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COMMUNITY: BALTIMORE
JEWISH POPULATION: 92,000

SUMMARY STATEMENT: Baltimore presents itself as an ideal commumiity because
off it record of commitment to Jewish Education. THE ASSOCIATED’s Commission om
Jewish Education has been actively involved in formulating a comprehensive strategic plam
fror ne City simce 1990 and with the establishment of a Fund for Jewish Education in 1691
o supplement the annual campaign, Baltimore has made a concrete step forward in its
effforts to improve and expand educational services.

CURRENT STATUS OF EDUCATIONAL PROGRAMIS: Approximatsly 80% of
Baltimene™s youth in the 6-12 age group and 37% of youth in the 13-17 age group are
curiently ieceiving some form of Jewish schooling. In the past year alome, the Ciny
witnessed a 10% growth rate in pupil enrollment. Opportunities for childrem and aduils
imclude day schools, a Judaic Academy offering intensive programs for post Bar amd Bat
Mitzvah students, and a local Hebrew University offering graduate, undergradiuate and
Continwing Adult Education Programs.

LEADERSHIP AND PLANNING: The Associated Jewish Commumity Federatiom of
Baltimnore established a Commission on Jewish Education in 1990 in direct respomse to
a mandate in the community”s strategic plan. By the Fall of 1992, the City amticipaties
that it will have completed a comprehensive plan which will address the needis im the fowr
priority areas: Jewish Day School Education, Congregational and Communrl Religious
School Education, Higher Jewish Education, and informal Jewish Education,

Chair: LeRoy Hoffbenger
Staff: (not addressed)



COMMUNITY: ATLANTA
JEWISH POPULATION:

SUMMARY STATEMENT: Atlanta’s proposal highlights the draematic 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, Atlantas 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 PROGRAMIS: 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 Commumity 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 imstitutions, a new endowment fund specifically for new educatiom 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 Federatiom

Staff: Professional staff to be hired



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 suppouts 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 educatiom 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 reductiom of
financial barriers which limit participation in Jewish education, and increased recruitmentt,
training and retention of qualified education personmel.

Chair: Stepplnem Ridhman, Viee Presidkarit Miiwea bexe Jewidh Fediaadi oon ant Adgearrgy
Relations Chairperson

Staff: Witth adidiitiomesl] fundimg Lesd Communiyy Dinedior i proyposst]

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



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 wiith
larger Jewish populations and consequently greater educational opportumities, the City is
committed to meeting the needs of this new segment of the population and to integratimg
the established components of Jewish education into a plan for the future.

CURRENT STATUS OF EDUCATIONAL PROGRANS: Among the mamy
educational opportunities in Ottawa are: day care, day schools, afternoon schoolis, a Torzh
imstifute, an evening high school, and an innovative public/private high schoall, Amiell, thait
is a model for similar programs. The community also supports camps, umiversity
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
im js scholarship policy which provides funds so that no Jewish child is demied am
education for financial reasons.

LEADERSHIP AND PLANNING: Ottawa has utilized three studies of commmumity
needs in the formulation of education policy =- a long range planning study conducted im
the mid 1980s, an attitudinal survey done in 1987, and a "special needis" study of its
community day school. Leadership for the Lead Communities Project would be providied
by a committee working under the City’s Jewish Community Coungill. Specific articulated
goals imclude: 2 full service day high school with an Israel semester, expamsion of the
Israel program, continuing edueation courses at area universities, and programs to entich
family education for parents of students in Jewish schools.

Chair: Dyr. Maaneeen Modos:, Bresddeartt Jpavrsbh Coonmavaatyy Cosmetl ] of f @taawaa

Staff: @raryy Kod finaan, Heeattvee D estos Cosmmmaaty y Qo liincoonjastigarmathh
senior staff




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 Commission. Goals for the project have been
articulated.

Chair: (not addressed)
Staff: 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
JEWISH POPULATION: 22,000 (including surrounding areas)

SUMMARY STATEMENT: Rhode Island’s qualifications for the Lead Commumiities
Project include the high degree of cooperation exhibited by agencies and institutions in
tthe community, the commitment to Jewish continuity displayed by its Bureau of Jewiis
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 mot have its own Jewish teacher training institution, the commumity has beem
active this area. In addition, the resources of Brown University’s nationally recognized
Judaic studies department are available to the commumity.

CURRENT STATUS OF EDUCATIONAL PROGRAMIS: Rhode Island supports a
broad range of education activities and services and is actively involved in implementing
mew imitiatives to meet the needs of the community.

