the range of 
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estimated that each option will require as follows:
* full staffing of the C U E  or staffing equivalents (e.g. staff 
planner or planning consultant);
* the Best Practices project and
* the Monitoring and Evaluation project;
* funding for expert consultants,
* staff-travel, and meetings.

The estimated cost for these plus overhead is $750,000 to 
$1,200,000 per year. The maximizing option carries more expert-
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consultation, more assistance to purveyors, more overhead and 
travel costs than the other two and therefore would come closer 
to the top of the range.

The above figures do not include seed money to communities. The^ 
may suffice for purveyors of programs. Indeed; we estimate 
that some seed money would be required for purveyors and that 
some will certainly be required for Lead Communities. However 
amounts differ markedly with the following assumptions:

1. that purveyors -- many of whom are keen to attract 
clients —  will view the opportunity to work with the communities 
as most welcome, and will therefore carry out the work, and
1charge only the clients for service. They may require no more 
than a small incentive grant. Assuming six programs during the 
first year and an incentive grant of about $50,000 to each, 
$300,000 would be required.

2. That purveyors will not go along unless heavily subsi- 
dized —  in which case the amount could be significantly higher, 'j 
This would have to be resolved in negotiations with the various 
actors, purveyors and foundations.

The range of 750,000 to 1,200,000 should certainly cover 
options (B) and (C).

B. Human Resources 

Doing the work:
Each of the alternatives requires a significant amount of staff 
work by the CIJE. However, unlike the cost issue, the demands of 
the various alternatives differ markedly from each other, with 
the maximizing option demanding far more human resources than the 
other two options.

What needs to be done?

We will refer only to the work required by the alternatives 
beyond the three lead communities and ongoing CIJE work.

The maximizing option (A) requires: to plan the project and
coordinate it; to undertake extensive community relations, to 
work with agencies and purveyors towards the design of specific 
program elements and their implementation; to run a year-long 
ongoing planning seminar with Communities; to coordinate imple- 
mentation and communicate with all concerned; to ensure an effec- 
tive planning process, and ensure the content and quality imple- 
mentation of programs through an ongoing consultative process 
with all involved (purveyors and communities) . To launch a 
monitoring and evaluation process for all involved.

Let us look at some of these in more detail. For example, "to 
undertake extensive community relations" involves the following:

Intensive initial staff work to brief and poll all 23 communi- 
ties, all CIJE Board members, more than a dozen purveyors of
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programs and national agencies/,' foundation principals and staff/ ן 
other interested parties such as Commission members. Extensive 
ongoing management of this process.

"to ensure an effective planning process" would require that the 
CIJE engage consultants and train them for work with communities 
and purveyors of programs. They would then be sent to communi- 
ties to help with the planning process, give guidance and expert- 
advice when needed. They would also identify further needs and 
may call in people with specific expertise to help with the 
development of specific programs.

"to launch a monitoring and evaluation process for all involved" 
would require to ask the Monitoring and Evaluation project (Adam 
Gamoran) to develop a method for ongoing self-monitoring and 
evaluation by participating communities. Community staff would 
have to be trained and supervised in this work.

The mixed option (C) would require similar elements to be under- 
taken, however their scope would be much more limited and they 
could be undertaken on a flexible timetable.

* * * * *

These are some of the items we may want to consider when weighing 
the various alternatives ahead of us.
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* * * * * 

These are some of the items we may want to consider when weighing 
the various alternatives ahead of us. 
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CONFIDENTIAL

April 13, 1992

To: MLM

From: AH and SF

Re: Lead Communities re-visited:

Towards a strategy for implementation

1. The public recruitment of candidates for the Lead Communities 
project of the CIJE was completed last week. Twenty-three commu- 
nities have completed the application process -- out of a total 
of 57 eligible communities. Together the 23 represent approxi- 
mately 1.5 million Jews throughout the North American continent, 
or about 26% of the Jewish population (Exhibit 1). While many 
among us had expected substantial response to the recruitment 
process, we had not expected the scope and the quality of the 
response. Thus our feeling that the improvement of Jewish educa- 
tion is a topic whose time has come, a topic that elicits posi- 
tive responses and expressions of significant need on the one 
hand and desire for action on the other.

2. At our meeting in Amsterdam last Sunday, we considered the 
possible implications of this very large response to the project, 
above and beyond the selection and implementation of Lead Commu- 
nities. Following a reading of applications we came to several 
preliminary thoughts:

a. While the selection process of Lead Communities and the work 
with these moves ahead as planned, should we not consider addi- 
tional opportunities arising from the impressive response to 
recruitment efforts. The applications suggest a possible opportu- 
nity to build, in addition, upon a far larger potential target 
population, to also work with sizable human and material re- 
sources and commitments, and to learn as we go.

b. P r o p o s a l s  convey that in three areas at least the 
community-at-large may be ready for implementation of the Commis- 
sion's decisions:

1. commitment to Jewish education, including leadership and 
resource allocation;

2. studies and analyses of the local situation;
3. the establishment of broad coalitions and a process 

involving lay leadership and professionals, communal organiza- 
tions and congregations, formal and informal educational pro- 
grams. Communities report on a variety of sophisticated commis- 
sions, committees, study groups, task forces, several of which
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have been at work for one, two or even more years, taking stock 
of the local situation and of educational needs.

c. Applicant communities suggest expanding their own resource 
allocation to Jewish education. In spite of economic difficulties 
they do not suggest cutting resources and several write of ex- 
panding these. Very few include conditional requests for support.

d. Viewed in the aggregate applicant communities touch upon all 
the elements and programmatic areas viewed by the Commission as 
being conditions for systemic improvement and change. For example 
most mention the shortage of qualified personnel as a key problem 
and often add details from training to salary improvement. Many 
write of the need for in-service training. Much of this is pre- 
sented in the language of the Commission.

e. At the same time many communities place their energy in impor- 
tant but secondary programs (e.g. holocaust studies) rather than 
in the improvement of basic programs (e.g. supplementary 
schools). Though we have not studied the cause for this, it 
may be that communities have little hope of solving major problem 
areas.

4. In light of this analysis, it is possible that in addition to 
the lead communities project, now is the time for a major conti- 
nental effort for the improvement of Jewish education. We should 
perhaps consider working with all the applicant communities. 
These 23 communities could build a coalition for macro-change in 
Jewish education; a coalition for the mobilization of human 
resources and for the development of the profession of Jewish 
education. Conceivably several more communities may be interest- 
ed to join when the program is fully articulated. We may find 
that Foundations will be willing to follow the lead or join the 
plan. If we pool the organizational ability and resources of 
organizations such as CJF, JESNA, the JCCA; CLAL, the training 
institutions, the denominational education commissions, would we 
not begin the process of systemic change. We find that there is a 
lot of wisdom and potential for action that is mobilizable at the 
present time.

5. Following careful consideration of implications we may want to 
engage the 23 applicant communities in joining the CIJE for 
taking critical planning and selection decisions, as well as 
for participating in a broader-based project than originally 
envisioned. The communities themselves may be engaged in the 
selection of Lead Communities, as planned.

6. Engaging them might lead to modifications in our work strate- 
g y . For example we may now consider a strategy that would 
include several levels of implementation, -- the most extensive 
of which will be the 3-5 planned and full-fledged Lead Communi- 
ties. To illustrate:
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* 20 communities from among the 23 applicants may want to join 
the CIJE for limited efforts (e.g. in-service training for all 
their principals and a serious training program for their lay 
leadership).

* 12 communities may want to join a more intensive, but still 
limited project (e.g. in-service programs for all their educa- 
tors; Israel incentives savings plans; an increase in travel to 
Israel; a major maximizing change in their JCC.).

* And finally those becoming Lead Communities for a long-term in- 
depth program of systemic change might be a self-selected group 
of very committed and appropriate communities willing to move 
beyond the above scope of endeavor and to be the vanguard for 
systemic change.

* The communities themselves might lead the selection process 
through participation in a continental planning seminar convened 
by the CIJE at which both the process and the content will be de- 
signed.

7. There are major potential advantages to such a pooling of 
effort:

a. the critical mass and power generated by this network will 
open possibilities that are not available to single communities, 
e.g. training institutions may be willing to commit their re- 
sources to the implementation of special programs because of the 
large populations involved.

b. this coalition of communities will allow to combine the wisdom 
of all participants, and one anticipates that much mutual learn- 
ing and support could take place in the design and development 
process.

c. The climate throughout the communities and perhaps even 
throughout North America might be significantly affected.

8. The implementation of a program of such scope would raise 
major challenges of content and resources. The reguired organi- 
zational, staffing, management, and funding resources, need to 
be carefully estimated and planned, their feasibility assessed. 
Preliminary thoughts in this area include:

a. A program of this kind goes beyond the initial assignment of 
the CIJE. Its success depends among other on the CIJE and its 
leadership's ability to recruit, pool and manage varied re- 
sources. So for example CLAL may be the address for the leader- 
ship training endeavors; JESNA may take on much of the communica- 
tions, dissemination and coordination effort with communities; 
CAJE could offer specially designed programs for educators; 
training institutions in North America and in Israel could under-
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take the design and development of in-service training programs 
-- some in conjunction with their MAF training grants.

b. Foundations might respond to a call to give priority to the 
participating communities. This may be true for the CRB Founda- 
tion in Israel programs; for the Cummings Foundation in

tagy — wiM M . improvement efforts; for the Revson Founda- 
tion in the use of communications technology; for Hausdorf's 
Foundation in helping day schools; the Blaustein Foundation for 
research, etc...

c. Funding will be reguired of communities themselves, and 
indications are that communities may be willing to fund partici- 
pation in good programs. It may well be that ability/willingness 
to fund participation will be a key factor in communities' deci- 
sion to participate in the first, second or third tier of the 
program.

d. The CIJE itself will coordinate and manage this whole proc- 
ess, lending it expertise and leadership. Now may be the time 
to re-visit SHH's notion of creating the "Fellows of the CIJE", a 
group of perhaps 20-30 experts (mostly successful educators or 
academics with field experience) who would be available as con- 
sultants to communities in their planning and implementation 
efforts and would also act as a professional advisory group to 
the CIJE.

The internal funding needs of the CIJE will be planned and 
reviewed —  including funds for its own staff and consultants or 
for seed-money that may be required.

e. A fundraising and funding strategy needs to be developed at 
this time.

9. In light of this analysis, MLM decided to convene a consulta- 
tion meeting in New York City on May 3rd, 1992 to consider alter- 
native strategies for implementation. At that meeting assump- 
tions that have guided the project would be reviewed and alterna- 
tives discussed with a view of maximizing the impact of the 
present momentum, and bringing about implementation of the com- 
mission's recommendations. The overall concept will not be 
changed (Lead Communities as a means for in-depth change and 
improvement); nor will the timetable change (Launching the 
project following the Board Meeting of August 25, 1992). The
process and extent of involvement may change.

10. Participants in such a meeting would include MLM and staff, 
Chuck Ratner (chair of the CIJE's Lead Community Committee), 
possibly additional members of that committee. lay and profes- 
sional heads of the partner organizations (CJF,JESNA,JCCA) and 
possibly CIJE consultants. (Exhibit 2).
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11. The agenda of the meeting would consist of a consideration 
of alternative strategies. I will prepare a further document 
following your instructions and consultations with staff.

12. A "camper11 process (members of the CIJE Board; Lead Communi- 
ties Committee) and a communications program should precede the 
meeting. Communities need to be effectively briefed (to preempt 
rumors and build anticipation) . Conclusions and possibly deci- 
sions would be communicated to applicant communities possibly by 
May 5th as originally planned.
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Exhibit 2

POSSIBLE PARTICIPANTS IN MAY 3RD MEETING, NEW YORK

MLM

HLZ

Shulamith Elster 

Chuck Ratner 

Stanley Horowitz
*

Annette Hochstein 

Ginny Levi 

Steve Hoffman 

Art Rotman 

Jon Woocher 

Marty Kraar

The Presidents of JCC, JESNA and CJF

Art Naparstek

Barry Holtz

Jack Ukeles

David Finn
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M O N IT O R IN G , E V A L U A T IO N , A N D  F E E D B A C K  IN
L E A D  C O M M U N IT IE S

I. W HY DOES THE LEAP COMMUNITIES PROJECT NEED
EVALUATION?

1. Provide information about the extent to which the lead communities 
have succeeded in creating better structures and processes for Jewish 
education.

2. Provide information so decisions can be made about how to 
encourage other cities to emulate the programs developed in lead 
communities.

3. Document the processes, efforts, programs, and impact of the CIJE 
lead communities project.

4. Provide ongoing, timely information during the processes of 
planning and implementation.

5. Provide an open exchange of experiences, ideas, information, and 
successes among lead communities.
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II. W H A T  A R E  T H E  O B JE C T IV E S Q IL T H E
M O N IT O R IN G  A N D  E V A L U A T IO N  P L A N ?

1. Carry out ongoing monitoring of progress in the lead communities
in order to assist community leaders, planners and educators in 
their daily work.

2. Evaluate progress in lead communities in terms of the impact and 
effectiveness as well as suitability for replication.

3. Provide a continuous feedback loop between local and central 
planning bodies and practitioners in the field so ongoing adaptation 
can occur.

4. Provide a basis of comparison of programs and successes in lead 
communities to generate ideas about how programs can best 
proceed.

FIRST YEAR FOCUS: THREE SPECIFIC OBJECTIVES

1. Stimulate and assist the planning process

2. Enumerate the goals that lead communities intend to 
address

3. Identify current practice so that progress towards goals 
can be addressed in the future.

II. WHAT ARE THE OBJECTIVES OF THE 
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III. W H A T  TS T H E  C O N T E N T  O F T H E  M O N IT O R IN G  
A N D  E V A L U A T IO N  PL A N ?

1, What is the process of change in lead communities?

2. What is the outcome of change in lead communities?

FIRST YEAR FOCUS: THREE SPECIFIC QUESTIONS:

1. What are the visions of change in Jewish education held 
by members of the community?

2. What is the extent of community mobilization for Jewish 
Education?

3. What is the nature of the professional life of educators 
in this community?

IV. W H A T  A R E  T H E  M E T H O D S O F M O N IT O R !! *ND  
E V A L U A T IO N ?

1. A team of field researchers (two will live in the lead 
communities) will accompany the lead communities project,

2. They will document the processes and products of change in the 
lead communities through observations, interviews and documents.

3. They will supplement community self-studies with data
to provide a baseline of information about the community.

4. They will attend meetings in the communities.

5. They will assist in the selection and collection of survey data 
(years 2 and 3),

6. They will report on a regular basis to provide feedback for 
participants in the lead communities.
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Memorandum of  Understanding

Agreement made this ___  day o f ____ , 1992 between the Council for Initiatives on Jewish
Education (CUE hereafter), a n d _____________________ [Atlanta; Baltimore, Milwaukee] Jewish
Federation (the Lead Community hereafter), to establish the Jewish Community o f _____________
Atlanta, Baltimore, Milwaukee] as a Lead Community for Jewish educational excellence.

1. PURPOSE

Whereas,  the best way to generate positive change at the continental scale is to mobilize  the 
commitment  and energy of local communities, the CUE has invited the Jewish communit ies  of 
Atlanta, Baltimore and Milwaukee to participate in a joint local-continental collaboration for 
excellence in Jewish education, called the Lead Communities  Project.

The purpose of  this memorandum is to set forth the mutual expectations of  the two signatories
with regard to the implementation of  the Lead Communities  Project in __________ [Atlanta,
Baltimore, Milwaukee].

2. SCOPE

The Project is to be implemented in two phases: a Planning Phase and an Act ion Phase. 

The parties hereto do agree as follows:

During the Planning Phase, the Lead Community agrees to:

p W - ( f £ ׳  , ׳

Establish a Lead Community Committee  to oversee the project. Ttie Commit tee  will be 
made up of  top community leadership representing all aSpecTRTxif the community — 
Federation, congregations, institutions involved in formal and informal education, and the 
full spectrum of  re i igiou^movements represented in the community.  The Commit tee  will

Provide opportunities (such as town meetings or subcommit tees) for s takeholders from 
all sectors of  the community to meaningfully participate in the planning process — 
including consumers of  Jewish education,(e.,g. parents, students), educators, board 
members  and Rabbis.

Appoint  a Lead Communities  Planning Director (at leasft 1/2 time fe^-eft£-year)

u A m  ?
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Develop a one-year plan for the improvement of  Jewish education — including a needs 1 
assessment, mission or vision statement, program priorities, and plan for financial and 
human resource development  and allocation.

Develop a five year Plan for the improvement of Jewish e d u c a t i o n . i n c l u d i n g .........

Integrate the findings of  the Best Practices Program appropriate to the Lead Community,  
(see below).

Identify and begin one or more experimental programs within the first year.
-----P ^ - r4Wk_ / pvTSI , ■c^׳ A?l "־ 

Utilize the results of~^1e ־CIJE monitoring, evaluation and feedback project.

During the Pl a n m ng phase, CUE agrees to: ן -  y
Q5C5

Offer examples of good programs and experience through the Best Practices Project. Best 
practices will be identified in: Supplementary Education, Early Childhood Education, JCC 
programs; Israel Experience; Day School; Campus Programs; Camping;  & Adult 
Education. Information on all areas will be made available, between October, 1992 and 
the end of  May, 1993.

Provide teeameal  assistance in planning and educational development.  The community 
will have access to up to XXX hours of  assistance from a Talent Bank or roster of  experts 
provided by CUE (At no cost to the community).

Introduce potential funders to the community — including continental foundations 
interested in specific project areas.

I I v ,ף j
D eve lop  and.implement a monitoring, evaluation and feedback sy s tem /^A p  ĉ o v v a a a  ̂ , .

fojj b tf tP v - .
; lead com m u n it ie s  for neriodic m eetinas  on cnm m nn concerns . 7 6 x־ o  C t \ t■ Convene lead communities for periodic meetings on common concerns. Td«xQ C l V 

IS§Ii£; (include ArtidrThase־ in this agreement oronly the Plann irig Phase?)

During the Action phase, the Lead Community agrees to:
■ Commit  additional financial resources to Jewish education.
■ Appoint  a full-time Lead Communities  Director 
During the Act ion phase, CUE agrees to:
■ ?

ISSUE: Define how the comm unity and CIJE will work together?

ISSUE: C U E  Role in relation to community plans — agree to? participate in developing?
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nssessment, mission or vision statement, program priorities, and plan for financial nnd 
human resource development and allocation. 

• 
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3. TER M

This Memorandum shall be effective as of  the day and year first written above, and shall expire 
two years after such commencement  date, unless the agreement  is sooner terminated as provided 
hereinafter. This Agreement  may be terminated by reason of  any failure in the performance of 
this Agreement by one of the parties or by failure to comply with any of  the terms and conditions 
of  this agreement. The effective date of  the termination of  this agreement  shall not be less than 
30 days after written notice of  the intent to terminate; such notice shall include the reasons for 
such termination.

IN W ITNESS WHEREOF,  the parties hereto have caused this agreement  to be signed the day 
and year first written above.

CIJE Federation

Bv: By:

Title: Title:
Date: Date:

3. TERM 

This Memorandum shall be effective as of the day and year first written above, and shall expire 
two years after such commencement date, unless the agreement is sooner terminated as provided 
hereinafter. This Agreement may be terminated by reason of any failure in the performance of 
this Agreement by one of the parties or by failure to comply with any of the terms and conditions 
of this agreement. The effective date of the termination of this agreement shall not be less than 
30 days after written notice of the intent lo terminate; such notice shall include the reasons for 
such termination. 

IN WITNESS WHEREOF, the parties hereto have caused this agreement to be signed the day 
and year first written above. 

CIJE 

By:-------

Title: 
Date: ________ _ 

Federation 

By:--------

Title: 

Date: --------,-----



August 12, 1992

LEAD COMMUNITIES AT WORK

A. INTRODUCTION

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

1. Build the profession of Jewish education and thereby 
address the shortage of gualified personnel;

2. Mobilize community support to the cause of Jewish 
education;

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

4. Establish an implementation mechanism at the local 
level, parallel to the Council for Initiatives in 
Jewish Education, to be a catalyst for the 
implementation of these recommendations;

5. The fifth recommendation is, of course, the lead 
community itself, to function as a local laboratory for 
Jewish education.