LEADERSHIP AND PLANNING: Rhode Island’s Jewish education needss have beem
addressed in two recent studies —— a "Demographic Study Planning and Utilizatiom
Committee Report," issued in July of 1989 and a long range planning document,, "Facimg
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
fecommendations in seven areas: advoeaey, general services, school services, recruitment
and retention of edueators, adult edueation, family education and development. The
prefiessional leadership of the Lead Communities Project will be provided by the Bureau
of Jewish Education.

Chair: (not addressed)

Staff: (not addressed)




COMMUNITY: ROCHESTER **
JEWISH POPULATION: 23,000

SUMMARY STATEMENT: 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.

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
JEWISH POPULATION: 75,000

SUMMARY STATEMENT: 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.

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

Staff: Job description prepared for professional to staff Task Force



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

Staff: Full time professional would be designated



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
commitment 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: 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: TORONTO
JEWISH POPULATION: 140,000

SUMMARY 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 CIJE’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: (not addressed)

Staff: (not addressed)



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 or 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 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

Staff: Director would be appointed



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 CUE 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: 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: WINNIPEG
JEWISH POPULATION: 15,350

SUMMARY STATEMENT: Since the mid 1980%, Winnipeg’s Jewish commuiity has
been engaged in a planning process which recognizes the need for change and continueus
self-evaluation. The commitment to build a new Jewish Commuiity Campus following
a multi-disciplinary model is indicative not only of Winnipeg’s ability to ferge forwand-
looking partnerships within the Jewish community, but alse of ihe City’s ability to faise
tihe flumds mecessary to support Jewish education. Winnipeg’s proposal includes a number
of proposed and realized initiatives which incorporate the use of new technelogies such
as computers and satellite link-up for networking with other commumities.

CURRENT STATUS OF EDUCATIONAL PROGRAMS: Winnipeg’s array of Jewisin
education programs includes a unique Hebrew/bilingual program in the public schosils.

LEADERSHIP AND PLANNING: Winnipeg has been the subject of several studlies
enumerating community meeds. A number of professional consultants have been engaged,
imcludimg Dr. Gary Tobin and Touche Ross. The proposal incorporates a ten poimnt
program overview of Winnepeg’s agenda. A small planning committee has beem
idiemtified to develop the Lead Community Project.

Chair: (not addressed)

Staff: Director’s position anticipated



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 PROGRAMS: 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
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 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.

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 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: 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: 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: Dr. Stephanie Hirsch, Associate Director of the National Staff Development
Council
Staft: 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 foundations."



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
JEWISH POPULATION: 26,000

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 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



COMMUNITY: KANSAS CITY
JEWISH POPULATION: 19,100

SUMMARY STATEMENT: Guided by the themes of contimuity, affiliation and idemtiity,,
Kansas City has already demonstrated its communal commitment to the future of Judzism
through the building of a Jewish Community Campus to house its agemcies, including the
Jewish Community Center, Federation, Jewish Family and Children Services, Jewiish
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 commumity foundatiomn
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 Jewisin
education approached 95% and that 52% of households belonged to a synagogue or
temple.

LEADERSHIP AND PLANNING: The acknowledged focus for all commumity plamnimg
activity is the Commission on Jewish Continuity, Identity, and Affiliation (est. Jam. 1992)
and it is this body that would guide the lead community project. Three fundamemtal goalls
have been identified for the Commission —"Jewish Renewal, Commumity Covemant, 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 ageneies of the Federation resulted in improvements such as the establishmenmt
of a Jewish Parenting Center and expansion of student enrichment programs such as Israel
trips and Panim el Panim.

Chair: Jepmeite Wikihe, active eunmiu iy leaddtbar
Staff: Respordivliiny @ be Saed! by Direstesr off Qonmuniyy Miamingg andd

Exeeutive Direetor of Central Agency for Jewish Edueatiom — Lead
Cemmunity Direetor under eonsideration



COMMUNITY: METRO WEST, NEW JERSEY
JEWISH POPULATION: 120,000

SUMMARY STATEMENT: Metro West, a sprawling network of towms in sevem
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 natiomally
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.

CURRENT STATUS OF EDUCATIONAL PROGRAMIS: 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 Orgamizatiiom’s Joint Autherity for Jewish
Zionist Education.