(The implementation of recommendations at the continental level 
is discussed in separate documents.)

B. THE SCOPE OF THE PROJECT

1. A Lead Community will be an entire community engaged in a 
major development and improvement program of its Jewish educa- 
tion. Three model communities will be chosen to demonstrate what 
can happen where there is an infusion of outstanding personnel 
into the educational system, where the importance of Jewish 
education is recognized by the community and its leadership and 
where the necessary resources are secured to meet additional 
needs.

The vision and programs developed in Lead Communities will 
demonstrate to the Jewish Community of North America what Jewish 
education at its best can achieve.
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2. The Lead Community project will involve all or most Jewish 
education actors in that community. It is expected that lay 
leaders, educators, rabbis and heads of educational institutions 
of all ideological streams and points of view will participate in 
the planning group of the project, to shape it, guide it and take 
part in decisions.

3. The Lead Community project will deal with the major educa- 
tional areas —  those in which most people are involved at some 
point in their lifetime:

- Supplementary Schools
- Day Schools
- JCCs
- Israel programs
- Early Childhood programs

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

- Adult learning
- Family education
- Summer camping
- Campus programs 

etc...

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

5. A large proportion of the community's Jewish population will 
be involved.

C. VISION

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

- adolescents have a command of spoken Hebrew;
- intermarriage decreases;
- many adults study classic Jewish texts;
- educators are gualified and engaged in ongoing training;
- supplementary school attendance has increased dramatically;
- a locally produced Jewish history curriculum is changing the 

way the subject is addressed in formal education;
- the local Jewish press is educating through the high level of 

its coverage of key issues.

The vision, the goals, the content of Jewish education will be 
addressed at two levels:
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1. At the communal level the leadership will develop and artic— 
ulate a notion of where it wants to be, what it wants to achieve.

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

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

The Institutions of Higher Jewish Learning, the denominations, 
the national organizations will join in this effort, to develop 
alternative visions of Jewish education. First steps have already 
been taken (e.g., JTS preparing itself to take this role for 
Conservative schools in Lead Communities).

D. BUILDING THE PROFESSION OF JEWISH EDUCATION

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

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

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

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

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

5. Recruit highly motivated graduates of day schools who are 
students at the universities in the Lead Community to commit 
themselves to multi-year assignments as educators in supplemen- 
tary schools and JCCs.
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6. Develop a thoughtful plan to improve the terms of employment 
of educators in the community (including salary and benefits, 
career ladder, empowerment and involvement of front-line educa- 
tors in the Lead Community development process.)

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

E. DEVELOPING COMMUNITY SUPPORT 

This will be undertaken as follows:

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

2. Developing a special relationship to rabbis and synagogues.

3. Identify a lay "Champion" who will recruit a leadership
group that will drive the Lead community process.

4. Increase local funding for Jewish education.

5. Develop a vision for Jewish education in the community.

6. Involve the professionals in a partnership to develop this 
vision and a plan for its implementation.

7. Establish a local implementation mechanism with a profes-
sional head.

8. Encourage an ongoing public discussion of and advocacy for
Jewish education.

F. THE ROLE OF THE CIJE IN ESTABLISHING LEAD COMMUNITIES:

The CIJE, through its staff, consultants and projects will 
facilitate implementation of programs and will ensure continental 
input into the Lead Communities. The CIJE will make the following 
available:

I . Best Practices

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

38

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

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

E. DEVELOPING COMMUNITY SUPPORT 

This will be undertaken as follows: 

1. Establishing a wall to wall 
Community, including the Federation, 
schools, JCCs, Hillel etc .. 

coalition in each 
the congregations, 

Lead 
day 

2. Developing a special relationship to rabbis and synagogues. 

3. Identify a lay "Champion" who will recruit a leadership 
group that will drive the Lead community process. 

4. Increase local funding for Jewish education. 

5. Develop a vision for Jewish education in the community. 

6. Involve the professionals in a partnership to develop this 
vision and a plan for its implementation. 

7. Establish a local implementation mechanism with a profes-
sional head. 
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Jewish education. 
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through its staff, consultants and projects will 
implementation of programs and will ensure continental 
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1. Best Practices 

A project to create an inventory of gcod Jewish edt:catior.al 
practice was launched. The project will offer Lead Communities 
examples of educational practice in key settings, methods, and 
topics, and will assist the communities in "importing," 
"translating," "re-inventing" best practices for their local 
settings. 
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The Best Practices initiative has several interrelated 
dimensions. In the first year (1991/92) the project deals with 
best practices in the following areas:

—  Supplementary schools
—  Early childhood programs
—  Jewish community centers
—  Day schools
—  Israel Experience programs 

It works in the following way:

a. First a group of experts in each specific area is 
recruited to work in an area (e.g., JCCs). These experts are 
brought together to define what characterizes best practices 
in their area, (e.g., a good supplementary school has effec- 
tive methods for the teaching of Hebrew).

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

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

2. Monitoring Evaluation Feedback

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

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

b. to evaluate progress in Lead Communities —  assessing,
as time goes on, the impact and effectiveness of each 
program, and its suitability for replication elsewhere. 
Evaluation will be conducted by a variety of methods. Data 
will be collected by the local researcher. Analysis will be 
the responsibility of the head of the evaluation team with 
two purposes in mind: 1) To evaluate the effectiveness of
individual programs and of the Lead Communities themselves 
as models for change, and 2) To begin to create indicators 
(e.g., level of participation in Israel programs; achieve- 
ment in Hebrew reading) and a database that could serve as 
the basis for an ongoing assessment of the state of Jewish 
education in North America. This work will contribute in the 
long term to the publication of a periodic "state of Jewish 
education" report as suggested by the Commission.
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c. The feedback-loop: findings of monitoring and
evaluation activities will be continuously channeled to 
local and CIJE planning activities in order to affect them 
and act as an ongoing corrective. In this manner there will 
be a rapid exchange of knowledge and mutual influence 
between practice and planning. Findings from the field will 
reguire ongoing adaptation of plans. These changed plans 
will in turn, affect implementation and so on.

During the first year the field researchers will be 
principally concerned with three guestions:

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

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

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

The first guestion is essential for establishing that 
specific goals exist for improving Jewish education, and for 
disclosing what these goals are. The second and third 
guestions concern the "enabling options" decided upon in A 
Time to Act , the areas of improvement which are essential 
to the success of Lead communities: mobilizing community
support, and building a profession of Jewish education.

3. Professional services:

The CIJE will offer professional services to Lead Communities, 
including:

a. Educational consultants to help introduce best 
practices.

b. Field researchers for monitoring, evaluation and feed- 
back.
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c. Planning assistance as required-

d. Assistance in mobilizing the community.

4. Funding facilitation

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

5. Links with purveyors or supporters of programs

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

G. LEAD COMMUNITES AT WORK

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

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

a. It will convene all the actors;
b. It will launch an ongoing planning process; and
c. It will deal with content in the following manner.

1. It will make sure that the content is articulated and 
is implemented.

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

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

by individual institutions 
by the denominations

—  by the community as a whole.

In addition, dealing with the content will involve having a 
"dream department" or "blueskying unit," aimed at dealing 
with innovations and change in the programs in the community 
(this is elaborated in a separate paper).

41

c. Planning assistance as r equir ed . 

d . Assistance in mobilizing the community. 

4 . Funding facilitation 

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

5. Links with purveyors or supporters of programs 

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

G. LEAD COMMUNI TES AT WORK 

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

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

a. It will convene all the actors; 
b. It will launch an ongoing planning process; and 
c. It will deal with content in the following manner. 

1. It will make sure that the content is articulated and 
is implemented . 

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

It will see to it that i n any given area 
experience) the vision piece, the goals, are 
the variou s actors and at the various levels : 

by individual instit utions 
by the denominations 
by the community as a whole . 

(e.g . , Israel 
articulated by 

In addition, dealing with the content will involve having a 
"dream department" or "blueskying unit, " aimed at dealing 
with innovations and change in the programs in the community 
(this is elaborated in a separ ate paper) . 

41 



H. LAUNCHING THE LEAD COMMUNITY —  YEAR ONE

During its first year (1992/93) the project will include the 
following:

I. Negotiate an agreement with the CIJE including:

a. Detail of mutual obligations;

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

c. Funding issues;

d. Other.

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

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

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

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

6. Undertake an educational self-study, as part of the planning 
activities:

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

a. Assessment of needs and of target groups (clients).
b. Rates of participation.
c. Preliminary assessment of the educators in the community 
(e.g., their educational backgrounds).

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

Some of the definition of the study and some of the data collec- 
tion will be undertaken with the help of that project's field 
researcher.

• k ' k ' k - k ' k ' k ' k ' k
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LEAD COMMUNITIES AT WORK

A. INTRODUCTION

The Commission on Jewish Education in North America completed its 
work with five r ecommendations. The e s t a b l i s h m e n t  of Lead
communities is one of those recommendations, but it is also the 
means or the place where the other recommendations will be played 
out and implemented. Indeed, a lead community will demonstrate 
locally, how to:

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

2. M o b i l i z e  c o m munity support to the cause of Jewish 
educati o n ;

3. Develop a research capability which will provide the
k n o w l e d g e  needed to inform d e c i s i o n s  and guide 
d e v e l o p m e n t .  In Lead C o m m u n i t i e s  this will be
u n d e r t a k e n  through the m o n i t o r i n g ,  e v a l u a t i o n  and
feedback project;

4. Esta b l i s h  an i m p l e m e n t a t i o n  m e c h a n i s m  at the local
level, parallel to the Council for I n i t i a t i v e s  in
Jewish Education, to be a cata l y s t  for the 
implementation of these recommendations;

5. The fifth r e c o m m e n d a t i o n  is, of course, the lead 
community itself, to function as a local laboratory for 
Jewish education.

August 10, 1992

B. THE SCOPE OF THE PROJECT

1. A Lead Community will be an entire community engaged in a 
major development and improvement program of its Jewish educa- 
tion. Three model communities will be chosen to demonstrate what 
can happen where there is an infusion of outstanding personnel 
into the educational system, where the i m p o r t a n c e  of Jewish 
education is recognized by the community and its leadership and 
where the necessary resources are secured to meet additional 
ne e d s .

The vision and programs d eveloped in Lead C o m m u n i t i e s  will 
demonstrate to the Jewish Community of North America what Jewish 
education at its best can achieve.

2. The Lead Community project will involve all or most Jewish 
education actors in that community. It is expected that lay 
leaders, educators, rabbis and heads of educational institutions 
of all ideological streams and points of view will participate in 
the planning group of the project, to shape it, guide it and take 
part in decisions.
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3. The Lead Community project will deal with the major educa-
tional areas those in which most people are involved at some
point in their lifetime:

- Supplementary Schools 
-Day Schools
- JCCs
- Israel programs
- Early Childhood programs

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

- Adult learning
- Family education
- Summer camping
- Campus programs
- e t c . ..

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

5. A large proportion of the community's Jewish population will 
be involved.

C. VISION

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

- adolescents have a command of spoken Hebrew;
- intermarriage decreases;
- many adults study classic Jewish texts;
- educators are qualified and engaged in ongoing training•
- supplementary school attendance has increased dramatically;
- a locally produced Jewish history curriculum is changing the 

way the subject is addressed in formal education;
- the local Jewish press is educating through the high level of 

its coverage of key issues.

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

1. At the communal level the leadership will develop and artic- 
ulate a notion of where it wants to be, what it wants to achieve.

2. At the level of individual institutions or groups of insti- 
tutions of similar views (e.g., all Reform schools), educators,
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rabbis, lay leaders and parents will articulate the educational 
g o a l s .

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

The Institutions of Higher Jewish Learning, the denominations, 
the national organizations will join in this effort, to develop 
alternative visions of Jewish education. First steps have already 
been taken (e.g., JTS preparing itself to take this role for 
Conservative schools in Lead Communities).

D. BUILDING THE PROFESSION OF JEWISH EDUCATION

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

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

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

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

4. Invite training institutions and other national resources to 
join in the effort, and invite them to undertake specific assign- 
ments in lead communities. (E.g. Hebrew Union C o l l e g e  mi g h t  
assume responsibility for in-service education of all Reform 
supplementary school staff. Yeshiva University would do so for 
day-schools)

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

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

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

E. DEVELOPING COMMUNITY SUPPORT

This will be undertaken as follows:

1. E s t a b l i s h i n g  a wall to wall c o a l i t i o n  in each Lead 
Community, i n c luding the Federation, the c o n g r e g a t i o n s ,  day 
schools, JCCs, Hillel etc..

2. Developing a special relationship to rabbis and synagogues.

3. Identify a lay "Champion" who will recruit a leadership
group that will drive the Lead community process.

4. Increase local funding for Jewish education.

5. Develop a vision for Jewish education in the community.

6. Involve the professionals in a partnership to develop this 
vision and a plan for its implementation.

7. Establish a local implementation mechanism with a profes-
sional head.

8. Encourage an ongoing public discussion of and advocacy for
Jewish education.

F. THE ROLE OF THE CIJE IN ESTABLISHING LEAD COMMUNITIES:

The CIJE, through its staff, c o n s u l t a n t s  and p r o j e c t s  will 
facilitate implementation of programs and will ensure continental 
input into the Lead Communities. The CIJE will make the following 
avai1 able:

1. Best Practices

A project to create an inventory of good Jewish educational 
practice was launched. The project will offer Lead Communities 
examples of educational practice in key settings, methods, and 
topics, and will assist the comm u n i t i e s  in " i m p o rting," 
" t r a n s l a t i n g , "  "re-inventing" best p r a ctices for their local 
setti n g s .

The Best
Practices initiative has several interrelated dimen- sions. In 
the first year (1991/92) the project deals with best practices in 
the following areas:

— Supplementary schools
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— Early childhood programs
— Jewish community centers
— Day schools
— Israel Experience programs 

It works in the following way:

a. First a group of experts in each specific area is
recruited to work in an area (e.g., JCCs). These experts are
brought together to define what characterizes best practices 
in their area, (e.g., a good supplementary school has effec- 
tive methods for the teaching of Hebrew).

b. The experts then seek out existing examples of good
p r o g r a m s  in the field. They u n d e r t a k e  site visits to
programs and report about these in writing.

As lead communities begin to work, experts from the above 
team will be brought into the lead c o m m u n i t y  to offer 
guidance about specific new ideas and programs, as well as 
to help import a best practice into that community.

2. Monitoring Evaluation Feedback

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

a. to carry out ongoing monitoring of progress in Lead 
Communities, in order to assist community leaders, planners 
and educators in their work. A researcher will be commis- 
sioned for each Lead Community and will collect and analyze 
data and offer it to practitioners for their consideration. 
The p u r pose of this process is to i m p r o v e  and co r r e c t  
implementation in each Lead Community.

b. to evaluate progress in Lead Communities — assessing, 
as time goes on, the impact and e f f e c t i v e n e s s  of eacn 
program, and its s u i t a b i l i t y  for r e p l i c a t i o n  elsewhere. 
Evaluation will be conducted by a variety of methods. Data 
will be collected by the local researcher. Analysis will be 
the responsibility of the head of the evaluation team with 
two purposes in mind: 1) To evaluate the effectiveness of 
individual programs and of the Lead Communities themselves 
as models for change, and 2) To begin to create indicators 
(e.g., level of participation in Israel programs; achieve- 
ment in Hebrew reading) and a database that could serve as 
the basis for an ongoing assessment of the state of Jewish 
education in North America. This work will contribute in the 
long term to the publication of a periodic "state of Jewish 
education" report as suggested by the Commission.

c. The feedback-1 p o d : findings of m o n i t o r i n g  and
e v a l u a t i o n  activities will be c o n t i n u o u s l y  c h a n n e l e d  to 
local and CIJE planning activities in order to affect them 
and act as an ongoing corrective. In this manner there will
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be a rapid exchange of knowledge and mutual i n f luence 
between practice and planning. Findings from the field will 
require ongoing adaptation of plans. These changed plans 
will in turn, affect implementation and so on.

During the first year the field r e s e a r c h e r s  will be 
principally concerned with three questions:

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

(b) What is the extent of community mobilization for 
Jewish education? Who is involved, and who is not? How broad 
is the coalition supporting the CIJE's efforts? How deep is 
p a r t i c i p a t i o n  within the various a g e n c i e s ?  For example, 
beyond a small core of leaders, is there g r a s s - r o o t s  
i n v o l v e m e n t  in the community? To w hat extent is the 
c o m m u n i t y  m o b i l i z e d  f i n a n c i a l l y  as well as in human 
resources?

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

The first question is essential for e s t a b l i s h i n g  that 
specific goals exist for improving Jewish education, and for 
d i s c l o s i n g  what these goals are. The second and third 
questions concern the "enabling options" decided upon in A 
Time to Act , the areas of improvement which are essential 
to the success of Lead communities: mobilizing community 
support, and building a profession of Jewish education.

3. Professional services:

The CIJE will offer professional services to Lead Communities, 
i ncludi ng:

a. Educational consultants to help i n t r oduce best 
practi c e s .

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

c. Planning assistance as required.

d. Assistance in mobilizing the community.
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4. Funding facilitation

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

5. Links with purveyors or supporters of programs

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

G. LEAD COMMUNITES AT WORK

The Lead Community itself will work in a manner very similar to 
that of the C U E .  In fact, it is proposed that a local " C U E "  
should be established to be the mechanism that will plan and see 
to the implementation and monitor the programs. What will this 
local mechanism (from hereonin: "the local planning group") do?

a. It will convene all the actors;
b. It will launch an ongoing planning process; and
c. It will deal with content in the following manner.

1. It will make sure that the content is articulated and 
is implemented.

2. Together with Barry Holtz and his team, and with
Shulamith Elster integrate the various content components 
and p r o g r a m m a t i c  components into a whole. For example:
integrate formal and informal programs. In terms of the 
Israel Experience that the vision piece, the goals, are
articulated by the various actors and at the various levels:

by individual institutions
by the denominations
by the communmity as a whole.

In addition, dealing with the content will involve having a 
"dream department" or "blueskying unit," aimed at dealing 
with innovations and change in the programs in the community 
(see Barry Holtz' paper).

H. LAUNCHING THE LEAD COMMUNITY �� YEAR ONE

During its first year (1992/93) the project will include the 
fol1owi n g :

I. Negotiate an agreement with the C U E  that includes:

a. Detail of mutual obligations;
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b. Process issues -- w o r k i n g  r e l a t i o n s  w i t h i n  the 
community and between the community, the CIJE and other 
organi zati ons

c. Funding issues;

d. Other.

2. Establish a local planning group, with a professional staff, 
with wall-to-wall representation.

3. G e a r i n g - u p  activities, e.g., p r e p a r e  a l�year plan,
undertake a self-study (see 6 below), prepare a 5-year plan.

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

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

6. Undertake an educational self-study, as part of the planning 
acti vi ti e s :

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

a. Assessment of needs and of target groups (clients).
b. Rates of participation.
c. Preliminary assessment of the educators in the community
(e.g., their educational backgrounds).

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

Some of the definition of the study and some of the data collec- 
tion will be undertaken with the help of that project's field V3 
researcher.
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August 1,1992

Monitoring, Evaluation, and Feedback in Lead Communities — 
Tentative Plan of Work for 1992-93

I. CONTENT

For lead communities, 1992-93 will be a planning year. The agenda for the evaluation project 
is to raise questions that will (a) stimulate and assist the planning process; (b) enumerate the 
goals that lead communities intend to address; and (c) identify current practice so that progress 
towards goals can be assessed in the future. Broadly, the field researchers will raise three 
questions:

(1) What are the visions for change in Jewish education held by members of the com- 
munities? How do the visions vary across different individuals or segments of the 
community? How vague or specific are these visions? To what extent do these visions 
crystallize over the course of the planning year (1992-1993)?

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

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

Visions of reform. The issue of goals was not addressed in A  Time to Act. The commission 
report never specified what changes should occur as a result of improving Jewish education, 
beyond the most general aim of Jewish continuity. Specifying goals is a challenging enterprise 
given the diversity within the Jewish community. Nonetheless, the lead communities project 
cannot advance —and it certainly cannot be evaluated—without a compilation of the desired 
outcomes.

For purposes of the evaluation project, we will take goals to mean outcomes that are desired 
within the lead communities. We anticipate uncovering multiple goals, and we expect persons 
in different segments of the community to hold different and sometimes conflicting preferen- 
ces. Our aim is not to adjudicate among competing goals, but to uncover and spell out the 
visions for change that are held across the community. To some extent, goals that emerge in 
lead communities will be clearly stated by participants. Other goals, however, will be implicit 
in plans and projects, and the evaluation team will need to tease them out. The evaluation 
project will consider both short-term and long-term goals.
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Another reason for focusing on visions is that a lack of clear goals has hindered the success of 
many previous reform efforts in general education. For example, the New Futures Initiative, 
an effort by the Casey Foundation to invigorate educational and community services in four 
inner-city communities, was frustrated by poor articulation between broad goals and specific 
programs. Although the communities were mobilized for reform, the connections between 
community leaders and front-line educators did not promote far-reaching programs for 
fundamental changes. New programs were generally supplemental, and they tended to 
produce superficial changes.

Questions related to visions include asking about anticipated obstacles, about overcoming 
barriers between segments of the Jewish community, and about how participants foresee 
moving from goals to implementation. By asking questions about visions, the evaluation 
project will not only document goals, but will help persons at all levels of the lead communities 
project — lay leaders, parents, educators, and other Jewish professionals — to think about their 
visions of the future. This process may lead to interactive thinking about goals, and may help 
the communities avoid purely top-down or bottom-up strategies.

It will be important to consider the concreteness of the visions in each community. Do the 
visions include a concept of implementation, or do ideas about goals remain abstract? Do 
participants recognize a link between their visions of change and the structure they have 
established to bring about change?

Community mobilization. According to A Time to Act, mobilizing community support for 
Jewish education is a “building block” of the lead communities project, a condition that is 
essential to the success of the endeavor. This involves recruiting lay leaders and educating 
them about the importance of education, as well as increasing the financial resources that are 
committed to education. The Report quotes one commissioner as saying, “The challenge is 
that by the year 2000, the vast majority of these community leaders should see education as a 
burning issue and the rest should at least think it is important. When this is achieved. . .  money 
will be available to finance fully the massive program envisioned by the Commission (p. 64).”

Recent advances in educational theory also emphasize the importance of community-wide, 
“systemic” reform instead of innovations in isolated programs. Educational change is more 
likely to succeed, according to this view, when it occurs in a broad, supportive context, and 
when there is widespread consensus on the importance of the enterprise. Hence, an important 
issue for the evaluation of lead communities is the breadth and depth of participation in the 
project. What formal and informal linkages exist among the various agencies of the com- 
munity? Which agencies participate in the visions of change that have been articulated?

As part of their applications lead communities are proposing planning processes for the first 
year of work. In studying mobilization in the communities, we need to observe how this 
planning process unfolds. Is the stated design followed? Are departures from initial plans 
helpful or harmful? Is there broad participation? Are the planners developing thoughtful 
materials? We will need to describe the decision-making process. Is it open or closed? Are 
decisions pragmatic or wishful?
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The professional lives of Jewish educators. Enhancing the profession of Jewish education is 
the second critical building block specified in^4 Time to Act. The Report claims that fundamen- 
tal improvement in Jewish education is not possible without radical change in areas such as 
recruitment, training, salaries, career tracks, and empowerment of educators. Hence, the 
evaluation project will establish baseline conditions which can serve as standards for com- 
parison in future years.

Field research may center on characteristics and conditions of educators including background 
and training, salaries, and degree of satisfaction with salaries; school facilities; cohesiveness 
of school faculties cohesive; administrative support for innovation; and so on. Additionally we 
will observe a subset of educational programs that are in place as the lead communities project 
begins. These observations will be used as baseline data for comparative purposes in sub- 
sequent years. We will try to consider programs which, according to the visions articulated in 
the community, seem ripe for change.

II. METHODS

In the long term (e.g., four years?) it is possible to think about quantitative assessment of 
educational change in lead communities. This assessment would involve limited surveys that 
would be administered in 1993-94 and repeated perhaps every two years. For the present, the 
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These samples should clarify the social ecology of the Jewish community.

Aims of evaluation. The purpose of the evaluation, especially in the first two years, is weighted 
more towards developing policy than towards program accountability. Feedback on the 
process is seen as much more important than summative evaluation, at the present time. We 
suspect that most Jewish educators recognize that Jewish education is not succeeding, and will 
understand that the field researchers are not there to document their failures. Instead, the field 
researchers can serve the educators and their communities by helping them reflect on their 
situations and by serving as mirrors in which their programs can be viewed alongside their 
goals.

In one sense, the evaluation project does emphasize accountability. By the end of the first year, 
lead communities are expected to have well-articulated visions for change, and implementa- 
tion plans developed. The evaluation project will help judge whether the processes within the 
lead communities are leading towards these outcomes, and will assess progress toward these 
general goals in the spring of 1993.
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PLANNING LEAD COMMUNITIES

1. It is assumed that 3 to 5 lead communities will be selected by 
early summer 1992.

2. Following their selection a planning process will be launched. 
Its purpose will be to ensure ■chat the communities' will, priori- 
ties, and needs are being addressed effectively within the con- 
text of the Commission's vision for the improvement of Jewish 
educac ion.

3. The need to translate the vision into prescriptions for prac- 
tice without loosing sight of realityQot^npf quality, content and 
scope -- C U E  + Lead Communities jointly.

4. Two assumptions inform the proposed planning process:

.1 . The CIJE has made explicit the requirement that Lead Communi- 
ties undertake an action program of a scope, quality and content 
that are \9gŝ t likely to bring significant change.

b. At the same time it is understood that only communities them- 
selves can design plans likely to truly respond to their specif- 
ic local situation.

5. In order to ensure the appropriate translation of visions and 
needs into programs a two tier planning process is being rscom- 
mended. It will take place both nat4-onaM^■ and locally.

Each Lead Community will s&t up its own ׳planning process. The 
process will include a representative planning committee and 
will be professionally staffed.

J2'71 The C U E  will invite 2-3 representatives of each lead communi- 
ty (the lay chair, the planner and the federation professional) 
to join a continental Lead Community planning Committee. The 
purpose of this process will be to develop and refine the concept 
of lead communities within the context of real-life communities. 
The planning committee will consider issues such as:
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LEAD COMMUNITIES AT WORK

July 7, 1992

A. INTRODUCTION

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

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

2. Mobilize community support to the cause of Jewish 
education;

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

4. . Establish an implementation mechanism at the local 
level, parallel to the Council for Initiatives in Jewish
Education, to be a catalyst for the implementation of these 
recommendations;

5. The fifth recommendation is, of course, the lead 
community itself, to function as a local laboratory for 
Jewish education.

B. THE SCOPE OF THE PROJECT

1. A Lead Community will be an entire community engaged in a 
major development and improvement program of its Jewish educa- 
tion. Three model communities will be chosen to demonstrate what 
can happen where there is an infusion of outstanding personnel
into the educational system, where the importance of Jewish 
education is recognized by the community and its leadership and 
where the necessary resources are secured to meet additional 
needs.

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

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

3. The Lead Community project will deal with the major educa- 
tional areas —  those in which most people are involved at some 
point in their lifetime:

- Supplementary Schools
- Day Schools
- JCCs
- Israel programs
- Early Childhood programs

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

- Adult learning
- Family education
- Summer camping
- Campus programs
- etc...

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

5. A large proportion of the community's Jewish population 
will be involved.

C. VISION

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

adolescents have a command of spoken Hebrew; 
intermarriage decreases;

- many adults study classic Jewish texts;
educators are qualified and engaged in ongoing training; 
supplementary school attendance has increased dramatically;

- a locally produced Jewish history curriculum is changing the 
way the subject is addressed in formal education;

the local Jewish press is educating through the high level of 
its coverage of key issues

The vision, the goals, the content of Jewish education will be 
addressed at two levels:
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1. At the communal level the leadership will develop and artic- 
ulate a notion of where it wants to be, what it wants to achieve.

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

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

The Institutions of Higher Jewish Learning, the denominations, 
the national organizations will join in this effort, to develop
alternative visions of Jewish education. First steps have already
been taken (e.g., JTS preparing itself to take this role for
Conservative schools in Lead Communities).

D. BUILDING THE PROFESSION OF JEWISH EDUCATION

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

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

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

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

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

5. Recruit highly motivated graduates of day schools who are 
students at the universities in the Lead Community to commit 
themselves to multi-year assignments as educators in supplemen- 
tary schools and JCCs.
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6. Develop a thoughtful plan to improve the terms of employment 
of educators in the community (including salary and benefits, 
career ladder, empowerment and involvement of front-line educa-
tors in the Lead Community development process.)

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

E. DEVELOPING COMMUNITY SUPPORT

This will be undertaken as follows:

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

2. Developing a special inclusive relationship to rabbis and 
synagogues.

3. Identify a lay "Champion" who will recruit a leadership 
group that will drive the Lead community process.

4., Increase local funding for Jewish education.

5. Develop a vision for Jewish education in the community.

6. Involve the professionals in a partnership to develop this 
vision and a plan for its implementation.

7. Establish a local implementation mechanism with a profes- 
sional head.

7. Encourage an ongoing public discussion of and advocacy for 
Jewish education.

F. THE ROLE OF THE CIJE IN ESTABLISHING LEAD COMMUNITIES:

The CIJE, through its staff, consultants and projects will 
facilitate implementation of programs and will ensure continental 
input into the Lead Communities. The CIJE will make the 
following available:

1. Best Practices

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

The Best Practices initiative has several interrelated dimen- 
sions. In the first year (1991/92) the project deals with best 
practices in the following areas:

—  Supplementary schools
—  Early childhood programs
—  Jewish community centers
—  Day schools
—  Israel Experience programs

It works in the following way:
a. First a group of experts in each specific area is 
recruited to work in an area (e.g., JCCs). These experts are 
brought together to define what characterizes best practices 
in their area, (e.g., a good supplementary school has effec- 
tive methods for the teaching of Hebrew).

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

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

2 . Monitoring Evaluation Feedback

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

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

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

c. The f e e d b a c k - l o o p : findings of monitoring and
evaluation activities will be continuously channeled to 
local and CIJE planning activities in order to affect them 
and act as an ongoing corrective. In this manner there will 
be a rapid exchange of knowledge and mutual influence be- 
tween practice and planning. Findings from the field will 
reguire ongoing adaptation of plans. These changed plans 
will in turn, affect implementation and so on.

During the first year the field researchers will be 
principally concerned with three guestions:

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

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

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

The first guestion is essential for establishing that 
specific goals exist for improving Jewish education, and for 
disclosing what these goals are. The second and third 
guestions concern the "enabling options" decided upon in A 
Time to Act, the areas of improvement which are essential to 
the success of Lead communities: mobilizing community
support, and building a profession of Jewish education.

3. Professional services:

The CIJE will offer professional services to Lead Communities, 
including:

a. Educational consultants to help introduce best prac- 
tices.
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b. Field researchers for monitoring, evaluation and feed- 
back.

c. Planning assistance as required.

d. Assistance in mobilizing the community.

4. Funding facilitation

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

5. Links with purveyors or supporters of programs

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

G. LAUNCHING THE LEAD COMMUNITY —  YEAR ONE

During its first year (1992/93) the project will include the 
following:

1. Negotiate an agreement with the CIJE that includes:

a. Detail of mutual obligations;

b. Process issues —  working relations within the communi- 
ty and between the community, the CIJE and other organiza- 
tions

c. Funding issues;

d. Other.

2. Establish a local planning group, with a professional staff, 
with wall-to-wall representation.

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

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

5. Preliminary implementation of pilot projects that result 
from prior studies, interests, communal priorities.
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6. Undertake an educational self-study, as part of the planning 
activities:

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

a. Assessment of needs and of target groups (clients).
b. Rates of participation.
c. Preliminary assessment of the educators in the
community (e.g., their educational backgrounds).

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

Some of the definition of the study and some of the data collec- 
tion will be undertaken with the help of that project's field 
researcher.
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Draft for site visit teams

July 2, 1992

LEAD COMMUNITIES AT WORK

A.Hochstein and S. Fox

A. INTRODUCTION

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

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

2. Mobilize community support to the cause of Jewish 
education;

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

4. Establish an implementation mechanism at the local 
level, parallel to the Council for Initiatives in Jewish 
Education, to be a catalyst for the implementation of these 
recommendations;

5. The fifth recommendation is, of course, the lead 
community itself, to function as a local laboratory for 
Jewish education.

B. THE SCOPE OF THE PROJECT

1. A Lead Community will be an entire community engaged in a 
major development and improvement program of its Jewish educa- 
tion. Three model communities will be chosen to demonstrate what 
can happen where there is an infusion of outstanding personnel 
into the educational system, where the importance of Jewish 
education is recognized by the community and its leadership and 
where the necessary resources are secured to meet additional 
needs.

The vision and programs developed in Lead Communities will demon- 
strate to the Jewish Community of North America what Jewish 
education at its best can achieve.
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2. The Lead Community project will involve all or most Jewish 
education actors in that community. It is expected that lay 
leaders, educators, rabbis and heads of educational institutions 
of all ideological streams and points of view will participate in 
the planning group of the project, to shape it, guide it and take 
part in decisions.

3. The Lead Community project will deal with the major educa- 
tional areas —  those in which most people are involved at some 
point in their lifetime:

- Supplementary Schools
- Day Schools
- JCCs
- Israel programs
- Early Childhood programs

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

- Adult learning
- Family education
- Summer camping
- Campus programs 
etc...

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

5. A large proportion of the community's Jewish population 
will be involved.

C. VISION

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

adolescents have a command of spoken Hebrew;
intermarriage decreases;
many adults study classic Jewish texts;
educators are qualified and engaged in ongoing training; 
supplementary school attendance has increased dramatically; 
a locally produced Jewish history curriculum is changing the 

way the subject is addressed in formal education;
the local Jewish press is educating through the high level of 

its coverage of key issues
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The vision, the goals, the content of Jewish education will be 
addressed at two levels:

1. At the communal level the leadership will develop and artic— 
ulate a notion of where it wants to be, what it wants to achieve.

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

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

The Institutions of Higher Jewish Learning, the denominations, 
the national organizations will join in this effort, to develop 
alternative visions of Jewish education. First steps have already 
been taken (e.g., JTS preparing itself to take this role for 
Conservative schools in Lead Communities).

D. BUILDING THE PROFESSION OF JEWISH EDUCATION

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

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

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

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

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

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

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

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

E. DEVELOPING COMMUNITY SUPPORT

This will be undertaken as follows:

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

2. Identify a lay "Champion״ who will recruit a leadership 
group that will drive the Lead community process.

3. Increase local funding for Jewish education.

4. Develop a vision for Jewish education in the community.

5. Involve the professionals in a partnership to develop this 
vision and a plan for its implementation.

6. Establish a local implementation mechanism with a profes- 
sional head.

7. Encourage an ongoing public discussion of and advocacy for 
Jewish education.

F. THE ROLE OF THE CIJE IN ESTABLISHING LEAD COMMUNITIES:

The CIJE, through its staff, consultants and projects will 
facilitate implementation of programs and will ensure continental 
input into the Lead Communities. The CIJE will make the 
following available:

1. Best Practices

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

The Best Practices initiative has several interrelated dimen- 
sions. In the first year (1991/92) the project deals with best 
practices in the following areas:

—  Supplementary schools
—  Early childhood programs
—  Jewish community centers
—  Day schools
—  Israel Experience programs

It works in the following way:
a. First a group of experts in each specific area is 
recruited to work in an area (e.g., JCCs). These experts are 
brought together to define what characterizes best practices 
in their area, (e.g., a good supplementary school has effec- 
tive methods for the teaching of Hebrew).

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

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

2. Monitoring Evaluation Feedback

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

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

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

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

During the first year the field researchers will be 
principally concerned with three questions:

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

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

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

The first question is essential for establishing that 
specific goals exist for improving Jewish education, and for 
disclosing what these goals are. The second and third 
questions concern the "enabling options" decided upon in A 
Time to Act, the areas of improvement which are essential to 
the success of Lead communities: mobilizing community 
support, and building a profession of Jewish education.

3. Professional services:

The CIJE will offer professional services to Lead Communities, 
including:

a. Educational consultants to help introduce best prac- 
tices.
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fragmented? Do principals have offices? What are the 
physical conditions of classrooms? Is there administrative 
support for innovation among teachers? 

The first question is essential for establishing that 
specific goals exist for improving Jewish education, and for 
disclosing what these goals are. The second and third 
questions concern the "enabling options" decided upon in A 
Time to Act, the areas of improvement which are essential to 
the success of Lead communities: mobilizing community 
support, and building a profession of Jewish education. 

3. Professional services: 

The CIJE will offer professional services to Lead Communities, 
including: 

a. Educational consultants to help introduce best prac
tices. 

6 



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

c. Planning assistance as reguired.

d. Assistance in mobilizing the community.

4. Funding facilitation

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

5. Links with purveyors or supporters of programs

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

G. LAUNCHING THE LEAD COMMUNITY —  YEAR ONE

During its first year (1992/93) the project will include the 
following:

1. Negotiate an agreement with the CIJE that includes:

a. Detail of mutual obligations;

b. Process issues —  working relations within the communi- 
ty and between the community, the CIJE and other organiza- 
tions

c. Funding issues;

d. Other.

2. Establish a local planning group, with a professional staff, 
with wall-to-wall representation.

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

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

5. Preliminary implementation of pilot projects that result 
from prior studies, interests, communal priorities.
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with wall- to- wall representation . 

3. Gearing- up activities, e . g. , prepare a 1-year plan , under
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4. Locate and hire several outstanding educators from outside 
the community to begin work the following year (1993/94). 

5. Preliminary implementation of pilot projects that result 
from prior studies, i nterests, communal priorities . 
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6. Undertake an educational self-study, as part of the planning 
activities:

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

a. Assessment of needs and of target groups (clients).
b. Rates of participation.
c. Preliminary assessment of the educators in the
community (e.g., their educational backgrounds).

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

Some of the definition of the study and some of the data collec- 
tion will be undertaken with the help of that project1s field 
researcher.

* * * * * * * *
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CIJE STEERING COMMITTEE 
June 26, 1992 

7:30 AM 
Agenda

Participants - In Cleveland; Mort Mantle1, Chair, Shulamith Elster, 
Stanley Horowitz, Cinny Levi, Art Naparstek, Henry Zucker 
In New York; Art Rotman
In Jerusalem: Seymour Fox, Annette Hochscein

Asstfrnment

I . Lead Community Update AR

A. The nine finalists are:

Atlanta Columbus Oakland
Baltimore Metro West Ottawa
Boston Milwaukee Palm Beach

B. Plans for visiting the communities

C. Related assignments:

1. Draft questions and briefing materials
for discussion before first site visit, (AR)

2. Propose content and dates for fall seminar. (SF, AH)

3. Propose key elements of papers on content and 
personnel in Lead Communities. (SF, AH)

4. Describe possible programs for implementation
in Lead Communities and cost range for each. (SE)

II. Foundation Development Plan AJN

A. From minutes of June 12:

In summary, the approach will be as follows:

1. Develop a matrix of program areas and prospects.

2. Develop a prospectus for potential donors.

3. Identify priority donors.

4. Undertake a focused campaign to raise funds.
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G. Related assignments: 

1. Draft questions and briefing mate~ial s 
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A. From minutes of June 12: 

In summary, the approach will be as follows: 

1. Develop a matrix of program areas and proapeccs. 

2. Develop a prospectus for potential donors. 

3, ldencify priority donors. 