LEADERSHIP AND PLANNING: The lay and professional leadership of Metro West
is prominently represented on the boards and committees of national Jewish educatiomal
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)

Staff: (not addressed)




COMMUNITY: MONTREAL
JEWISH POPULATION: 90,000

SUMMARY STATEMENT: Montreal is a uniquely cohesive commumity 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
he Lead Community Project would focus on the improvement and expansiom of the Israel
Experience in the hopes of involving practically every Jew in the commumityy.

CURRENT STATUS OF EDUCATIONAL PROGRAMS: Momtreal offers a full range
of formal and informal education programs and support services. Canmada’s Private
Education Act provides the day schools with half of their operating budigets from the
Quebec Government (3$16,000,000).

LEADERSHIP AND PLANNING: Jewish education in Montreal has been the subject
of eight studies since the 1980’s. The Jewish Education Council is respomsible for
ongoing planning and analysis. A planning committee for the Lead Commumities Project
is currently in formation. The direction of the project, however, has already beem focused
on tihe Israel Experience.

Chair: Rty | SSdoeyy SStodiaam , exoppeiéagedd commmuuni] 1éagderaand conggegg titvanhl
rabbi
Staff: (fredt aaldidesseeld )
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
Mailing address: 163 Third Avenue #128 «  New York, NY 10003

Pivame: (212) 532- 1961 FAX: (212)213-4078
MEMORANDUURN
To: GO S f
and Lead Communities Date: November 30 , 1992

fFrom: At Rhmaan

At our meetings last week, lintroduced Annette Hochsteim 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, | have asked Annette to take the positiom of
Director of the Lead Community Project for CIJE and to have supervisary
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. | suggested that where the
contact fit with the known portfolio of a given CIJE staff person, them the
contact should be made directly. Shulamithh Elster will be the contact in all
other situations.

-




COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
MINUTES: Lead Communities Planning Workshop
DATE OF WEETING: November 23-24, 1992
DATE WINUTES ISSUED: December 9, 1992

PARTICIPANTS Lauren Azoulai, Chaim Botwimick, Shulamith Elstenr,,
Seymour Fox, Steven Gelfamd,, Roberta Goodmmn, Anmetie
Hochsteim, Barry Holtz, Nancy Kutler, Marshall Lewim,
Daniel Marom, James Meier,, Howard Neisteim,6 Arthwr
Rotmam, Claire Rottemberg, Julie Tammiwaans;, Jack
Ukeles, Jonathon Woochewr, Shmuel Wygeds, Virgimia
Levi (®ec'y)

I.. Welcome and Introductiong

The meeting opened with the introduction of participamts and welcomimg
remarks by Arthur Rotmam, Executive Directer of CIJE. Mr. Romam
reviewed the agenda and noted the importance of the Lead Communities
in implementing the recommendations of the Commission on Jewish
Education in Nerth Ameriea.

Representatives of the three communities were then asked to provide
brief sketehes of their werk in Jewish eduecatien as a eontext for
further diseussiom.

A.. Atlanta

Atlanta has a grewing Jewish pepulatieom. In the early "80s
Atlanta eonducted a demographie study ef the leeal Jewish
community, follewed by the develephent of a strategie plam.
Included was a reecemmendatien te reerganize the serviees of the
Bureau ef Jewish Educatiem, reassighing funetiomal respensibility
te other appropriate ageneies. Atlanta has five day sehoels.. It
is werking with the CRB Feundatien on the development of Iarael
experience prograns, has a Commissien en Jewish Cenkimnity, and
has recently established 3 Jewish Edueatien Furd.

B.. Baltifiere

Baltimere has a stable Jewish pepulatien ef 92,000. A Ewe-year
planning imitiative concluded in 1990 with a series ef
recommendations ineluding the need te inerease funding fer Jewizh
education (fhas been increased frem 25% te 33%) and Ehe
&stablishment 6f 3 commission te leek at the leeal Jewish
EQUCAEIOR system, ReW iR its third year. Outeomes inciude a
Strategic plan fer Jewish egucatien and the establishment of a
Fund for Jeyish Educatien whieh is eurrently undertaking a §10
Willion campaign- Day and supplementary seheels are Beginning te
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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 educatiom.