4. Undertake a focused campaign to raise funds, 
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B_. Related, assignments

1. Follow up with Cummings Foundation. (SE)

2. Prepare proposal for David Hirschhorn
for funding of monitoring & evaluataion. (SF, AH)

3. Report on status of proposal for CRB Foundation 
involvement in Lead Communities. (AH)

Communications

A. Memo has gone to board and SPA3 advising of 
selection of finalists

B. Press release has gone to Anglo Jewish press.

C. Preliminary discussion of SE memo of June 22 
proposing a six month plan.

D. Camper Contacts

1. VFL is to distribute assignments for review and 
update.

2. AH is to prepare talk piece by 6/30.

Status of Other Current Assignments

A. Develop a work and management plan for 
the next 4 months. (SE & AH)

B. Draft annual operating budget. (SE & AH)

Meeting Plans

A. Fri., July 10 ־ CIJE Steering Committee

B. Sun., July 12 - CIJE Advisory Group • in NY 
Space reserved at D. Finn's office. They have 
speaker phones, "Nothing too sophisticated."
SF, AH, & VFL will be in Jerusalem. Goodman, 
Greenbaum, & Pollack definitely not available.
Ratner probably not. This steering committee +
Finn, Holtz, Kraar, & Woocher are holding date. 
Should we cancel?

C. Fri., July 24 ■ CIJE Steering Committee

D. Tues., Aug. 18 - CIJE Steering Committee
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B. Press release has gone to Anglo Jewish press. 
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proposing a six month plan. 

D. Camper Cont ~cts 

1. VFL is to distribute assignments for review and 
update. 

2. AH is to prepare talk piece by 6/30. 

IV. Status of Other Current Assignments 

A. Develop a work and management plan for 
the next 4 months. (SE & AH) 

B. Draft annual operating budget. (SE & AH) 

V, Meeting Plans 

A. Fri., July 10 • CIJE Steering Committee 

B, Sun. , July 12 • CIJE Advisory Group• in NY 
Space reserved at D. Finn's office . They have 
speaker phones, «Nothing coo sophisticated." 
SF, AH, & VFL will be in Jerusalem . Goodman, 
Greenbawn, & Pollack definitely not available. 
Ratner probably not . This steering committee+ 
Finn, Holtz, Kraar, & Woochar are holding date. 
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E. Mon., Aug. 24 - Preplan for Board meeting
Normally scheduled 1 - 5 .  In light of Lead 
Communities selection committee meeting, 
suggest ve schedule 11 - 3; at JCCA.

F. Mon., Aug. 24 - Lead Communities Selection
Committee - 3 - 5; at JCCA.

G. Tues., Aug. 25 - 9:30 * 3:30 ־ CIJE Board; at
UJA/Federation

H.  X u e s . ,  A u g .  2 3 ־ כ : 00 : 0 כ • 0  - C x l L l q u e  i i i b b c I h j ;

at UJA/Federation

I. Mon. or Tues., Sept. 21 or 22 ־ Senior Policy
Advisors
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T מ ל  Savmour Fox 

F r־ o m > Arnold Zar-Ke»glar 

Date?! J un g  55. 199c־!

N u m b e r  of pag®a, i n c l u d i n g  this ons: ona,

D®ar Ssyrnour ,

Hops £l®ction Day finds you wall and chipper. ft!» & mombar of th* 
F'®r <aor1ri«f 1 subcommi ttee, I hava b»»n in touch with folks hare from 
th0 continuity commission, who are v6?ry *xcited about Boston 
b»ing having com® 2 0 far in the C U E  *®!©ction procsss.

A« much as I 1 v® b»®n poking, I ' v® bsen Uriah 15* to geft clear
*nawers on what CIJE would want from Boston, in the event it is
*alected. By that I mean, what sort of jt«ess;sments and ongoing
rsportage would b<9 rsquired of this community?

Is th<3r® aomeona from C U E  who would haves clear information on 
this element of the project? I'd appreciate any information you 
could shara? on this topic.

Hop® all is well with you, Buss, and your sntirs? family. Giv® my 
b&&t to Zs'sv, and everyons at the Amitim.

A  fo
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th~ continuity commi55lon, who ar~ v &ry ~xcited about Bo~ton 
bwing h4ving come ~o fa r in the CIJE ~~l~c t i~n procQ~$ . 

A~ much~~ l'v9 b~Qn pokinQ, I"v~ bQ~n unabl ~ to g~t cl~~r 
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LEAD COMMUNlTllS: DESCRIPTION AND PROPOSED PLAN 
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1. Assume a "local CIJE" 1s s e t  up, funded, s t a f f e d ,  convened. 
Assume there  was an agreement between the North American 
CIJE and the local  community, the seminar has taken place.

2. VISION: The community will  be expected a r t i c u l a t e  over time 
i t s  own vision of Jewish education in terms of:

where we want to beA 
versus

1 - where we are today ״
( s e l f - s t u d y ,^  Adanrs data,  
ex i s t i ng  knowledge)
the community should be proact ive as regards ava i lab le  
oppo r tun i t ie s  (Jewish ana general)

!3., Work with separa te  groups on the v i s ion :
Lay people5־
Day school educators 
Supplementary school educators 
Informal educators 

*״,״  Etc >

How to Deal With the Content & the Vision Locally

1 The Mandel I n s t i t u t e  take r e s p o n s i b i l i t y  for  the e f f o r t s
deal ing with the a r t i c u l a t i o n  or development of v i s io n ,  goals ,
e tc .  in t h i s  case,  the Mandel I n s t i t u t e  will  ca l l  a meeting,
p r e f e r a b l y  a t  Harvard U n i v e r s i t y ,  p o s s i b l y  in August or
September, of a group of people a t  the nat ional  l e v e l ,  who will

How TO DEAL WITH THE CONTENT & THE VISION LOCA~LY 

1. Assume a "local CIJE" 1s set up, funded, staffed, convened. 
Assume there was an agreement between the North American 
CIJE and the local community. the seminar has taken place. 

2. VISION: The community will be expected articulate over time 
its own vision of Jewish1educat1on in terms of: 
-- where we want to be 

: 3. 

versus 
where wear~ today 
(self-study,~ Adam ' s data, 
existing knowledge) 

-- the commun1ty should be proactive as regards available 
opportunities (Jewish ana general) 

Work with separate groups on the vision: 
-- Lay people-' 
-- Day school educators 

SuP.plementary school educators 
Info~mal educators 
Etc. 

l The Mandel Institute take res pons i bi 11 ty for the efforts 
dealing with the articulation or development of vision, goals, 
etc. In this case, the Mandel Institute will call a meeting, 
preferably at Harvard University possibly 1n August or 
September, of a group of people at the national level, who will 
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will  be the key person חו preparing t h i s  p r o j e c t .  The ' fol lowing 
people might be involved: Barry Holtz,  A ryeh .;Davidson, Sara Lee, 
501 Greenf ield,  Robert Hi r t ,  Alvin Schl f f ,  Danny Pekarsky, Lee 
Shulman, David Cohen, I s rael  Sche f f le r ,  Jack B ie le r ,  Josh Elkin,  
e tc .  ■ -

There wil l  be an annual work plan and program to t h i s  p ro je c t .  
One of i t s  key components a t  the Mandel I n s t i t u t e  and wil l  be 
the t r a in in g  of a group of people to take over and run i t  in 
North America. ;

. The se l f - s tu d y  wil l  have in addi t ion to the an t i c ip a t ed  
q u a n t i t a t i v e  data a q u a l i t a t i v e  piece t h a t  deals with the content  
of educat ion.  We should i d e n t i fy  a person (ask Alan i f  t h i s  1s 
Sharon Feinman? Is i t  the Schon of the supplementary school? 
Someone e lse?)

i יז ' • . ' : :
The work on the q u a l i t a t i v e  element wil l  be I t e r a t i v e  and be par t
of  the  m o n i t o r i n g ,  e v a l u a t i o n  and feedback p r o j e c t  in a l l
p ro bab i l i t y  (ask Aaam Gamoran at  our meeting on Ju ly  1s t ) .i. • ( ! • • • ; ; ' . ־ ' 
The s e l f - s t u d y  w i l l  Inc lude  t e a c h e r s  and a l l  e d u c a t i o n a l  
personnel assessment.

י < י ’ ' , . , י

Assignment: Prepare guide l ines  fo r  the s e l f - s t u d y ,  to be ready 
by ear ly  September.

3 We have to define the community option (assignment)

At the end of each sect ion we will  def ine what i s  Involved
and who wil l  be assigned to do 1t .

be t hose actually working wi th t he commun ity on th1 s topic. Danny 
w11 1 be the key person fn prepar1ng th is project. The following 
peopl e might be involved: Barry Holtz, Aryeh DBvi dson, Sara Lee, 
Sol Greenfield, Robert Hirt, Alvin Schiff, Danny Pekarsky, Lee 
Shulman, David Cohen, Israel Scheffler, Jack Bieler, Josh Elkin, 
etc . 

There will be an annual work plan and program to this project . 
One of its ke~ components at the Manctel Institute and will be 
the tra i n1 ng of a group of peop1 e to take over and run it i n 
North America. ; 
2 The self-study will have 1n addition to t he anticipated 
quantitative data a Qualitative piece that deals wi th the content 
of. education. We should identify a person (ask Alan i f t his is 
Snaron Feinman? Is it the Schon of the supplementary school? 
Someone else?) 

' The work on the gua11tative element wi ll be iterative and be part 
of t he monitoring, eva1uation and feedback project in all 
probab111ty (ask Adam Gamoran at our meeti ng on July 1st) . 

\ 

The self-study w111 1 ncl ude teachers and all educationa l 
personnel assessment. 

Ass 1 gnment: Prepare gui del ines for the self-study, to be ready 
by early September. 
3 We have to define the communi ty opti on (ass1gnment) 
4 At the end of each sect i on we w111 defi ne what is i nvolved 
and who will be assigned to do 1t. 

• I 
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" 1: � � • • ■ ; • :
A g e n d a  �� Ad a m  Ga m o r a n , J u l y  1 s t
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jl. The s e l f - s t u d y  (design,  who designs?,  the q u a ! i t a t i v e , ^ t h e
״■! ' c o n t e n t  o f  e d u c a t io n  r a t e d ,  t e a c h e r s  and personnel

assessment,  e t c . )

4
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AGENDA -- ADAM GAMORAN, JULY 1ST 

The self-study (design, who designs?, the qualitative, _the 
content of educat1on rated, teachers and personnel 
assessment, etc.) 
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LC Seminar Agenda

1. Respond to content  paper

2. Response to s e l f - s tu d y  d e f in i t i o n

June 21

5

~une 21 

LC SEMINAR AGENDA 

1, Respond to content paper 

2. Response to self-study def1n1t1on 
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E.G. COLUMBUS OHIO

Jewish populat ion:  16,650 (CJF says 15,000).

Federation d o l l a r s  to education:  $706,000 ($407,000)

Per cap i ta  expendi ture of education:  $42 ($30)

JCC expenditure per cap i ta :  $237 

Educational personnel:  398 per cap i ta  ($23.90)

Lay leader:  Mr. Yankin ' !

See demographic-sociological  study of Columbus (Merry! Weisman) 

Talk !to Merry!; t ׳ r y  to obtain teacher s '  s tudy,  e tc .

June 21June 21 
E.G. COLUMBUS OHIO 

Jewish population: 16,650 (CJF says 15,000). 

Federation dollars to educat1on: $706,000 ($407,000) 

Per capita expend1ture of education: $42 ($30) 

JCC expenditure per capita: $237 

Educational personnel: 398 per capita ($23.90) 

Lay leader: Mr, Yankin 

See demographic-sociolog1ca1 study of Columbus (Merryl Weisman) 
Ta1k lto Merryl ;· try to obtain teachers' study, etc. 

6 
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-Agree !־/ וסתוs
merit
5pec1 f.isa

meiLt] nfl 
venting

Pract i_c_e__ V illo n
BnogratP

Defined: Personnel
negot ia te fo r  these
5-7 char- things
a c t e r i s t i e s ( a n !
for  each PLUS
(who?) how do

you t r a i n
the per -

Get BP sonnel of
l i s t  now each
־ ־  ask area?
Barry Bring

them in?
See our What are
old pro jec t the bud-
and SMC getary

Tmplica-
See mini- t lons?
school & What is
others the time

requi red
i t i e s : & the

t ime-
11 ne?

1. Supplementary school

2. Day schools

! !

3. JCC

4. I s rae l

5. Adult educat ion

6. Early childhood

7. College age 

!(1-7: i n te g ra t i on  across areas)  

Scope: Inreach and outreach

I I

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

I I 

JUN 21 '92 09:34 MANDEL INST. ISRAEL 972 2 699951 

Program 

1, Supplementary school 

2. Day schools 

3. JCC 

I : 

4. Israel 

5, Adult education 

Defined: 
negot1ate 
5-7 char
acteristics 
for each 
(who?) 

Get BP 
11st now 
-- ask Barry 
See our 
old project 
and SMC 

See mini
school & 
others 

Possible additional opportunities: 

6, Early childhood 

7. College age 

(1-7: integration across areas) 

972 2 519951 P. 7/11 

Personnel 
for these 
things 
( a 11 ) 
PLUS 
how do 
you train 
the per
sonnel of 
each 
area? 
Br1ng 
them in? 
What are 
the bud
getary 
tmplica
t1ons7 
What 1s 
the time 
required 
& the 
time-
11 ne? 

---~--------~-~---~-~-------------~--------------~---------------Scope: Inreach and outreach 

I : 

I I 
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VISION

IDEAL,OPTIMALm L
The under- 
s tanding 1s 
t h a t  t h i s  
should be 
t r a n s l a t i n g  
in to
achieveable 
t a r g e t s  & 
goals fo r  
the
community

What i s  the f e a s i b l e /  
optimal vis ion?

cur ren t ,  
or vis ion

What 1s the 
appl ied,  view 
or  goals of education 
in var ious s p e c i f i c  areas 
of endeavor in t h i s  
community

REAL 
What 1s the current. 
appliedf view or vision 
or goa s of education 
in various specific areas 
of endeavor 1n this 1 

community 

8 

VISION 

OPTIMAL 
What is the feasible/ 
optimal vision? 

IDEAL. 
The under
standing 1s 
that th,s 
should be 
translating 
into 
achieveable 
targets & 
goals for 
the 
community 

--------------------- ----- ... 



B u i l d i n g  t h e  Ca p a c i t y  i n  No r t h  Am e r i c a. *׳ " ׳ ! ׳ • ■ 1 : •

Resource Building (Nat ional ly  — Continental ly • ^ ־ . :1 1 ' ] •'(
1. Es tab l i sh  a best p r ac t ic e s  cen te r  (JTS) ך

Z .  Uptraln & bui ld  the t r a in in g  i n s t i t u t i o n s
■ . • • ! ! , ; :■ ;

3. Es ta b l i sh ,  or lead to the establ ishment  of mul t ip l e  Mandel 
i n s t i t u t i o n s .  ■\\

, : • '  ! . י 1   .  . . . .

4. Recrui t  "Jewish brains" ־  ־  p r imar i ly  academics from various 
i •׳׳ : ״  u n iv e r s i t y  f ie lds :

BUILDING THE CAPACITY lN NORTH AMERICA 
' 

I 

Resource Building (Nat, onally -- Continentally)_ 
'1 ; 

1. Estab11sh a best practices center (JTS) -; 

2. Uptra1n & bu11d the training institutions 
I 

3. Estab1ish, or ·lea
1
d to the establishment of multiple Mandel 

1nst1tut1ons. \ 
1 

4. Recruit "Jewish brains" -- primarily academics from var1ous 
university fieldi: 

)J 

I' 
I, 

!I 
I 

'· 

. 
I' 

9 



The Community Option (Optimally we might train CLAL to take over) 
(See separate page on outcomes)

1. A champion must be trained (MLM may lead this).

2. T r a i n  a  l e a d e r s h i p  g r o u pi • “ • ן ׳ • 
3. B r i n g  a b o u t  a  w a l l -t o -w a l l  c o a l i t i o n

4. En g a g e  t h e  r a b b i s

5. A public debate should be 
organized
a c t i v a t e d

a r t i c u l a t e d

� FED >t
(E.G., A PUBLIC S E M I N A R  BY CHA M P I O N S :  CLAL W O U L D  BE
RESPONSIBLE FOR THIS)

6* G0VERANCE

THI COMMUNITY OPTION (OPTIMALLY WI MIGHT TRAIN CLAL TO TAKI OVER) 
(511 SIPARATI PAGI ON OUTCOMII) 

1. A CHAMPION MUST BE TRAINED (MLM MAY LIAD THIS). 

2. TRAIN A LEADIRSHJP GROUP 
t 

3. BRING ABOUT A WALL-TO-WALL COALITION 

4. ENGAG£ THI RABBII 

s. A PUBLIC DEBATE SHOULD Bl 
ORC:ANIZID 
ACTIVATED 
ARTICULATED 

I ,10 
(I . G, , A PUii.iC SEMINAR BY CHAMPIONS: CLAL WOULD BE 
RISPONSIILI ,oR THIS) 

6. GOVIRANCI 

10 



Personnel

Th e  s t u d y  o f  b u i l d i n g  t h e  p r o f e s s i o n , e t c .

We MAY address personnel at two separate levels:
a . T h r o u g h  p r o g a m m a t i c  a r e a s ; a n d
b . Na t i o n a l l y /c o n t i n e n t a l l y

T h e y  s h o u l d  b e  d o n e  i n  p a r a l l e l . T h e  l o c a l  e f f o r t  w i l l  
i n v o l v e :
A. A STUDY OF PERSONNEL CONDITIONS <AS PART OF THE SELF- 

STUDY)

I n - s e r v i c e  t r a i n i n g  p r o g r a m  d e v e l o p e d  for a l l  b y  
programmatic area

H i r e  n e w  s t a f f

N e w  s t a f f  a n d  n e w  p o s i t i o n s

Sa l a r y  s t u d y !:
Set 10-year goals

Personnel 

THI STUDY OF BUILDING TH! PROFESSION, !TC. 

1. W1 MAY ADDRISS PIRSONN!L AT TWO SEPARATE L!VELS: 
A. THROUGH PROGAMMATIC AREAS: AND 
a. NATXONALLY/CONTlNENTAL~Y 
THEY SHOULD Bl DONI IN PARALLl!.L, THI LOCAL EFFORT WlLL 
J:NVOLVI: 
A. A STUDY OF PIRSONNEL CONDlTIONS (AS PART OF' THI SELF-

STUDY) 

* IN-SERVICE TR,AlNlNG PROGRAM DEVILOP!D FOR ALL av 
PROGRAMMATlC ARIA 

* HIRE NIW ITAFJ 

* N■W STA,, AND NEW POSITIONS 

* SALARY STUDY 

* SET 10-YIAR QOALS 

11 
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EXHIBIT D

Summary of Suitability Ratings, by Region 

(Adjusted Average Scores) 

Arranged from Highest to Lowest

EAST SOUTH MIDWEST WEST CANADA

Boston (105) Atlanta (91) Columbus (80) Oakland (68) Ottawa (76)

Baltimore (92) Palm Beach 

(89)

Milwaukee (75) Dallas (60) Montreal (70)

Metro West (89) S. Palm Beach 

(66)

Kansas City 

(69)

Denver (59) Toronto (66)

Washington

(88)

San Diego (55) Vancouver (57)

Rochester (79) Winnipeg (54)

Hartford (59)

New York (58)

Rhode Island 

(57)

8 3 3 4 5

.,, --- ~~·· 

EAST 

Boston (105) 

Baltimore (92) 

MetroWest (89) 

Washington 
(88) 

Rochester (79) 

Hartford (59) 

New York (58) 

Rhode Island 
(57) 

8 

EXHIBIT D 

Summary of Suitability Ratings, by Region 
(Adjusted Average Scores) 

Arranged from Highest to Lowest 

SOUTH MIDWEST WEST 

Atlanta (91) Columbus (80) Oakland (68) 

Palm Beach Milwaukee (75) Dallas (60) 
(89) 

S. Palm Beach Kansas City Denver (59) 
(66) (69) 

San Diego (55) 

3 3 4 

CANADA 

Ottawa (76) 

Montreal (70) 

Toronto (66) 

Vancouver (57) 

Winnipeg (54) 

5 
.. 