Milwaukee

Wich a population of 28,000, Milwaukee has four day schools in
addition to an array of camps and pre-school opportumiitiiess..
Twenty~-five percent of the community affiliates with the JUT.
Community strengths include the centrality of the federatiem, the
availability of scholarships for day schools and a commen cost for
each day school, and coordination of teen programmimyg.. 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% declime in
campaign imcome over the last three years. A Jewish Educatiom
Task Force was established in July 1991 and has developed apbdmn
for the revision of use off the-Central Agency for Jewish
Educatiom. A broad-based commission on Jewish education is mow
being established. It should be noted that fer many years
Milwaukee has taken the Ilead im putting Jewish eduwcationbhiggh om
fits communal agenda and flunding it scceordingly.

IT. Lead Communities: A Concept and its Implementatien

Al

Annette Hochstein neted that the fellewing primciples had guided
the weodkk off titee @ummiissdioon an JPewibéh FRwedd ton iin NGotth Aestdaa:

1. Ikbgeedl, conidieetsadl, andd iinteameddined ]l nessmrcess Mmsst woakk
together to support Jewish educatioem.

2, Jpsuiidh edhpdtijon Hess mddbd be aoorediihencd bes aadd veenaes ., Thke
Commission coneluded that the best way te appreach Jewish

education weuld be te feeus en twe necessary conditioms for
change:

a. Personnel -= recruitwmemt, trainimg, bepefits and placement
to build a cadre of well-trained Jewish edueaters.

b. Community suppert -- the need te engage tep eommunity
leadership in persenal ceommitment and finaneial support
for Jewish edueatiom.

3, Trcwiilllbee ifmpotedrtt o eggdge da COBWMAA LY "Bsdeess thike bboaad"
in its commitment te Jewish edueatiem.

4. Tiiee Qesdc vieay oo lemurh whitede Wil wegdk 1Bs vy ddinge ife. BReeusse
edueation takes plaee at the leeal levwel, we must engage lecal
eemmunities in the effert ke impreve and develep Jewish
edueation. This led &o the ceoncept of lLead Cemmumitios.
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TIT.

5. It was concluded that Jewish education must be raised to a
level which permits it to compete with the mamy altermatiwes
available. This can best be accomplished by brimgimg local
and continental resources together, by workimg intensively in
limited settings, by working through programs, and by
constantly monitorimg, evaluatimg, and providing feedbaci.

B.. The Task Ahead

Mrs. Hochstein suggested a list of possible actioms,, some of which
ghould be under way within the next year. This reflects the semnse
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..

I. Pilot projects te be undertaken in persomnel and community
mebilizatiom. Tn an effort te mobilize local top leaders,
CIJE proposes to bring a member of its beoard to begin an
ongoing dialogue with them on the Lead Communities project and
its educational endeavors.

2. HBdedblliidmenic of aa loeed]l commibssion witth broead reppessanebtdon,
staff support, peossible subcommittees or task forces and the
possibility of one or several concrete products at the end of
the first vear.

3. ottt a Bivesy odf asiceiesss too esdeddlibsh thiee correafit
situation as a basis for ascertaining training and staffimg
needss..

4, IBdbadt anee @ towo axeass off BBssr PRosttiLess Her e@ad vy
implementation e.g., supplementary scheol and early childheaed,
develep 2 plan and begin to werk.

5. Meseedd wiitth thee désd Dpn aasd weskk off mesalestigg , cyedbasidon,
and feedback.

6. Dredfc aa fveeyeear Blbdn wilbh thige assdbdeanees off aa dedndibed ggidede
to be provided by CUFE,

7. Eededdlipdh llihess off cosmims Cede pon amergg CUIIE, thike Leadd
Communities, and the centinental commumity..

This presentation concluded the evening pertion ef the meefing. The
greup recenvened on Tuesday, Nevember 24.

Tatreductory Remarks

As the merning session opened, Steve Gelfand of Atlanta noted on
behalf of the three cemmunities that £he Lead Cemmunities hoped to
reselve the follewing in the near Fukure:
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Iv.

A. Believing that the communities can be more effective working
together than on thelr 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.

€. 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, understamd,, 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 plammimg, contemt, 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 implementaticom.

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

Central Elements

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

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

A. The personnel issues cut acress all areas of Jewish educatiam.
B. THiereisisnemddforfarmasmestetaplan.

C.Th&heo e lef afe ymsmescedn indapaidwing Jewish education must be
considered.

D. TIn order to have an impaet, there must be broad based "buy-im™ to
the importance of upgrading persempel.

In chdeadidoousbdonttlaat fAdlbewed iif weas noted chlzat chlee Ueendl (Gommuriitiiees
provide a context im wiidich tiwo connsiidgler these issuédgsesys cemattdreatliloplly.
It will be important to establish eriteria on whieh to judge the
impact of the various approaches. It was noted that the communities
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will zely on CILJE for help with evaluatiom. It was also suggested
that lay leaders should be imvelved in defining the evaluatiom
PTRReHE..

It was neted that it will be diffiecult te garmer lay support for
zpproaches that cannot be evaluated, but that funders are likely to
support what they see as a "reasonable gamble.™ With this in mimd, an
approach to be considered would be the identification of a project
which can be undertaken and evaluated in the development of persemntell,,
perhaps with a focus on senior persommel..

V. The Role of CIJE

A.. Best Practices and Consultation

Barry Holtz owtlined the work he has undertakem over the past 18
months to identify areas for study followed by the developmemt of
an imventory of Best Practices to provide models of excellemece for
imtroduction finto Lead Commumities. Best Practices research is
being undertaken in the following areas:

I. The Supplementary School

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

PrOgIAMmS..

2. Early Childhoed Jewigh Education

This is being looked at in the variety of settimgs in whieh
early childhood educatien oeccurs. Reports are beimg submitted
on exemplary programns..

3. The JCE

Each Lead Community has a JCC. The JCCA staff will visit each
of the three te evaluate what is geing well in Jewish
education and where they reecemmend charge.. At the same time,
cutside experts will identify 6-9 JCCs which are mest
effective in the area of Jewish eduecatien and Jewiwh
continuity. These pregrams will be explered and evaluated for
use by the Lead Cemmunities-

4. 1Israel Experienee

We are working with the ERB Feundation, Whiceh is partiecularly
interested in this area sRd is develeping an appeeadh.

3. Bay Scheels

We have begun te fake the first steply inke thiy iMpertant
#Fea, and to develsp-a Methodeiggy sSpeeific E8 ife.
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Still to do:

%.. Jewish Camping

7. College Campus

CIJE will work closely with the Lead Communities to determime how
to imtroduce a successful practice from one setting to anothemr.

It was noted that while the communities are engaged in the
planning process, it might be useful to work toward implementatiom
of a Best Practices appreach. Heltz will have materials om the
supplementary school to the Lead Communities within several

weeks. Following their submissiom, he and the educators workimg
on the project will be available to meet with community leaders to
discuss areas of interest and means of implememtatiem. The Best
Practices might alse be an appropriate framework for the
development of a pilot project during the initial year.

It was suggested that in order te introduce the Best Practices
project to the communities, Heltz would be invited to meet wilth
local lay and preofessional leadexship..

It was suggested that anether area in whieh communities might be
ready to move ahead relatively quickly is that of the Israel
experienee. IE was neted that the CUIE has premised te eutlime
for the CRB Feundation a propesal fer the Israel experiemce in the
Lead Communities.

Feoundation Relatiens

It was reperted that CIDE is in eontaet with several foundationss,
beth Jewish and general, fer support ef work in the Lead
Communities. Tn additiom, CUME staff is available te help Lead
Communities im their¥ appreaehes te leeal feundatioms. It was
suggested that €% will be werking with the lLead Cemmunities te
determine hew best te preceed with Eheir feundation developmenit
werk-

It was suggested that there are iRitiatives upder way in other
cities whieh might be applicablie iR the Lead Commumitdies. It was
propesed that JESNA prepare aR invertery ef sueh initiaktives and
make it available te the Lead Commundties.

Vi. Werk FPlan —— ¥eaf One

A:

PL2nRing PEOEEss

Jack Ukeles reported that a pianRing guide is BeiRg prepared fer
Use by the Hhree communities. It iS anticipated that the plamming
process will yield a five-year strategic pian and a speeific
sctisn plan fer the first yean
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The proposed planning process includes the following seven steps:

1. Start-up
— formulation of a commissiom; undertake to inform and

involve stakeholders (e.g., community lay leadens,,
educators, rabbis, congregational leadershiip,, etc.)..

2, Self-stud
— Iinventory and profile of educational system.
-- assessment of strengths and weaknesses.,

—~ analysis of persommel..

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 recommendatioms with prierity rankings
and seqiiences..

®, Design programs

—~ specific programmatic interventioms..
- new initiatives.,

7. Determine strategv to develeop resources for implementation

A question was raised regarding the amount of time the plammimg
process would require and hew it might be meshed with the local
federation allocatien preeess. It was neted that funds can be set
aside for anticipated prejeels, making this a less significanmt
issye .