EXHIBIT E

Summary of Suitability Ratings by City Size 

(Adjusted Average Scores) 

Arranged from Highest to Lowest

LARGE (91,000 +) MEDIUM (25,000 - 80,000) SMALL (15,000 • 24,000)

Boston (105) Atlanta (91) Columbus (80)

Baltimore (92) Palm Beach (89) Ottawa (76)

MetroWest (89) Rochester (79) Kansas City (69)

Washington (88) Milwaukee (75) Vancouver (57)

Montreal (70) Oakland (68) Rhode Island (57)

Toronto (66) South Palm Beach (66) Winnipeg (54)

New York (58) Dallas (60)

Denver (59)

Hartford (59)

San Diego (55)

7 10 6

LARGE (91,000 +) 

Boston (105) 

Baltimore (92) 

MetroWest (89) 

Washington (88) 

Montreal (70) 

Toronto (66) 

New York (58) 

7 

EXHIBIT E 

Summary of Suitability Ratings by City Size 
(Adjusted Average Scores) 

Arranged from Highest to Lowest 

MEDIUM (25,000 • 80,000) SMALL (15,000 - 24,000) 

Atlanta (91) Columbus (80) 

Palm Beach (89) Ottawa (76) 

Rochester (79) Kansas City (69) 

Milwaukee (75) Vancouver (57) 

Oakland (68) Rhode Island (57) 

South Palm Beach (66) Winnipeg (54) 

Dallas (60) 

Denver (59) 

Hartford (59) 

San Diego (55) 

10 6 



COUNCIL FOn INITIATIVES 
IN JEWISH EDUCATION

I 750 Euclid Avenue 
Cleveland, Ohio 441 15 

21 6/566-9200 Fax S 1 6/861 I 230

Mailed to:

June 5, 1992 Atlanta
Baltimore
Boston
Columbus
MetroWest
Milwaukee 
Oakland 
Ottawa 
Palm Beach

Dear

1 am pleased to inform you that your community has been chosen to 
be a finalist in the Lead Communities Project of the Council for 
Initiatives in Jewish Education (CIJE).

The Lead Communities Committee of the CIJE Board o£ Directors, 
which made the decisions on the finalists, was very ably assisted 
in its review of proposals by 12 distinguished educators and 
community professionals who served on advisory panels.

Narrowing the field from 23 communities to 9 finalists was a 
challenge. The preliminary proposals represent over 40 percent of 
the eligible cities, and contain over 1,5 million Jews, That such 
a large portion of North American Jewish communities are now 
prepared to make a new level of commitment to Jewish education is a 
remarkable and encouraging statement.

More significant than quantity, the quality of the proposals from 
every single community was uniformly impressive. The programs that 
have already been launched, the caliber of lay and professional 
leadership that have been and are being assembled, and the plans 
that are in the works were outstanding.

In the next few days we will send you information about the 
finalist process. It will consist of a site visit, and a written 
elaboration on aspects of your preliminary proposal. We hope to 
visit your community in July and we will be in touch with you to 
make specific arrangements. If you have any questions in the 
interim, please contact Shulamith Elster, Acting Director of CTJE 
at (301) 230-2012,

Congratulations to you and your colleagues.

Morton L. Mandel 
Chair

Honorary ( hmr 
Max M  Usher

Chair
M orton). Mendel

Chief Education Officer 
and Acting Director 
L>1. S/�>u!,1�m1th Elii.LT

Hono,,,ry < h11r 
M_:,x M f15tlc, 

Cna,, 
Mor(on I . rvi;.,n<1CJ 

Ow( Edt1c,won 0ffic~, 
.a,,-."1 /lrr,n<J D,rcc;or 
l), $htJl,;m1lh [:l~lt:r 

June 5, 1992 

Dear 

ccu:NCII, FOR JNITil~Tl V ~~~ 
!"N JEWI~H EDUC/,.TIOI"~ 

1750 Euclid Avenue 
Clf.veland. Ot110 44 1 I .S 

I., I 6/SM,-9200 Fax J 16/861 I 2 30 

Mailed to: 

Atlanta 
Baltimore 
Boston 
C~lumbus 
Met rawest 
Milwaukee 
Oakland 
Ottawa 
Palm Beach 

I aw pleased to inform you that your community has been chosen to 
be a finalist in the Lead Communities Project of the Council for 
Initiatives in Jewish Education (CIJE). 

The Lead Communities Corumittee of the CIJE Board of Direc~ors, 
which made the decisions on the finalists, was very ably assisted 
in its review of proposal~ by 12 distinguished educators and 
community professionals who served on advisory panels. 

Narrowing the field from 23 collllllunities to 9 finalists was a 
challenge. The preliminary proposals represent over 40 percent of 
the eligible cities, and contain over 1.5 million Jews. That such 
a large portion of North American Jewish communities are now 
prepared to make a new level of commitment to Jewish education is a 
remarkable and encouraging statement. 

More significant: than quantity, the quality of the proposals from 
everv sin2le communitv was uniformly impressive . The programs that 
have already been launched, the caliber of lay and professional 
leadership that have been and are being assembled, and t:he ple.ns 
that are in the wor.ks were outstanding. 

In the next few days we will send you information about the 
finalist process. It will consist of a site visit, and a written 
elaboration on aspects of your praliminary proposal. We hopt-. t.o 
visit your community in July and we will be fn touch wj ll1 you to 
make specific arrangemenr.s. If you have any questious i.n tht'. 
interim, please contact Shulamith Elster, Actine Dir8ctor of CTJE 
at (301) 230-2012. 

Congr~tulation~ to you ~nd your colleagues. 

Hereon L. Mandel 
Chair 



COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION

I 750 Cuclid Avenue 
Cltvddi id. Ohio 441 l צ 

116/566-9700 fax 216/861-17 HO
June 5, 1992 

Mailed to:

Dallas, Denver, Hartford, Kansas City, Montreal, New York/Suffolk County, 
Providence, Rochester, San Diego, S. Palm Beach County, Toronto, 
Vancouver, Rockville, Winnipeg

Dear

The Lead Communities Committee of the Council for Initiatives in 
Jewish Education (CIJE) Board of Directors has completed its 
deliberations on the preliminary proposals submitted by 23 
communities from across the North American continent. Your 
community was not chosen to be a finalist in this selection 
process.

Narrowing the field from 23 communities to 9 finalists was a 
challenge. The preliminary proposals represent over 40 percent of 
the eligible cities, and contain over 1.5 million Jews. That such 
a large portion of North American Jewish communities are now 
prepared to make a new level of commitment to Jewish education is a 
remarkable and encouraging statement.

More significant than quantity, the quality of the proposals from 
every single community was uniformly impressive. The programs that 
have already been launched, the caliber of lay and professional 
leadership that have been and are being assembled, and the plans 
that are in the works were outstanding.

The Lead Communities Committee was very ably assisted in its 
review of proposals by 12 distinguished educators and community 
professionals who served on advisory panels.

The quality of the response to this CIJE invitation suggests to us 
that we are part of a ground shift in the priorities of the North 
American Jewish community. We at CIJE will be exploring other 
opportunities beyond Lead Communities to support and rcinforce this 
movement.

On behalf of CUE, I thank you for your interest in our project.
We hope that you will continue the community-wide approach to the 
improvement of Jewish education described in your lead communities 
preliminary proposal, and we wish you well in that pursuit.

Morton I.. Mandel 
Chair

Honorary Chetr 
Max M, i- i5h«

r/w
Morton L. Mantlrl

Chief Education Officer׳ 
,ind Acting o!rccror 
Dr. ShularMh fclsicr

* *  TOTPL PAGE.03 * *

f-fonorary Ch,1,r 
Mai M f.15tlPr 

01.-1;( 

Monon L M<1r1tlc·1 

cn,et Edur;tflon Oilir:ct 
.-,nd 11<.1111q ! Jirrxmr 
()1 SI 1uldr rntn clStt:.~· 

Juno 5, 1992 

Mailed to: 

CCtJ~~CJ L FOrr INITII .. Tl '/E~ 
! 1' T J '='AI Y C'T 11 ~T'T TC/ ~lr'>l' l 
~ l ~ VJ...., VV J. Jr.t LL-'V .J 1. J. .a,_,1 ,t 

I 7S0 Cu< lie] Avcnuc
Cll:'velc11 1r J, Ot•1io 4 4 I 1 :, 

2. I 6/St,(,-9700 r,ix 'l. 161861-1;, ~o 

Dallas, Denver, Hartford, Kansas City, Montreal, New York/Suffolk County, 
Providence, Rochester, San Diego, S. Palm Beach County, Toronto, 
V.'.lncouvet'. Rock.ville, Winnipeg 

Dear 

The Lead Communities Committee of the Council for Init:iatlves in 
Jewish Education (CIJe) Board of Directors has completed Lts 
deliberations on the prP.1 iminary proposals submitted by 2'.> 
communities from across the North American continent. Your 
comJ.Ounity was not chosen to be a finalist in this selection 
process. 

Narrowing the. field from 23 collUDunities to 9 finalists was a 
challenge . The prel imin.ary proposals repre.se.nr: over 40 percent of 
the eligible. cities, and contain over 1. 5 million Jews. That such 
a large portion of Nor-ch Ameriean Jewish communities are now 
prepared to make a new level 0£ commitment to Jewish education is a 
remarkable and encouraging statement. 

More significant than quantity, the qua] 1ty of tht! 1-'roposals from 
everv sirnde communi-cv was uni.formly impressive. The programs that 
have already been launched, the caliber of lay and professional 
leadership that have been and are being assembled, and the plans 
that are in the works we re outstandinr;. 

The Lead Communities Committee was very ably assisted in i ts 
review of proposals by 12 distinguished educ.a tors and community 
professionals who served on advisory paue.l.$. 

The quality of t:he. response to this CIJE invitation suggest:s to us 
that we ar:f.:! part of a ground shift: in the pri.o r itiP.R of the North 
American Jewish community. We at CIJE will be exploring other 
oppor:tunitie.s beyond Le.c1d Communities to i;uppoi-t and rcinfo·rce this 
movement. 

On bP.half of CJJE, I thank you for your inl:o?.rest i.n our projccC. 
We hope t.hat you will continue. the communi L.y-wide approach to the 
impi:-ovemeuc of Je.wi sh education described in your lead conuuun1.ties 
preliminary proposal , and we wish you well jn that pursuit. 

Morton I.. Mandel 
Chair 
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CUE LEAD COMMUNITIES 
Pre-Proposal Application

Date State City Jewish
Population

1 3/25/92 BC Vancouver 20,000
2 3/27/92 Wl Milwaukee 28,000
3 3/30/92 CA San Dieqo 42,000
4 3/30/92 MAN Winnipeq 14,800
5 3/30/92 MD Baltimore 94,500
6 3/30/92 MO Kansas City 19,100
7 3/30/92 NJ Metro West 121,000
8 3/30/92 NY Rochester 25,000
9 3/30/92 OH Columbus 15,000

10 3/30/92 ONT Toronto 135,000
11 3/31/92 CO Denver 46,000
12 3/31/92 DC Washinqton 165,000
13 3/31/92 FL Palm Beach County 65,000
14 3/31/92 FL South Palm Beach Countv 52,000
15 3/31/92 GA Atlanta 67,000
16 3/31/92 MA Boston 200,000
17 3/31/92 NY New York/Suffolk 98,000
18 3/31/92 PQ Montreal 95,000
19 3/31/92 Rl Rhode Island 17,500
20 3/31/92 TX Dallas 36,900
21 4/2/92 CT Hartford 26,000
22 4/2/92 ONT Ottawa* 13,500
23 4/6/92 CA Oakland 35,000

* Not eligible

Date 

1 3/25/92 BC 
2 3/27/92 WI 
3 3/30/92 CA 
4 3/30/92 MAN 
5 3/30/92 MD 

6 3/30/92 MO --
7 3/30/92 NJ 
8 3/30/92 NY 
9 3/30/92 OH 

10 3/30/92 ONT 
11 3/31/92 co 
12 3/31/92 DC 
13 3/31/92 FL 
14 3/31/92 FL 
15 3/31/92 GA 
16 3/31/92 MA 
17 3/31/92 NY 
18 3/31/92 PQ 
19 3/31/92 RI 
20 3/31/92 TX 
21 4/2/92 CT 
22 4/2/92 ONT 
23 4/6/92 CA 

* Not eligible 

State 

CIJE LEAD COMMUNITIES 

Pre-Proposal Application --
City 

Vancouver 
Milwaukee 
San Dieao 
Winnipea 
Baltimore 
Kansas City 
Metro West 
Rochester 
Columbus 
Toronto 
Denver 
Washinaton 
Palm Beach County 
South Palm Beach Countv 
Atlanta 
Boston 
New York/Suffolk 
Montreal 
Rhode Island 
Dallas 
Hartford 
Ottawa* 
Oakland 

Jewish 
Population 

20,000 
28,000 
42,000 
14,800 
94 500 
19 100 

121 000 
25,000 
15,000 

135,000 
46,000 

165 000 
65 000 
52 000 
67,000 

200,000 
98,000 
95000 
17,500 
36,900 
26,000 
13,500 
35,000 



ADDITIONAL BACKGROUND MATERIALSADDITIONAL BACKGROUND MATERIALS 



21-May-92

ADJUSTED PANEL AVERAGES
Panel 1 Panel 2 Panel 3 j Combined

I !

Rani

BOSTON 116 0 94 105 1
BALTIMORE 0 94 90 92 2
ATLANTA 97 85 0 91 3
PALM BEACH 95 0 83 89 4
METRO WEST 103 0 75 89 4
WASHINGTON 83 93 0 88 6
COLUMBUS 79 82 0 80 7
ROCHESTER 0 83 75 79 8
OTTAWA 83 0 69 76 9
MILWAUKEE 0 82 68 75 10
MONTREAL 74 65 0 70 11
KANSAS CITY 53 86 0 69 12
OAKLAND 0 73 63 68 13
SOUTH PALM BEACH 0 56 76 66 14
TORONTO 61 0 71 66 14
DALLAS 0 50 70 60 16
DENVER 0 55 63 59 17
HARTFORD 54 64 0 59 17
NEW YORK/SUFF. 0 59 57 58 19
VANCOUVER 53 0 62 57 20
RHODE ISLAND 46 0 68 57 20
SAN DIEGO 34 76 0 55 22
WINNIPEG 51 0 58 54 23

Average 72 74 71 72

Note: "0" means proposal was not reviewed by that panel.

BOSTON 
BALTIMORE 
ATLANTA 
IPALM BEACH 
METRO WEST 
WASHINGTON 
COLUMBUS 
ROCHESTER 
OTTAWA 
MILWAUKEE 
MONTREAL 
KANSAS CITY 
OAKLAND 
SOUTH PALM BEACH 
TORONTO 
DALLAS 
DENVER 
HARTFORD 
NEW YORK / SUFF. 
VANCOUVER 
RHODE ISLAND 
SAN DIEGO 
WINNIPEG 

Averaae 

I 
I 

I 
I 
I 
I 

I 
! 

21-May-92 

ADJUSTED PANEL AVERAGES 
Panel 1 I Panel 2 Panel 3 I Combined 

I I ! 
116 0 94 105 

0 94 90 92 
97 85 0 91 
95 0 83 89 

103 0 75 89 
83 93 0 88 
79 82 0 80 

0 83 75 79 
83 0 69 76 1 

0 82 68 75 : 
74 65 0 70 ' 
53 86 0 69 

0 73 63 68 
0 56 76 661 

61 0 71 66 
0 50 70 60 1 
0 55 63 59 

54 64 0 59 
0 59 57 58 

53 0 62 57 
46 0 68 57 
34 76 0 55 
51 0 58 54 

72 74 71 72 

Note: "O" means proposal was not reviewed by that panel. 
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Summary of Panelist Comments on the Lead Communities Applications

A t l a n ta  
B a l t im o r e  

Bos ton  
C o l u m b u s  

Da l l as  
D e n v e r  

H a r t f o r d  
K a n s a s  C i ty  
M e t r o w e s t  
M i l w a u k e e  

M o n t r e a l  
N e w  Y o r k /  S u f f o l k  C o u n t y  

O a k l a n d  
O t t a w a  

Pa lm  B e a c h  C o u n t y  
R h o d e  I s l an d  

R o c h e s t e r  
S a n  D i e g o  

S o u t h  Pal m  B e a c h  
T o r o n t o  

V a n c o u v e r  
W a s h i n g t o n  

W i n n i p e g

COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 

Summary of Panelisl Com ments on the Le:1<.1 Communities Applications 

Atlanta 
Baltimore 

Boston 
Columbus 

Dallas 
Denver 

Hartford 
Kansas City 
Metrowest 
Milwaukee 
Montreal 

New York/ Suffolk County 
Oakland 
Ottawa 

Pc1lm Beach County 
Rhode Island 

Rochester 
San Diego 

South Pa Im Beach 
Toronto 

V.1ncouver 
Washington 
Winnipeg 



19-May-92
EXHIBIT A־A .

I
^י י

FINAL SCORE- PANEL AVERAGES
Panel 1 ! Panel 2 Panel 3

ATLANTA 80 85 0
BALTIMORE 0 92 90
BOSTON 96 0 94
COLUMBUS 65 82 0
DALLAS 0 50 70
DENVER 0 55 63
HARTFORD 45 64 0
KANSAS CITY 44 84 0
METROWEST 85 0 75
MILWAUKEE 0 82 68
MONTREAL 62 68 0
NEW YORK/SUFF. 0 59 57
OAKLAND 0 73 63
OTTAWA 68 0 69
PALM BEACH 78 0 83
RHODE ISLAND 38 0 68
ROCHESTER 0 83 75
SAN DIEGO 28 76 0
SOUTH PALM BEACH 0 56 76
TORONTO 50 0 71
VANCOUVER 44 0 62
WASHINGTON 69 93 0
WINNIPEG 42 0 5B

Average 60 73 71
Note: "0“ indicates proposal not reviewed by panel.
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r\ 
EXHIBIT A 

L r . 
-I 
;:J '· . 

~; 
D 

•I 
FINAL SCORE - PANEL AVERAGES 

·, j Panel 1 ! Panel 2 I Panel 3 ' -I 

Jl 

I 
~ - ATIANTA 80 85 0 

: BALTIMORE 0 92 90 
'BOSTON 96 0 94 
COLUMBUS 65 82 0 

J DALLAS 0 50 70 
) 

DENVER 0 55 63 -
) 
J HARTFORD 45 64 0 ) 
II 

KANSASCllY 44 84 0 II .. 
II METROWEST 85 0 75 .. 