All three communities expressed eencern over the need for staff
support of the planning precess at a time when "flat campaigms™
and local reluctance te add to federation staff make this
difficaltt. Tt was suggested that if the first request te leeal
lay leadership is te fund staff, this might impact negatively on
the buy-in proecess. 1In light ef the above, it was suggested that
CIJE consider providing up to $40,000 per year for three years
teoward funding of a pesitiewm.. It was agreed that this prepesal
weuld be serieusly eensidexach by EIJE.
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B.. Introducing the Project into the Community

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

1. Educators and senior educaters
2. Rabbis

3. Lay leaders - of general community and individual
institutions

4, Parents and learners

5. Professionals at federation and other relevant agemncies

®. Publics: the media and other communities

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

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

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

1. Core mateeials
2. Best Praetieces pape¥s
b.. Planaing guide
¢. Timetable
d. Press releases

2. Support fer the planhing and evaluatien preeesses at a local
level .

3. Assistance in gquick start-up ef at least ene projetiu,
ineluding funding suppert and/er assistamee in findimg that

SUPPOEE -
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VII.

VIII.

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 forwanrd..

Next Steps

A.

It was agreed that goals and agendas for future meetimgs of this
group will be set jointly. In the interiim, Shulamith Elster will
serve as a clearinghouse for distributing materials amomg the Lead
Communities and CIJE. Consideration will be given te helding a
conference call as a follow-up to this meeting and a meams of
generating a project for early implememtatiem..

B. A mesting of thiss gpoopp, posssitbly too iinelhdée lagy lasddess fhoom tihe
communities, will be planned for April 24, to ceoincide with the
CJF Quarterly im Washimgtem, D.C.

C. It wass siggesdedd ttledt aee axr mmaee CIUEE Dosaddd mealbess ppaan tonarte t
with local lay leaders early in 1993. Perhaps a Rdielcodffff
celebration might occur at the same time.

D. A paper on Best Practices in supplementary seheols and steps fer
imtroducing Best Practices to the Lead Communities is mow beimg
prepared.

Conelus ion

The meeting concluded with a sense of hope and expectaney feor the
future. There was the sense that with ongeing communicatiom and the
shared mission of contributing te Jewish centinuity fer all of Newxth
America, the next several years should be exeiting and predictivee.






1991 Federation Campaign* Resulte

(exaluding endowment gifis)

TOTAL AMOUNT PER CAPITA CHANGIE (%)

AMOUNT JEWISH RAISED RANK WITHIN [N TOTAL AT

CITY RAISED POPULATION PER CAPITA CJF GROUPIRNG: 1 SOE-1OE 1

Group*™ Rank

BALTIMORE $21,507,000 94,500 $226 (e]] 5 2%

ATLANTA $11,602,000 67,5600 $173 Gl 9 14%

MIETROWEST $19,903,000 121,000 $164 ey 10 -3%,

BOSTON $20,267,000 200,000 $101 G 15 -21%

COLUMBUS $5,950,000 17,000 $360 G2 2 -4%%

MILWAUKEE $8,793,000 20,000 $314 G2 3 -4%

PALM BEACH 312,501,000 65,000 $192 G2 9 17%

EAST BAY $3,700,000 35,000 $106 G2 i8 208,

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

Allocations for Jewlsh Educatiom

PER CAPITA

TOTAL LOCAL TOTAL ALLOC ALLOC FOR ALLOT FOR

ALLOCATION* FOR JEW ED™™* JEW ED (%)*** JEWIISHH

ATLANTA $3,510,000 $1,096,000 3% $h&

BALTIMORE $14,543,000 $3,003,000 22% 32

BOSTON $7,654,000 $2,099,000 Z8% 1@

COLUMBUS $1,842,000 $447,000 26% 82 (0]

EAST BAY $1,263,000 $246,000 23% &7

METROWEST $6,159,000 $1,330,000 2% &t

MILVWAUKEE $3,701,000 $1,247,000 36% 45
OTTAW A #*

PALM BEACH $3,239,000 $779,000 26% $12

* [Excluding United Way

~ CJF grouped according to city size: G1sLarge, G2=Large intermediate, and G3=Intermediate
~+ Based on 1990 allocations. CJF dala en Jewish edueation alloeations In 1981 are not yet
available
o information for Ottawa is not avallable: Canadian cities employ different methods: for
allocation



MEMORANDUM

To: Arthur Rotman
Shulamith Elster
Sol Greenfield
Mitchell Jaffe

c¢/o Joinn Scha/ffer

From: Jim Meier
Date: November 13, 1992
Re: 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 ensure early course corrections and

because we will soon need to present it to the lead community planners.