MILWAUKEE 0 82 68 . MONTREAL 62 68 0 l - NEW YORK.ISUFF. 0 59 57 
J 
1 OAKLAND 0 73 63 
- OTTAWA 68 0 69 

,, PALM BEACH 78 0 83 
RHODE ISLAND 38 0 68 
ROCHESTER 0 83 75 

. SAN DIEGO 28 76 0 
J :SOUTH PALM BEACH - 0 56 76 . 
., TORONTO 50 0 71 
J VANCOUVER 44 0 62 J 

J 
WASHINGTON 69 93 0 • 

J 
) 

WINNIPEG 42 0 58 ' ) 

r 
il 

Average 60 7l 71 I.I .. 
:J Note: 110• indicates proposal not revieW€d by panel. ( 
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EXHIBIT B 19-May-92

ADJUSTED PANEL AVERAGES
Panel 1 Panel 2 Panel 3 Combined Rani

BOSTON 116 0 94 105 1
BALTIMORE 0 92 90 91 2
ATLANTA 97 85 0 91 2
PALM BEACH 95 0 83 89 4
METRO WEST 103 0 75 89 4
WASHINGTON 83 93 € 88 6
COLUMBUS 79 82 0 80 7
ROCHESTER 0 83 75 79 8
OTTAWA 83 0 69 76 9
MILWAUKEE 0 82 68 75 10
MONTREAL 74 68 0 71 11
KANSAS CITY 53 84 0 68 12
OAKLAND 0 73 63 68 12
SOUTH PALM BEACH D 56 76 66 14
TORONTO 61 0 71 66 14
DALLAS 0 50 79 60 14
DENVER 0 55 63 59 17
HARTFORD 54 64 0 59 17
NEWYORK/SUFF. 0 59 57 58 19'
VANCOUVER 53 0 62 57 20
RHODE ISLAND 46 0 68 57 20
SAN DIEGO 34 76 0 55 22
WINNIPEG 51 0 58 54 23

Average 72 73 71 72

Note: 0״' means proposal was not reviewed by that panel.
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BOSTON 
BALTIMORE 
ATLANTA 
PALM BEACH 
METRO WEST 
WASHINGTON 
COLUMBUS 
ROCHESTER 
OTTAWA 
MILWAUKEE 
MONTREAL 
KANSAS CITY 
OAKI..AND 
SOLJTH PALM BEACH 
TORONTO 
DALLAS 
DENVER 
HAATFORD 
NEWYORK / SUFF. 

EXHIBIT B 

-- - --- ·--- -

ADJUSTED PANEL AVERAGES 
IP~l1 

- -- --- -

Panel2 Panel 3 
~ 

116 0 94 
0 92 90 

97 85 0 
95 0 83 

103 0 75 
83 93 0 
7S 82 0 
0 83 75 

83 0 69 
0 82 68 

74 68 0 
53 84 0 
0 73 63 
D 56 76 

61 0 71 
0 50 70 
0 55 63 

54 64 0 
0 59 57 

53 0 62 

19---May-92 

!Combined Ran[ 

105 1 
91 2 
91 2 
89 4 
89 4 : 
88 6 
80 7 
79 8 
76 9 
75 · 10 
71 11 
68 12 
68 12 
66 14 
66 14 
60 14 
59 17 
59 17 
58 19 ' 
57 20 

I 46 0 68 57 20 
VANCOUVER 
RHODE ISLAND 
SAN DIEGO I 34 76 0 55 I 22 
WINNIPEG , . 51 0 58 54123, 
~ A\lerage 1.. ~ . _22 73 71 72 / 

Note: •o• means proposal was not reviewed by tflat pat1el. 
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EXHIBIT C 

Preliminary Selection Grcnipintis

Probable■. YES MAYBE Probable NO

Atlanta (91) Columbus (80) Denver (59)

Baltimore (91) Dallas (60) Hartford (59)

Boston (105) Kansas City (68) New York (58)

Palm Beach (89) MctroWest (89) Winnipeg (54)

Washington (88) Milwaukee (75) Vancouver (57)

Montreal (71) ׳" :

Oakland (68)

Ottawa (76)

Rhode Island (57)

Rocheste.r (79)

San Diego (55)

South Palm Beach (66)

Toronto (66)

Criteria

Probable YES Both panels •adjusted scores were 80 or over
Probable NO Both panels adjusted scores were 65 or lower
MAYBE AH other communities

N O T E : CombineU score  in pu1vulhc»is

► UKBt.KS־ASSOC:!ATliS INC.

~ram UKetes HSSoc 1a tes inc. PHONE No. 12122608760 Ma~. 19 1992 6: 02PM P05 

r 

Prolmhk YES 
-· 

Atlnnta (91) 

B11lli11m11.: (91) 

Boston ( 105) 
- -

Palm Beach (89) 

Washi11gtu11 (88) 

.......... -

- · 

Criteria 

Prohnble YES 
Prolrnblc NO 
MAYBE 

EXHIBIT C 

[ M/\YDE I Probnblc NO 

Col1Jmbui- (HO) JJcnvcr (59) 

Dallas (60) Hnrtford (59) 

Knnsns City (68) New York (58) 
-

MctroWcst (89) Winnipeg (5'1) 
--

Milwnuke.e (75) V1111cot1vt'.!r (57) 
··-

Mon!r<.'nl (71) ·· . 
Onkl:ind (68) 

Oltnwu (76) . 
IUrnde lslnnc.l (57) 

Rochest~r (79) 

S11n Diego (55) 

South Pnlm Bench ((i(i) 

Toro11to (66) 

Both p:mcls adjusted scorei; were 80 01· over 
Both panel,_ adjusted scores were 65 or lower 
All oth~r r.ommunities 

--~ 

NOTJJ: Combined :s1.:orc i11 pmc11lhc11is 

• Ul<El .ES "t\88UCIAn~s INC. 

. . ' 

// ) 

· --
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EXHIBIT D

Summary of Panelist Ratings, by Region 
(Adjusted Average Scores) 

Arranged from Highest to Lowest

EAST SOUTH MIDWEST WEST CANADA

Boston (105) Atlanta (91) Columbus (80) Oakland (68) Ottawa (76)

Baltimore (9J) Palm Dcach 
(89)

Milwaukee (75) Dallas (60) Montreal (71)

MetroWest (89) S. Palm Bcaeh 
(66)

Kansas City
(68) ׳ ' ;־

Denver (59) 'Toronto (66)

Washington
(88)

Sail Diego (55) Vancouver (57)

lloclicstcr (79) Winnipeg (54)

Hartford (59)

New York (58)

Rhode Island 
(57)

8 3 3 4 5

► UKl'Ll'S'ASSOCIA'l'US INC.

~rom. UKe1es Hssoc1a~es Inc. PHONE No. 12122608760 

EAST 
.... 

Boston (105) 
.. 

Bultimorc (Y J) 

Mt',troWl:st (89) 

Washington 
(88) 

·-· 
llm:.hc.:itcr (7~) . 
1 J 11rtford (."'') 

·-
N~w York (~8) 

Rhode Ji;)nnd 
(57) 

.......... 

I 8 ---

EXHJ13IT D 

Sunrnrnry <.if Panelist Ratings, by Region 
(Adjusted Avernge S,:rm~s) 

Arrnngcu from Highest to Lowest 

SOUTH MIDWEST WEST 
.. - - . ~ 

Atlc111tu (Yl) Columbu~ (80) Oakland (68) 
-· ... -

Palm l3tnch Milwiwk.cc (75) Dnllus (60) 
(89) - · 
S. Palm l3cm:h Kansas City Denver (5~)) 

(66) (68) . . ,· 

San Diego (55) 

-· 

... -

'.'\ 3 4 .. ·--·-·-· 

• \JKEL~~ 
0

1\SSOCII\Tl!S INC. 

Ma~. 19 1992 6:02PM P06 

11 C 

CANADA 
-

Ottuwu (76) 

M.cmtrcnl (71) 

'roronlo (66) 

Vnncouvcr (57) 

Winni11cg (54) 
·-·-

I 
-

5 
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EXHIBIT E

Summary of Panelist Ratings by City Size 
(Adjusted Average Scorns) 

Arranged from Highest to Lowest

LARGE (91,000 ■(׳) MEDIUM (25,000 - 80,000) SMALL (45,000 • 24,000)

Boston (105) Atlanta (91) Columbus (80)

I3a)(imorc (91) Palm bcaeh (89) Ottawa (76)

MetroWest (89) Rochester (79) Kansas City (68)

Washington (88) Milwaukee (75) Vancouver (57)

Montreal (71) Oakland (68) Rhode Island (57)

Toronto ('6 6 ) South Palm Beach (66) Winnipeg (54)

New York (58) Dallas (60)

Denver (59)

Hartford (59)

San Diego (55)

7 1.0 6

► IIKKI.US ASSOCIATIiS INC.

LARGE (91,000 +) 
-- . . 

Boston (105) 
, 

Bnltimorc (91) 
--

MetroWcst (89) 

W11shinsto11 (88) 

Mo111rc11l (71) 

Toronto (66) --
Nc~w York (58) 

....... 

--
7 

·- · 

t"'MUN t;: NO, 

EXHll3IT E 

Summ nry of Panelist Rntings by City Size 
(Adj\lstccl Aven1gP. Scor~s) 

Arnm~cd from Highest to Lowest 

·-
MEDIUM (25,000 - 80,000) SM/\l..L (45,000 - 24,000) 

- -
J\11.intn (91) Columbus (80) 

P:ilm bc.tch (89) Ottuwn (76) 
--·-

Rnchcstcr (79) K:111sa1> City (68) 

Milwnukce (75) Vnncm1vcr (57) 

Oakland (68) 
. 

Rhode lf,l11nd (:'i7) 

South Pnl111 Dench (Mi) Wl11ni1mg (54) . 
D:111:11; (60) ... 
Denver (59) .. 
Hartford (59) 

San Diego (55) 

I I 
- --

10 6 
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C O M M U N IT Y : A T L A N T A  
JE W IS H  P O P U L A T IO N :

S U M M A R Y  ST A T E M E N T : A tlan ta’s proposal h ighlights the d ram atic  grow th 
undergone by the c ity ’s Jew ish  com m unity over the last few  dccadcs. It po in ts out 
that the funds availab le to the Federation have also increased  significantly . 
W hereas o ther large cities com m unity cam paigns had an average grow th rate o f 
2.9%  betw een  1988 and 1990, A tlan ta’s rate w as 13.7% . F ederation  E ndow m ent 
F unds grew  by 78.1%  during  that sam e period. T he city aspires to be a reg ional 
cen ter for Jew ish activities.

C u rren t S tatus o f  E ducation  Program s: A tlanta currently  supports a full roster 
o f form al and inform al activ ities, including day schools, supplem entary  schools and 
high schools and a range o f form al and inform al activ ities for youth and adults.

L ead ersh ip  and Planning: The Council for Jew ish C ontinuity  (established  1992) 
follow s up on Ihe w ork o f the Y ear 2000 C om m unity  Services Task F orce w hich  
com m issioned  a form al study o f  Jew ish education  in 1990. In addition, A tlan ta  has 
m ore  recently  em ployed Jew ish education experts D r. C haim  Peri and Dr. A drienne 
Dank as consultan ts in its planning process. A tlan ta  has form ally articu la ted  
several goals, including  estab lish ing  a new agency dedicated  to the tra in ing  and 
support o f  educators and educational institu tions, a new endow m ent fund 
specifically  for new education  program s, and the creation  o f a Jew ish H eritage  
C enter housing  a H olocaust Center, library, archives, and teacher resource center.

C hair: W illiam  Schatten , M .D. past President o f  A tlanta Jew ish F ederation

Professional s ta ff to be hiredStaff:

rn.i111 • u •~t::lt:::> M:>:>oc:;1e1u:::. inc;, ~MUN~ No, l~l~~b~ (b~ Ma~. 19 1992 6:05PM P03 

COMMUNITY: ATLANTA 
JEWISH POPULATION: 

SUMMARY STATEMENT: Atlanta's proposal highlights the dramatic growth 
undergone by the city's Jewish community over the last few decades. It points O\.lt 

that the funds available to the Federation have nlso increased significantly. 
Whereos other lorge cities community campoigns hnd nn average growth rate of 
2.9% between 1988 and 1990, Atlanta's rate was 13.7%. Federation Endowm~nt 

Funds grew by 78.1 % during that same period. The city aspires to be a regional 
center for Jewish activities. 

Current Status of Education Programs: Atlanta currently supports a full roster 
of formal and informal activities, including day schools, supplcmcntnry schools and 
high schools and a range of formal and informal activities for youth and adults . 

Leadership and Planning: The Council for Jewish Continuity (establlshed 1992) 
follows up on the work of the Ye,u 2000 Community Services Task Force which 
commissioned a formal study of Jewish education in 1990. In addition, Atlanta has 
more recently employed Jewish education ex.perts Dr. Clrnim Peri nml Dr. Adrienne 
Dank as consultants in its planning proc ess . A tlanta has formally articulate<.l 
several goals, including establishing a new agency dedicated to the training ttml 
support of educators and educational institutions, a new endow mcnt funu 
specifically for new education programs, and the creation of a Jewish Heritage 
Center housing a Holocaust Center, library, archives, an<.l teacher resuun.:e center. 

Chair: William Schatten, M.D. past President of Atlanta Jewish Fed~rntiun 

Staff: Professional staff to be hired 

- · ,._ 



DRAFT
MAY 18, 1992

PROPOSED TIMETABLE

TASK Lay Inv END DATE PRELIMINARY PROPOSALS

P May 18/Mon COB First draft of materials for Lead Community Committee are compiled (including 
results of panels) and faxed to Core Group.

F/S May 18/Mon 1st draft of proposed site team members.

F May 19/Tue 1st draft of finalist review process and site visit protocol to Core Group.

P/FS L May 20/Wed Teleconference of Core Group on finalist recommendations, and planned agenda 
for forthcoming LC Committee meeting.

P C May 21/Thu Proposed draft of package forwarded to CIJE Chair and LC Committee Chair 
for review.

L TBD Staff meetings by phone with individual LC Committee Members.

[May 25 Memorial Day]

F/S May 26/Tue Phone invitations/line up site visit teams.

F/S May 26/Tue 2nd draft of finalist review process and site visit protocol to Core Group.

P L May 26-28/Tue-Tliu Input on package for LC Committee from CUE Chair and LC Chair. Package 
forwarded to LC members.

F/S May 28/Thu Core Group teleconference to finalize site visit protocol.

P L Jun Conference: LC Committee Chairman, Core Group regarding LC committee 
meeting.
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TASK Lay Inv 
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FIS 
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P/FS L 

p C 
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DRAFf 

t 

f. 
MAY 18, 1992 

PROPOSED TIMETABLE 

END DATE PRELIMINARY PROPOSALS 

May 18/Mon COB First draft of materials for Lead Community Committee are compiled (including ~· 
results of panels) and faxed to Core Group. 

t. 

May 18/Moa 1st draft of proposed site team members. 

May 19/fue 1st draft of finalist review process and site visit protocol lo Core Group. 

May 20/Wed Teleconference of Core Group on finalist recommendations, aad planned agenda 
for forthcoming LC Committee meeting. 

May 2l(Thu Proposed draft of package forwarded to CIJE Chair and LC Committee Chair 
for review. 

TBD Staff meetings by phone with individual LC Committee Members. 

[May 25 Memorial Day] 

May 26{fue Phone invitations/line up site visit teams. 

May 26/Tue 2nd draft of finalist review process and site visit protocol to Core Group. 

May 26-28/Tue-Thu Input on package for LC Committee from CIJE Chair and LC C'hair. Package 
forwarded to LC members. 

May 28/Thu Core Group teleconference to finalize site visit protocol. 

Jun Conference: LC Committee Chairman, Core Group regarding LC committee 
meeting. 

,, 



p L Jun 1,2,3,4/
Mon,Tu,Wed or Thu

LC Committee meets to decide on finalists.

P/F Jun 5/Fri Finalists announced. ,

[June 7-8 Shavout]

FINAL SELECTION

F/S Jun 9/Tue Finalists receive instructions on final selection
- due dates
- proposed general agenda for visit 
statistical profile, per our format ־

First submission (3 weeks)

Second submission (6 weeks)

F/S Jun 11/Thu Community specific questions to finalists, with site visit schedule

F/S Jun 25/Thu Telecon of first site visit team visitors, prior to visit. (Phased in thereafter.)

F/S Jun 29/Mon Site visits begin.

F/S Jun 29/Mon Preliminary materials due. [3 weeks] Includes:
 summary of community needs analyses, prior studies ־
key personnel (lay & professional) ־
- listing of key resources (e.g. personnel, dollars, universities)
- detailed agenda for site visit
- statistical summary, per our format

F/S Jun 30/Tue Materials sent to Site Team (if time; otherwise reviewed upon anival at site).

2CUE Proposed Timetable

p L Jun 1,2,3,4/ LC Committee meets to decide on finalists. 
Mon,Tu,Wed or Thu 

P/F Jun 5/Fri Finalists announced. I 

[June 7-8 Shavout] 

FINAL SELECTION . 
FIS Jun 9/fue Finalists receive instructions on final selection 

- due dates 
- proposed general agenda for visit 
- statistical profile, per our format 

First submission (3 weeks) 

Second submission (6 weeks) 

F/S Jun 11/fhu Community specific questions to finalists, with site visit schedule 

F/S Jun 25/fhu Telecon of first site visit team visitors, prior to visit. (Phased in thereafter.) 

F/S Jun 29/Mon Site visits begin. 

F/S Jun 29/Mon Preliminary materials due. [3 weeks] Includes: 
- summary of community needs analyses, prior studies 
- key personnel (lay & professional) 
- listing of key resources (e.g. personnel, dollars, universities) 
- detailed agenda for site visit 
- statistical summary, per our format 

FIS Jun 30/fue Materials sent to Site Team (if time; otherwise reviewed upon arrival at site). 

CIJE Proposed Timetable 2 



Jul 17/Fri Site visits completed. (3 weeks)

L Late June/July Planning meeting of LC Committee (e.g. site visits).

[July 4 USA Independence Day]

L June - July Staff visits with individual LC Committee Members.

F/S Following site visit, team compiles list of follow up requests of community and 
preliminary summary report.

F Jul 20/Mon Finalist proposals due. [6 weeks] Includes:
- improvement vision
- plans for planning (1st year)
- resources expected from community
- resources required from CUE

F/S Jul 20/Mon ALL materials received, including:
team site visit reports ־
- final proposal materials
- follow-up materials requested of communities by site visitors

F Jul 22/Wed Materials sent by overnight mail to Core Group.

F Jul 27/Mon Summary materials forwarded to Core Group.

F Jul 28/Tue Telecon of Core Group.

F Jul 31/Fri Staff review; ranking of recommendations; 1st draft of package materials to Core 
Group.

Aug 7/Mon Materials forwarded to CIJE and LC Committee Chairmen.

Aug 10/Wed Input of Chairmen received.

3CUE Proposed Timetable

I 

Jul 17/Fri Site visits completed. (3 weeks) 

L Late June/July Planuiog meeting of LC Committee (e.g. site visits). 

[July 4 USA Independence Day] 

L June - July Staff visits with individual LC Committee Members. 

F/S Following site visit, team compiles list of follow up requests of community and 
preliminary summary report. 

F Jul 20/Mon Finalist proposals due. (6 weeks] Includes: 
- improvement vision 
- plans. for planning (1st year) 
- resources expected from community 
- resources required from CUE 

FIS Jul 20/Mon ALL materials received, including: 
- team site visit reports 
- final proposal materials 
- follow-up materials requested of communities: by site visitors 

F Jul 22/Wed Materials sent by overnight mail to Core Group. 

F Jul 27/Mon Summary materials forwarded to Core Group. 

F Jul 28/fue Telecon of Core Group. 

F Jul 31/Fri Staff review; ranking of recommendations; 1st draft of package materials to Core 
Group. 

Aug 7/Mon Materials forwarded to CIJE and LC Committee Chairmen. 

Aug 10/Wed Input of Chairmen received. 

CIJE Proposed Timetable 3 



[Aug 9 Tisha B’avJ

F L Aug 13/Thu Materials revised based on input; forwarded to LC Committee.

F L Aug 17 or 19/ 
Mon or Wed

LC Committee meets.

F B Aug 19/Wed Materials forwarded to CUE Board.

C Aug 24/Mon Dress rehearsal.

B Aug 25/rue CUE Board meets to make Gnal decisions.

Aug 27/Fri Announcement of LC selection.

[Sep 7 Labor Day]

[Sep 28*29 Rosh Hashanah]

Task Code: Lay Involve:

P Preliminary Selection Process B Board of Directors

FS Final Selection Process/Site Visit C CUE and/or LC Committee Chair

L Lead Community Committee Staffing/Decision making

Core Group = Shulamith, Annette, Seymour, Art, UAI

4CUE Proposed Timetable

.. 

[Aug 9 Tisha B'avj 

F L Aug 13/Tuu Materials revised based on input; forwarded to LC Committee. 

F L Aug 17 or 19/ LC Committee meets. 
Mon or Wed 

F B Aug 19/Wed Materials forwarded to CUE Board. 

C Aug 24/Mon Dress rehearsal. 

B Aug 25/fue CUE Board meets to make final decisions. 

Aug 27/Fri Announcement of LC selection. 

[Sep 7 Labor Day] 

[Sep 28-29 Rosb Hashanab] 

Task Code: Lay Involve: 

p Preliminary Selection Process B Board of Directors 

FS Final Selection Process/Site Visit C OJE and/or LC Committee Chair 

L Lead Community Committee Staffing/Decision making 

Core Group = Shularnith, Annette, Seymour, Art, UAI 

CIJE Proposed Timetable 4 



ASSUMPTIONS RECOMMENDATIONS

■ Proposed site visits to 1 or 1 1/2 days/each (i.e. evening or day).

■ Site teams of 3-4 people, including:

o 1 CUE staff/consultant
O 1 professional (educator/planner)
o 1 lay leader or 2nd professional

Logistics and timing require a limit of finalist communities, preferably 8.

o  Assumes CIJE staff/consultants to include:
Shulamith ־
• Art
• Jack
• Jim

O Assumes over 3 week period that Shulamith and Jim can spend 1 1/2 week on
road (3 visits); Jack 1 week (2-3 visits); Art less than 1 week (1-2 visits).

■ Those communities visited earlier in schedule will have less time to prepare pre-visit 
submission, but more time to respond to inquiries of committee following the visit & vice 
versa.

CIJE Proposed Timetable
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• Proposed site visits to 1 or 1 1/2 days/each (i.e. evening or day). 

• Site teams of 3-4 people, including: 
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• Logistics and timing require a limit of finalist communities, preferably 8. 

o Assumes CIJE staff/consultants to include: 
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· Jack 
· Jim 
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2 hours

2 hours 
(lunch)

late afternoon

DRAFT
MAY 11, 1992

SCENARIO FOR SITE VISIT

Preliminary Agenda:

I. Intro & Orientation
Presentation to Site Team by LC Leadership (Pro & Lay)

o Past accomplishments
O Present capacity (programs & planning)
o  Vision & Plans 
o  Needs & Concerns 
o  Cast of Characters (leadership/personnel)

II. Meeting with Local Educators (at a site)
Show & Tell -> Questions by Team

III. Driving Tour

IV. Meeting with Professional Leadership
(JCC, Ed, Planners, Synagogue consortia, etc.)

o Past involvement/qualifications
o Constraints needs
o Priorities for CIJE (what community needs from CIJE to succeed)

V. Dinner Meeting with Lay Leadership

6CIJE Proposed Timetable
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SCENARIO FOR SITE VISIT 

Preliminary Agenda: 

I. 

II. 

Intro & Orientation 
Presentation to Site Team by LC Leadership (Pro & Lay) 

o Past accomplishments 
o Present capacity (programs & planning) 
o Vision & Plans 
o Needs & Concerns 
o Cast of Characters (leadership/personnel) 

Meeting with Local Educators (at a site) 
Show & Tell -> Questions by Team 

III. Driving Tour 

IV. Meeting with Professional Leadership 
(JCC, Ed, Planners, Synagogue consortia, etc.) 

0 

0 

0 

Past involvement/qualifications 
Constraints needs 
Priorities for CUE (what community needs from CIJE to succeed) 

V. Dinner Meeting with Lay Leadership 

OJE Proposed Timetable 

2 hours 

2 hours 
(lunch) 

late afternoon 
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PROPOSED SITE VISIT TEAM S

Lay: Urge to make one or more site visits:

Mandel
Ratner
Bronfman
Hausdorff
Hirschhorn
Merians
Lainer
Pollack

Each Lead Community Committee member to be urged to attend one site visit ־ not 
where they reside.

Question: whether to invite selected other CIJE board members.

,Prpfesstonflls

Abramson
Berger
Dubin
Ettenberg
Lee
Rubin
Woocher

Staff/consultants

Elster
Meier
Rotman
Ukeles

PROPOSED SITE VISIT TEAMS 

Lay: Urge to make one or more site visits: 

Mandel 
Ratner 
Bronfman 
Hausdorff 
Hirschhorn 
Merians 
Lainer 
Pollack 

F -

Each Lead Community Committee member to be urged to attend one site visit - not 
where they reside. 

Question: whether to invite selected other CIJE board members. 

Professionals 

Abramson 
Berger 
Dubin 
Etten berg 
Lee 
Rubin 
Woocher 

Staff/consultants 

Elster 
Meier 
Rotman 
Ukeles 
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AGENDA FOR ACTION 

GUIDELINE FOR COMMUNITY VISITS

To Be Used in Conjunction with “AGENDA FOR ACTION"

INTRODUCTION

Over the past several years, a momentum has developed in the JCC field ... It 
has been:

•A Momentum of D irection ...
... with the implementation of Jewish programming in JCCs, a 

direct result of the JWB Commission to Maximize the Jewish Educational 
Effectiveness of JCCs ...

... with the definition of and strengthened focus on the Jewish mission of 
the JCC; and ...

•A Momentum of Leadership ...
... with individual local Centers developing a feeling of “one-ness” 

with Centers in other communities ... and with the movement.

Much of this momentum has has come about through the community 
consultation v is its  between leaders of the JCC Association [formerly JWB] 
and local com m unity  leadership, especially during the M axim iz ing process 
... during the work of the Task Force on Governance and Funding ... and as 
part of the Century 2 process.

These visits are planned to build on our success and momentum, and to move 
Centers and the movement into the future.
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GUIDELINE FOR COMMUNITY VISITS 

To Be Used in Coniunction with "AGENDA FOR ACTION" 

INTRODUCTION 

Over the past several years, a momentum has developed in the JCC field . .. It 

has been: 

•A Momentum of Direction .. . 

. . . with the implementation of Jewish programming in JCCs, a 

direct result of the JWB Commission to Maximize the Jewish Educational 

Effectiveness of JCCs ... 

. . . with the definition of and strengthened focus on the Jewish mission of 

the JCC; and ... 

•A Momentum of Leadership .. . 

. . . with individual local Centers developing a feeling of "one-ness" 

with Centers in other communities .. . and with the movement. 

Much of this momentum has has come about through the community 

consultation visits between leaders of the JCC Association [forme rly JWB] 

and local community leadership, especially during the Maximizing process 

.. . during the work of the Task Force on Governance and Funding .. . and as 

part of the Century 2 process. 

These visits are planned to build on our success and momentum, and to move 

Centers and the movement into the future. 



Goals of the Meetings

The JCC Association has discovered that visits by Association lay 
leaders and professionals into local communities have been mutually 
benefic ia l, providing v is ib i l i ty  and enhanced co m m un ica t ion  between 
local and continental leaders, in addition to accomplishing the specific purpose 
of the visit.

This specific series of visits is designed:

- to help local Centers and communities plan for the fu ture  ... to 
provide appropriate planning too ls  —  specifically, the “ Agenda 
for Action” ... to help interpret the JCC movement to local 
leadership.

-to familiarize JCC Association leadership with local concerns  
that will help to shape the priorities for the Center movement, 
and to interpret to local leadership current p r io rit ies  of the JCC 
A ssoc ia t ion .

Objectives of the Meetings

To convene a series of meetings with target leadership groups

To utilize “Agenda for Action” as a trigger for engagement, 
d iscu ss io ns , de libe ra tions  re: p lann ing  priorities, including 
implications for local Centers, for JCC Association.

Goals of the Meetinas 

• The JCC Association has discovered that visits by Association lay 

leaders and professionals into local communities have been mutually 

beneficial, providing visibility and enhanced communication between 

local and continental leaders, in addition to accomplishing the specific purpose 

of the visit. 

• This specific series of visits is designed: 

- to help local Centers and communities plan for the future ... to 

provide appropriate planning tools - specifically, the "Agenda 

for Action" ... to help interpret the JCC movement to local 

leadership. 

-to familiarize JCC Association leadership with local concerns 

that will help to shape the priorities for the Center movement, 
and to interpret to local leadership current priorities of the JCC 

Association. 

Objectives of the Meetings 

• To convene a series of meetings with target leadership groups 

• To utilize "Agenda for Action" as a trigger for engagement, 

discu ssions, deliberations re: planning priorities, including 

implications for local Centers, for JCC Association. 
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Elements of the Plan

There will be four meetings in the community visit:

4:00 PM With JCC President, Executive and JCC Association Board
members

5:00 PM With Federation President, Executive

6:00 PM With JCC leadership — specifically, the executive committee

8:00 PM [OPTIONAL] Additional target groups, for example: New
Leadership, Advanced Leadership, Teens who participated in recent Youth 
Conference, Biennial participants, full Board.

NOTE: In these Guidelines, the JCC Association Lay Leader, who is chairing 
each segment of the visits, is referred to as “Visitor" or “The Visitor."

[Each separate visit begins on a new page; material is repeated when 
appropriate to more than one meeting group]

Elements of the Plan 

There will be four meetings in the community visit: 

4:00 PM 

5:00 PM 

6:00 PM 

8:00 PM 

With JCC President, Executive and JCC Association Board 

members 

With Federation President, Executive 

With JCC leadership - specifically, the executive committee 

[OPTIONAL] Additional target groups, for example: New 

Leadership, Advanced Leadership, Teens who participated in recent Youth 

Conference, Biennial participants, full Board. 

NOTE: In these Guidelines, the JGC Association Lay Leader, who is chairing 

each segment of the visits, is referred to as "Visitor" or "The Visitor. " 

[Each separate visit begins on a new page; material is repeated when 

appropriate to more than one meeting group) 
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JCC President. Executive Meeting
The probability is that the local president has changed since former visits, and 
that you weren’t the JCC Association leader present in this community. 
Therefore, your goal for this meeting -  to gain a perspective on the local י
com m un ity :

Briefly discuss local/continental planning process ...

... coordinated, purposeful planning for Centers, for movement, a result 
of forward-looking Century 2 activities.

Goals of the Meetings

The JCC Association has discovered that visits by Association lay 
leaders and professionals into local communities have been mutually 
benefic ia l, providing v is ib i l i ty  and enhanced co m m u n ica t io n  between 
local and continental leaders, in addition to accomplishing the specific purpose 
of the visit.

The ongoing relationship between the continental organization and the local 
communities has been enhanced through effective community visits by the 
COMJEE initiative, by the work of the Governance and Funding Task Force, and 
through Century 2.

Explain goals and objectives of meeting series, as repeated below.

This specific series of visits is designed:

- to help local Centers and communities plan for the fu ture  ... to 
provide appropriate planning too ls  — specifically, the “ Agenda 
for Action” ... to help interpret the JCC movement to local 
leadership.

JCC President. Executive Meetina 

The probability is that the local president has changed since former visits, and 

that you weren't the JCC Association leader present in this community. 

Therefore, your goal for this meeting --, to gain a perspective on the local 

community : 

Briefly discuss local/continental planning process ... 

. . . coordinated, purposeful planning for Centers, for movement, a result 

of forward-looking Century 2 activities. 

Goals of the Meetinos 

The JCC Association has discovered that visits by Association lay 

leaders and professionals into local communities have been mutually 

beneficial, providing visibility and enhanced communication between 

local and continental leaders, in addition to accomplishing the specific purpose 

of the visit. 

The ongoing relationship between the continental organization and the local 

communities has been enhanced through effective community visits by the 

COMJEE initiative, by the work of the Governance and Funding Task Force, and 

through Century 2. 

Explain goals and objectives of meeting series, as repeated below. 

This specific series of visits is designed: 

- to help local Centers and communities plan for the future ... to 

provide appropriate planning tools - specifically, the " Agenda 

for Action" ... to help interpret the JCC movement to local 

leadership. 
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-to familiarize JCC Association leadership with local concerns  
that will help to shape the priorities for the Center movement, 
and to interpret to local leadership current pr io r it ies  of the JCC 
A ssoc ia t ion .

Objectives of the Meetings

To convene a series of meetings with target leadership groups

To utilize “Agenda for Action" as a trigger for engagement, 
d iscu ss io ns , de libe ra tions  re: p lann ing  priorities, including 
implications for local Centers, for JCC Association.

Important for visitor and other movement leaders to be fully aware of local 
needs, priorities, problems, successes.

Questions for visitor to ask:
How is the Center doing generally ... are there com m un ity  issues to 

which you should be sensitive as you proceed with your meetings ... who are 
the special personalities ... the opinion-molders ... the people who will 
require special attention...?

Are there special issues you should be aware of as you interpret your goals 
and mission to Federation, Center, other community leadership, and as you 
work within the com m unity  structure in the planning process?

Investigate local p lanning process. Are there substan tive  and concre te  
planning activities currently being implemented or considered by the JCC or 
by the Federation? Some examples of these activities are population studies, 
needs assessment studies, studies re: serving special populations, such as 
handicapped, aged, Russians, users of day care.

-to familiarize JCC Association leadership with local concerns 

that will help to shape the priorities for the Center movement, 

and to interpret to local leadership current priorities of the JCC 

Association. 

Obiectives of the Meetinas 

To convene a series of meetings with target leadership groups 

To utilize "Agenda for Action" as a trigger for engagement, 

discussions, deliberations re: planning priorities, including 

implications for local Centers, for JCC Association. 

Important for visitor and other movement leaders to be fully aware of local 

needs, priorities, problems, successes. 

Questions for visitor to ask: 

How is the Center doing generally ... are there community issues to 

which you should be sensitive as you proceed with your meetings ... who are 

the special personalities ... the opinion-molders ... the people who will 

require special attention ... ? 

Are there special issues you should be aware of as you interpret your goals 

and mission to Federation, Center, other community leadership, and as you 

work within the community structure in the planning process? 

Investigate local planning process. Are there substantive and concrete 

planning activi ties currently being implemented or considered by the JCC or 

by the Federation? Some examples of these activities are population studies, 

needs assessment studies, studies re: serving special populations, such as 

handicapped, aged, Russians, users of day care. 
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Briefly refer to “ Agenda for Action.” Review major categories ... Program and 
Service ... Leadership Development ... Professional Personnel ...
Funding. Explain that these priority areas were determined through extensive 
leadership consu lta t ion .

"Agenda” will be used in more detail at later meetings.

Explain that in next meeting with Federation President and Executive, 
you will introduce “ Agenda for Ac tion” to them ... ask for their 
perspective re: pr iorit ies that will impact on the community in the next five
years.

Conclusion

Emphasize to president and exec, as visitor prepares to close, the great 
im portance, in p lann ing  for leadersh ip  deve lopm en t, of attracting 
people of influence, people in the community with dem onstra ted  
leadership ability, onto the JCC Board. This is vital for future vitality of local 
Center and full movement, and is critical for local com m un ity  grow th.

Briefly refer to "Agenda for Action." Review major categories ... Program and 

Service ... Leadership Development ... Professional Personnel .. . 

Funding. Explain that these priority areas were determined through extensive 

leadership consultation. 

"Agenda" will be used in more detail at later meetings. 

Explain that in next meeting with Federation President and Executive, 

you will introduce "Agenda for Action" to them ... ask for their 

perspective re: priorities that will impact on the community in the next five 

years. 

Conclusion 

Emphasize to president and exec, as visitor prepares to close, the great 

importance, in planning for leadership development, of attracting 

people of influence, people in the community with demonstrated 

leadership ability, onto the JCC Board . This is vital for future vitality of local 

Center and full movement, and is critical for local community growth. 
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Discuss Associates. JCC Association staff member will let you know whether 
president and exec are Associates members. Urge them to take leadership in 
asking all their Board to become members. Emphasize that Associates funds are 
credited to the Center’s dues obligation, taking pressure off Center and 
Federation budgets. Every Center Board member should enroll as an Associate, 
to express, as a Center leader, identification with the continental movement.

Remind president to plan to attend JCC Association Board meetings in 
New York on September 20-22, 1991, and January 10-12, 1992 ... to
include formal meetings of presidents ’ groups, and other special 
programming for JCC presidents. Their opportunity for direct input into 
governance of Center movement.

Encourage president to register early—and to recruit other JCC leaders— for the 
JCC Assoc ia t ion  Biennial, to be held April 29 to May 3, 1992, in San 
F ranc isco .

Discuss Associates. JCC Association staff member will let you know whether 

president and exec are Associates members. Urge them to take leadership in 

asking all their Board to become members. Emphasize that Associates funds are 

credited to the Center's dues obligation, taking pressure off Center and 

Federation budgets. Every Center Board member should enroll as an Associate, 

to express, as a Center leader, identification with the continental movement. 

Remind president to plan to attend JCC Association Board meetings in 

New York on September 20-22, 1991, and January 10-12, 1992 ... to 

include formal meetings of presidents' groups, and other special 

programming for JCC presidents. Their opportunity for direct input into 

governance of Center movement. 

Encourage president to register early-and to recruit other JCC leaders-for the 

JCC Association Biennial, to be held April 29 to May 3, 1992, in San 

Francisco . 



Federation President. Executive Meeting

Visitor is meeting with these Federation leaders because it is im portan t, 
when JCC Association goes into a com m un ity , to touch base w ith 
Federation leaders, to gain their perspectives on the issues.

Explain goals and objectives of meeting series, as repeated below.

This specific series of visits is designed:

to help local Centers and communities plan for the fu ־ ture  ... to 
provide appropriate planning too ls  — specifically, the “ Agenda 
for Ac tion” ... to help interpret the JCC movement to local 
leadership, through use of the movement video.

-to familiarize JCC Association leadership with local concerns  
that will help to shape the priorities for the Center movement, 
and to interpret to local leadership current p r io r it ies  of the JCC 
A ssoc ia t ion .

Objectives of the Meetings

To convene a series of meetings with target leadership groups

To utilize “Agenda for Action” as a trigger for engagement, 
d iscu ss io ns , de libe ra tions  re: p lann ing  priorities, including 
implications for local Centers, for JCC Association.

Important for visitor and other movement leaders to be fully aware of local 
needs, priorities, problems, successes.

Explain that visitor is in community to follow up planning process that was 
initiated by Century 2 activities, and to introduce “ Agenda fo r  A c tion .”

Federation President. Executive Meetina 

Visitor is meeting with these Federation leaders because it is important, 

when JCC Association goes into a community, to touch base with 

Federation leaders, to gain their perspectives on the issues. 

Explain goals and objectives of meeting series, as repeated below. 

• This specific series of visits is designed: 

- to help local Centers and communities plan for the future ... to 

provide appropriate planning tools - specifically, the .. Agenda 

for Action" . .. to help interpret the JCC movement to local 

leadership, through use of the movement video. 

-to familiarize JCC Association leadership with local concerns 

that will help to shape the priorities for the Center movement1 

and to interpret to local leadership current priorities of the JCC 

Association. 

Objectives of the Meetinas 

• To convene a series of meetings with target leadership groups 

• To utilize "Agenda for Action" as a trigger for engagement, 

discussions, deliberations re: planning priorities, including 

implications for local Centers, for JCC Association. 

Important for visitor and other movement leaders to be fully aware of local 

needs, priorities, problems, successes. 

Explain that visitor is in community to follow up planning process that was 

initiated by Century 2 activities, and to introduce "Agenda for Action." 



“Agenda” is result of continuing process of d ia logue between local 
com m un ity  leadership and leadership of JCC Association [formerly JWB], 
Priorities were developed in consulta tion with leaders of JCCs and 
fe d e ra tio n s .

Visitor will review “Agenda” priorities briefly now, in discussion of what was 
discovered throughout the continent.

Purpose of this meeting: to seek federation leadership reaction ... to 
fam ilia rize federation leadership with f ind ings .. .  to gain loca l perspective 
for future continent-wide planning.

Give quick overview of “Agenda” headings ... priorities ... implications, as 
follows.

Program and Service

Visitor to skim down through main headings, allowing time for quick self-reading 
of priorities.