1Aa t u



FOR INTERNAL DISCUSSION ONLY

LEAD COMMUNITIES PLANNING GUIDELINES

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 thatm implementation
can begin ift-tke Fall of 1993, and

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

e 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:

— A v
" Leadership has been identified, and r T~ jj TTCW~7T p 7 A
* The planning committee has been established y -

Benchmarks/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. Don;t
forget to scan major Jewish and.national holidays for conflicts. (See Box -
2 for sample schedule.) J A
- CX-&0 ... ~

* Consider if sub-committees should be organized, and if so, in what areas. For
eXamP‘Ie:(,\l )| , 1= 1.4-j . " <m & !jf

>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.



Box 1: Examples of Background Materials ! [/JP

* A Time To Act "o~
* Draft of CIJE letter of agreement

* Previous planning documents, particularly on Jewish education or continuity,
prepared by your community.

FWUAF cJLQ \>J

* Summary of most recent Jewish population study for your community.

Box 2: Sample Timeline for First Year Planning

Phase Time table Deliverable Commillee Meeting Subject
(months)
1. Start-up 0-1 * Form committee la. Major issues in Jewish
* Detailed workplan Education ,
Ib. Review of workplan \
2. Needs s * Design scheme 2a. Design of needs survey O
Analysis and/ * Profile of Jewish education; 2b. Presentation of profile S
Profile 1@ strengths and weaknesses 2¢. Discussion of findings e
* Report on findings
3. Critical Issues 4-6 * Formulate issues 3a. Resolve strategic issues
* Draft community mission 3b. Approve mission/vision
statement statement(s)
4. Recommend- 7-8 * List of recommendations 4. Recommendations
ations and with priority rankings and
Priorities priority sequencing
5. Programs 6-9 * Draft guidelines 5a. Define program priorities
* Define program priority
areas
e Issue call for program
proposals
6. Implement- 8-10 * Draft budget with resource 6a. Set resource objectives ($)

ation Plan

objectives

* Compile summaries of
program options

* Prepare first year
implementation plan

6b. Select programs for next year

6¢. Approve overall
implementation plan

Time Guideline: Allow 3 - 4 weeks for the start-up phase of work.

/hA
17374



II. ANALYSIS OF NEEDS

Rationale s af]

-4-1 3
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:

LIRS M hih Shs P BIAURAYerserved needs for Jewish education, as perceivedUb(}é -
X

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

* Provides a common base of information to enlighten decisions on critical issues.

2JUK 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?
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1. Targeting: While it would be nice, in theory, to undersfarfcl 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.
1 v/ .,

At a minimum, the needs analysis should address the following categories unless they

have previously been studied.

* Populations
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* Early childhood
« Ages 5-13
* Post Bar/Bat Mitzvah

e Jewish educators, formal and informal

* Families ovf young children | v
a 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?

e 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.

b. "Standard:" An objective measure of how much people require, or, from
the communiity perspective, what is needed to realize a set of aspirations.

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.



Box 4: Selecting the Measure of Need

Here are some other considerations to bear in mind in deciding how to
measure need:

e 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.



3. Measures 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 eduecational resourees should inelude

data on the numbers of programs, by type, their capacities and aetual
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 guality. For
example, while a community may appear to have enough 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 characteristies of an excellent educational program? Should there
be a process for setting commumity standards and "accrediting” programs? Should there
be an effort to develop community-wide performance indicators and what should they be?



Box 5: Illustrative Measures of Quality and Effectiveness

e 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.

m 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.



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



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)
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

10



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.



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

Qi?

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.



Box 7: Sample Assumptions

L. 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.)



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).

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.

Incorporate a significant vehicle to plan for Jewish education.

Encourage and support multi-agency networking and cooperative
programming.

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

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).

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

Encourage deeper communal involvement and support of Jewish education.
. — ) 7

Hold potential to increase (enthusiasm/excitement of students, and also their

families, for Jewish involvemeftk-----------

Critical Issues: The important choices faced by the community in defining the

purposes, overall content, and priorities in j€Ew4”h-edxrcaiion. The planning
committee will attempt to reach agreement(” at least narrow the range of
disagreement) regarding(the norms and standards for Jewish education throughout
the community.

14



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.)

Box 9: Classification of Issues

L.

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).

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).