Headings:
Services That Strengthen The Jewish Family ... Outreach Services and 

Programs ... Jewish Education ... Adults ... Teens ... Life Fitness.

Leadersh ip  Deve lopm ent

Visitor to point out to those assembled the realization of the critical need for 
JCCs to attract people of influence, people in the community with 
demonstrated leadership ability, onto the JCC Board. This is vital for future 
v ita l ity  of local Center and full movement, and is c r it ica l to local 
com m un ity  growth.

"Agenda" is result of continuing process of dialogue between local 

community leadership and leadership of JGC AssociaUon [formerly JWB]. 

Priorities were developed in consultation with leaders of JCCs and 

federations . 

Visitor will review "Agenda" priorities briefly now, in discussion of what was 

discovered throughout the continent. 

Purpose of this meeting: to seek federation leadership reaction .. . to 

familiarize federation leadership with findings ... to gain local perspective 

for future continent-wide planning. 

Give quick oveNiew of "Agenda" headings ... priorities ... implications, as 

follows. 

Program and Service 

Visitor to skim down through main headings, allowing time for quick self-reading 

of priorities. 

Headings: 

Services That Strengthen The Jewish Family ... Outreach Services and 

Programs ... Jewisll Education ... Adults ... Teens ... Life Fitness. 

Leadership Development 

Visitor to point out to those assembled the realization of the critical need for 

JCCs to attract people of influence, people in the community with 

demonstrated leadership ability, onto the JCC Board. This is vital for future 

vitality of local Center and full movement, and is critical to local 

community growth. 
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Pro fess iona l Personnel

Visitor to point out to those assembled the critical need for strong and effective 
recru itment efforts, in order to attract the “best and the br ightest" to JCC 
field, in all s taff capacities.

Point out mandated real invo lvem ent of lay people in this process. Has 
become a lay priority.

F u nd in g

Visitor to stress to those present the first heading: support for the annual 
cam pa ign .

This accepted priority, calling for “increased efforts ... to support and actively 
work to enhance the annual campaign." is a Center leader re sp o n s ib i l i ty  as 
partner in co m m u n ity  with federa tion.

Discuss other funding headings:

Self-Generated Income ... Planned Giving Initiatives ... Establishment of 
program “chairs” ... New sources of revenue.

Invite Federation leadership response to all above issues and priorities ... elicit 
their perception of their own community priorities.

Again investigate local p lanning process. Are there substan tive  and 
concre te  p lann ing  activities currently being im p lem ented  or con s ide red
by the JCC or by the Federation? Some examples of these activities are 
populations studies, needs assessment studies, studies re: serving special 
populations, such as handicapped, aged, Russians, users of day care.

Professional Personnel 

Visitor to point out to those assembled the critical need for strong and effective 

recruitment efforts, in order to attract the "best and the brightest" to JCC 

field , in all staff capaciHes. 

Point out mandated real involvement of lay people in this process. Has 

become a lay priority. 

Funding 

Visitor to stress to those present the first heading: support for the annual 
campaign. 

This accepted priority, calling for "increased efforts ... to support and actively 

work to enhance the annual campaign." is a Center leader responsibility as 

partner in community with federation. 

Discuss other funding headings: 

Self-G,enerated Income ... Planned Giving Initiatives ... Establishment of 

program "chairs" ... New sources of revenue. 

Invite Federation leadership response to all above issues and priorities ... elicit 

their perception of their own community priorities. 

Again investigate local planning process. Are there substantive and 

concrete planning activities currently being implemented or considered 

by the JCC or by the Federation? Some examples of these activities are 

populations studies, needs assessment studies, studies re: serving special 

populations, such as handicapped, aged, Russians, users of day care. 
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Stimulate discussion of role of JCC in planning process —  what is role of JCC 
not only in p lanning for itself, but in the broader process of com m un ity  
p la n n in g ?

Discuss.

Explain that visitor will be discussing these issues with Center leadership as 
you work to plan for future, and it will be helpful in planning for the movement to 
incorporate local Federation perception of p r io r it ies  as well.

Thank Federation leaders for their input, and for taking the time to meet with 
you. JCC Association will provide continuing updates re: planning progress.

Stimulate discussion of role of JCC in planning process - what is role of JCC 

not only in planning for itself, but in the broader process of communi1y 
planning? 

Discuss. 

Explain that visitor will be discussing these issues with Center leadership as 

you work to plan for future, and it will be helpful in planning for the movement to 

incorporate local Federation perception of priorities as well. 

Thank Federation leaders for their input, and for taking the time to meet with 

you. JCC Association will provide continuing updates re: planning progress. 

11 



Executive Com m ittee Meeting
This will be a dinner meeting.

Goals of the Meetings

The JCC Association has discovered that visits by Association lay 
leaders and professionals into local communities have been mutually 
benefic ia l, providing v is ib i l i ty  and enhanced co m m u n ica t io n  between 
local and continental leaders, in addition to accomplishing the specific purpose 
of the visit.

The ongoing relationship between the continental organization and the local 
communities has been enhanced through effective community visits by the 
COMJEE initiative, by the work of the Governance and Funding Task Force, and 
through Century 2.

This specific series of visits is designed:

- to help local Centers and communities plan for the fu ture ... to 
provide appropriate planning too ls  — specifically, the “ Agenda 
for Ac tion” ... to help interpret the JCC movement to local 
leadership, through use of the movement video.

-to familiarize JCC Association leadership with local concerns  
that will help to shape the priorities for the Center movement,
and to interpret to local leadership current p r io r it ies  of the JCC 
A ssoc ia t ion .

Executive Committee Meetina 

This will be a dinner meeting. 

Goals of the Meetinas 

• The JCC Association has discovered that visits by Association lay 

leaders and professionals into local communities have been mutually 

beneficia l, providing visibility and enhanced communication between 

local and continental leaders, in addition to accomplishing the specific purpose 

of the visit. 

The ongoing relationship between the continental organization and the local 

communities has been enhanced through effective community visits by the 

COMJEE initiative, by the work of the Governance and Funding Task Force, and 

through Centurv 2. 

• This specific series of visits is designed: 

- to help local Centers and communities plan for the future ... to 

provide appropriate planning tools - specifically, the "Agenda 

for Action" ... to help interpret the JCC movement to local 

leadership, through use of the movement video. 

-to familiarize JCC Association leadership with local concerns 

that will help to shape tile priorities for the Center movement, 

and to interpret to local leadership current priorities of the JCC 

Association . 



Objectives of the Meetings

To convene a series of meetings with target leadership groups

To utilize “Agenda for Action” as a trigger for engagement, 
d iscuss ions , de libera tions  re: p lann ing  priorities, including 
implications for local Centers, for JCC Association.

Preliminaries:

Thank participants for coming to meeting.

[A copy of “Agenda for Action” has been mailed to each participant in 
advance of this meeting]

Elements of the Meeting

1. Show video, if it has not already been shown in the community. This is 
to introduce Center movement, illustrate range and scope of movement 
m iss ion , goals  and activ it ies.

Discuss possible use of video for JCC.
... as a JCC leadership education tool ... fu n d ra is in g  [for 

federation allocations meetings; for individual solicitation] ... membership 
recruitment, at parlor meetings ... in lobby of Center ... to other Jewish and 
general com m unal groups ... for recru itm ent of new lay and professional 
leaders ... by JCC leadership on local TV talk shows, etc..

2. Walk through each section of “Agenda for Action,” reviewing, within 
the major areas, the priorities and implications. Ask participants to follow along

Obiectives of the Meetinas 

• To convene a series of meetings with target lead ership groups 

• To utilize "Agenda for Action" as a trigger for engagement, 

discussions, deliberations re: pl anning priorities, including 

implications for local Centers, for JGC Association. 

Preliminaries: 

Thank participants for coming to meeting. 

(A copy of "Agenda for Action" has been mailed to each participant in 
advance of this meeting] 

Elements of the Meetina 

1. Show video, if it has not already been shown in the community. This is 

to introduce Center movement , illustrate range and scope of movement 

mission , goals and activities . 

Discuss possible use of video for JGC . 

.. . as a JGC leadership education tool .. . fund raising [for 

federation allocations meetings; for individual solicitation] ... membership 

recruitment, at parlor meetings . .. in lobby of Center ... to other Jewish and 

general communal groups ... for recruitment of new lay and professional 
leaders ... by JCC leadership on local TV talk shows, etc .. 

2. Walk through each section of "Agenda for Action," reviewing, within 

the major areas, the priorities and implications. Ask participants to follow along. 
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Program and Service

Visitor to skim down through main headings, allowing time for quick self-reading 
of priorities.

Headings:
•Services That Strengthen The Jewish Family
•Outreach Services and Programs
•Jewish Education
•Adults
•Teens
•Life Fitness

Discussion. These are the priorities as determined throughout the continent. 
Elicit JCC leadership reaction to them ... encourage reflection re: their local 
priorities.

Leadersh ip  D eve lopm ent

Visitor to point out to those assembled the realization of the critical need for 
JCCs to attract people of influence, people in the community with 
dem onstra ted  leadersh ip  ab ility , onto the JCC Board. This is vital for 
future v ita lity  of local Center and full movement, and is c rit ica l to local 
com m un ity  growth.

Review of Leadership Development priorities and implications:

•Recruiting Lay Leaders
•Training Professionals To Work Effectively With Lay Leaders 
•Developing Board Measurement Indicators 
•Expanding Role of Advanced Leaders 
•Enhancing Lay Leader Effectiveness 
•Strengthening JCC/Federation Leaders Partnership

Proaram and Service 

Visitor to sl<im down through main headings, allowing time for quick se:f-reading 

of priorities. 

Headings: 

•Services That Strengthen The Jewish Family 

•Outreach Services and Programs 

•Jewish Education 

·Adults 

•Teens 

•Life Fitness 

Discussion. These are the priorities as determined throughout the continent. 

Elicit JCC leadership reaction to them ... encourage reflection re: their local 

priorities. 

Leadership Development 

Visitor to point cut to those assembled the realization of the critical need for 

JCCs to attract people of influence, people in the community with 

demonstrated leadership ability, onto the JCC Board. This is vital for 

future v itality of local Center and full movement, and is critical to local 

community growth. 

Review of Leadership Development priorities and implications: 

•Recruiting Lay Leaders 

•Training Professionals To Work Effectively With Lay Leaders 

•Developing Board Measurement Indicators 

•Expanding Role of Advanced Leaders 

•Enhancing Lay Leader Effectiveness 

•Strengthening JCC/Federation Leaders Partnership 



Discussion. These are the priorities as determined throughout the continent. 
Elicit JCC leadership reaction to them ... encourage reflection re: their local 
priorities.

P ro fess iona l P ersonne l

Visitor to point out to those assembled the critical need for strong and effective 
recru itm ent efforts, in order to attract the “best and the b rig h te s t” to JCC 
field, in all s ta ff capacities.

Allow time for those present to quickly read priorities in this heading:

•Creating Integrated Local/Continental Recruitment Effort 
•Enhancing Professional Effectiveness 
•Retaining Qualified Professionals
•Involving Senior Lay Leaders in Recruitment, Retention Efforts

Discussion. These are the priorities as determined throughout the continent. 
Elicit JCC leadership reaction to them ... encourage reflection re: their local 
priorities.

F u n d in g

Visitor to stress that successful funding initiatives are imperative if we are to 
continue to serve the Jewish community effectively.

Discuss funding headings:

•Support For The Annual Campaign 
•Self-Generated Income 
•Planned Giving Initiatives 
•Establishment of program “chairs”
•New sources of revenue.

Discussion. These are the priorities as determined throughout the continent. 

Elicit JCC leadership reaction to them ... encourage reflection re: their local 

priorities. 

Profess ion31 PP.rsonnel 

Visitor to point out to those assembled the critical need for strong and effective 

recruitment efforts, in order to attract the "best and the brightest" to JCC 

field, in all staif capacities. 

Allow time for those present to quickly read priori:ies in this heading: 

•Creating Integrated Local/Continental Recruitment Effort 

•Enhancing Professional Effectiveness 

• Retaining Qualified Professionals 

• Involving Senior Lay Leaders in Recruitment, Retention Efforts 

Discussion. These are the priorities as determined throughout the continent. 

Elicit JCC leadership reaction to them ... encourage reflection re: their local 

priorities. 

Funding 

Visitor to stress that successful funding initiatives are imperative if we are to 

continue to serve the Jewish community effectively. 

Discuss funding headings: 

•Support For The Annual Campaign 

•Self-Generated Income 

•Planned Giving lni1iatives 

•Establishment of program "chairs" 

·New sources of revenue. 



Allow time for those present to quickly read priorities in these headings.

Discussion. These are the priorities as determined throughout the continent. 
Elicit JCC leadership reaction to them ... encourage reflection re: their local 
priorities.

Discuss re levancy of each section to local community.

Discuss each p rio rity  and its im p lica tions, and how it relates to 
the loca l experience .

Discuss other priorities and implications that are un ique to the 
local experience for which JCC A ssocia tion can offer help or 
become involved.

Elicit from assembled leaders ways in which JCC A ssocia tion  can 
help community to accomplish its p lanning goals within each area. Encourage 
open discussion of each issue.

Allow time for those present to quickly read priorities in these headings. 

Discussion. These are the priorities as determined throughout the continent. 

Elicit JCC leadership reaction to them ... encourage reflection re: their local 

priorities. 

Discuss relevancy of each section to local community. 

Discuss each priori ty and its implications, and how it relates to 

the local experience. 

Discuss other priorities and implications that are uniq ue to the 

local experience for which JCC Association can offer help or 

become involved. 

Elicit from assembled leaders ways in which JCC Association can 

help community to accomplish its planning goals within each area. Encourage 

open discussion of each issue. 



Conclusion: Next Steps

Locally and across continent JCC Association will work with JCC leadership to 
identify the needs and solidify plans, using “Agenda for Action" as a working 
tool ... using the video to help interpret our mission and goals to our various 
publics.

Refer to new strength and v ita lity  of movement ... how movement has 
become more than an idea, and has become a strong and living Jewish 
rea lity .

JCC Association Board and com m ittees working in con su lta tio n  with 
com m unity leaders ... presidents are participating in meetings ... more and 
more leaders are a ttend ing  B ienn ia l and other important leadership 
functions ... strong suggestion that meeting participants intensify invo lvem ent 
in movement activities, in order to help local community and full movement.

Express hope that all assembled will want to show the ir support for the JCC 
Association and express their sense of leadersh ip  of and id e n tifica tio n  
with a con tinen ta l JCC m ovem ent by jo in in g  the A ssoc ia tes  program . 
In doing so, they benefit both their own Center— because Associates funds are 
credited to the Center’s dues ob liga tion—and the JCC Association and 
Center movement. Urge goal to have everyone on the Board sign up— 100 
percent!

Visitor hopes that this discussion will stimulate local planning initiatives. JCC 
Association wants to hear about these initiatives as they develop and progress.

Information that visitor has gained from assembled leaders will be helpful in 
Association planning for the movement.

Conclusion: Nr?xt Steps 

Locally and across continent JCC Association will work with JCC leadership to 

identify the needs and solidify plans. using "Agenda for Action" as a working 

tool ... using the video to help interpret our mission and goals to our various 

publics. 

Refer to new strength and vitali ty of movement ... how movement has 

become more than an idea, and has become a strong and living Jewish 

reality. 

JCC Association Bonrd and committees working in consultation with 

community leaders ... presidents are participating in meetings ... more and 

more leaders are attending Biennial and other important leadership 

functions ... strong suggestion that meeting participants intensify involvement 

in movement activities, in order to help local community and fu ll movement. 

Express hope that all assembled will want to show their support for the JCC 

Association and express their sense of leadership of and identi f i cotion 

with a conti nental JCC movement by joining the Associates program. 

In doing so, they benefit both their own Center-because Associates funds are 

c redited to the Center's dues obligation-and the JCC Association and 

Center movement. Urge goal to have evervone on the Board sign up-100 

percent! 

Visitor hopes that this discussion will stimulate local planning initiatives. JCC 

Association wnnts to hem about these ini tiatives as they develop and progress. 

Information that visitor has gciined f ram assembled leaders will be helpful in 

Association planning for the movement. 
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JCC Association will share that information with other communities ...

... and will keep this community informed re: developments in other 
communities and throughout movement.

Thank all for active, stimulating participation. Suggest that d ia logue be 
continued loca lly, with comments and questions directed to JCC 
A ssocia tion on an ongoing basis.

Remain available for any questions and comments group may have after 
session.

JCC Association will share that information with other communities ... 

. . . and will keep this community informed re: developments in other 

communities and throughout movement. 

Thank all for active, stimulating participation. Suggest that dialogue be 

continued locally, with comments and questions directed to JCC 

Association on an ongoing basis. 

Remain available for any questions and comments group may have after 

session. 
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A dd itiona l Target G roup Meeting

[This meeting is optional. The character of the meeting will depend on the 
nature of the assembled group. Following, some suggested areas for 
consideration]

Biennial Participants

Focus on this group’s reaction to the 1990 Biennial ... elicit thoughts re: their 
input into p lanning for upcoming Biennial ... explain that this is their 
opportunity to im prove the B iennial experience ... ask for their views re: 
enhancing netw orking opportunities between Biennials ... if appropriate, raise 
any subjects that were discussed at the Executive Committee meeting, although 
many executive committee people may be present in this group.

Youth Conference Participants

Similar to above. Seek additional opportunities to network. Ask what this 
group has done since the conference, what kind of fo llow -up  there has been 
... what can be done to enhance their ac tiv ities  and p a rtic ipa tio n  in the 
community ... how can they work to get other people involved ... what are their 
suggestions for JCC A ssocia tion?

Full Board of Directors

If there is a meeting of the full Board, we will want to request a half hour of 
agenda time. You might consider omitting the video from earlier meetings and 
deferring the showing until this meeting. If you show the video, engage the 
Board in a discussion of the sweep and range of the movement, and how the 
video might be used in the community.

Additio nal Target Grouo Meetino 

(This meeting is optional. The character of the meeting will depend on the 

nature of the assembled group. Following, some suggested areas for 

consideration J 

Biennial Participants 

Focus on this group's reaction to the 1990 Biennial ... elicit thoughts re: their 

input into p lanning for upcoming Biennial ... explain that this is their 

opportunity to improve the Biennial experience ... ask for their views re: 

enhancing network ing opportunities between Biennials . .. if appropriate, raise 

any subjects that were discussed at the Executive Committee meeting, although 

many executive committee people may be present in this group. 

Youth Conference Participants 

Similar to above. Seek additional opportunities to network. Ask what this 

group has done since the conference, what kind of follow-up there has been 

. .. what can be done to enhance their activities and participation in the 

community .. . how can they work to get otller people involved ... what are their 

suggestions for JCC Association? 

Full Board of Directors 

If there is a meeting of the full Board, we will want to request a half hour of 

agenda time. You might consider omitting the video from earlier meetings and 

deferring the showing until this meeting. If you show the video, engage 1he 

Board in a discussion of the sweep and range of the movement, and how the 

video might be used in the community. 
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If the video has already been used, center the discussion on “Agenda for 
Action.” A possibility: divide participants into four groups, in discussions of each 
of the four priority areas [Program and Service ... Leadership Development ... 
Professional Personnel ... Funding], Members of the Executive C om m ittee 
will be asked to serve as group leaders. JCC Association lay and professional 
representatives will listen to feedback, make appropriate concluding remarks 
re: the m ovem ent’s fu tu re .

New Leaders

The agenda for this group will be similar to that for the full Board, above.
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If the video has already been used. center the discussion on "Agenda for 

Action." A possibility: divide participants into four groups, in discussions of each 

of the four priority areas (Progmm and Service ... Leadership Development ... 

Professional Personnel .. . Funding]. Members of the Executive Committee 

will be asked to serve as group leaders. JCC Association lay and professional 

representatives will listen to feedback, make appropriate concluding remarks 

re: the movement's iuture. 

New Leaders 

The agenda for this group will be similar to that for the full Board, above. 
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