Also, Attachment contains sample formulations of issues in each of these

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

fsconpn



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

e 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 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

16



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

VII. NEXT STEPS: IMPLEMENTING THE PLAN
A. First-year action plan oversight

B. Mid-course modifications
C. Prepare secand-year action plan

APPENDICES

17
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mriling Address: 183 Third Avenue #128 *«  Neew'ookk NYY 100083
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TELEFAX
TO: Annette Hochstein DATE: November 6, 1992
FROM: Jo Ann Schaffer FAX#: 619 452

Nurnber of pages {including this sheett) 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) 5632-1961, if you would like her to
make hotel arrangements for you.
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03:42 32PM CIJE 221308 Page 4

: Ukele: Associates Inc. PHONE No. 1212260876 ( Get. -» 19582 10:33AM

(draft 10-21-92]
L«ad Communities Planning Guide

Preliminary Outline of Contents

I. Analysis of needs
A. Profile of 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 of present Jewish education personnel

1. Size of 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 & B1)
B. Gaps [D HEC]
]1. Assessment of 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 limitations

* professional development programs and opportunities
3. Community support

* Lay involvement and leadership

* Coordination and collaboration within system

» Funding: Amounts and participation rates

4. Other system and planning issues (e.g.:)
- Fundraising and allocations
e Information (system capabilities)
® Uses of technology

B. Exploratory comparisons (Programs and performance in other places)

P03



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. Community 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)
Programs for personnel
Programs (e.g.: Israel trips, innovation)
Planning and evaluation
Financial resources

SUESI I

B. Select program priorities/phasing

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

Program/Task
Responsibility

Cost and funding
Timetable

Performance Management

TEOOow R

Program Evaluation
VII. Next Steps: Implementing the plan
A. First-year action plan oversight

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

APPENDICES
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General format for each section

Section headiag

Ratignale:what Wlatdbgonegsiamoist, abaut, iwhy ith psrizmpotiant, ihoelaibsreiatdse tplthaipinnning
process.

Deliverabies: Impostant junciwes, of deliverabies, and when they must be compleied to keep the
project on schedule.

Benchmarks: Critical requirenients and optional steps/tasks to achieve the benchmarks for the
phase.

Methods: "How""toodd ihe daskhe task.

[ Comment Box o

For elaborative comments, suggestive hints, or enhancement optioms. ‘l

R—~——— -z coe LR T T TR

T ——— N em— =

= — =T

Point person(s): Recommendations on who should oversee task, and who needs to be
involved or have input.

Time guidelines: Approximate minimun/maximum time to set aside to camy out task.

Examples:
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MEMORANDUM
TO: Art Rotman
FROM: Richard Meyer
DATE: November 4, 1992
RE: Milwaukee s Participation in the "Lead Communities"
Project

I am pleased to inform you that our Federation Board of Directors
has approved Milwaukeels 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

Betsy L Green Richard H. Meyer
President Executive Vice President



COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

Lead Communities Project ° Malllng Address ¢ 163 Third Avenue #128 <« New York, NY 10003
tel: (212) 532-1961 - fax:(212)213-4078

October 21, 1992

Letter of Umnder standing

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-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.

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 level of
community support and with the necessary funding."7 s
CScUJ'i.K ExV CX-Vxcs"TeX TRx-u;.

The Jewish community of Milwaukee has established a Milwaulcoo Association for Jewish
EfluGrrtkdn. 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 Milwaukee Jewish Federation. Its purpose is to clarify our mutual expectations
with regard to the implementation of the Lead Communities Project in Milwaukee.

»™ -npwA V 'i \C (X iM-rscX
\c\c\o” ¢ a"
b<ctaev base, 0C m & -l
OvjeccAv § VIOA'V} oi u ) W o £ -k- AR S Y
VO GOL\GV> :3*wx~= M X arxLi. ",

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.



COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

This letter covers the three year period from (Sept 1, 1992) through August 31, 1995.

"G G'e-VcEy»r 0 (_ « cA oooccjdL*

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 will 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 Milwaukee Association
for Jerwisli~Educstion and incorporate appropriate elements of work already completed. The
community by February 1, 1992 will prepare an outline of the 5 year plan identifying the major
topics to be covered, preliminary finding5j$ogram ideas

Along with the five year plan, the community will also 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.9

The plan and the action program will be completed by May 31, B~ 1 #98’

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 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 Education. Information on all areas will be made
available between October, 1992 and the end of May, 1993. The lead community will
"aP 1 i 'paget- these models in the light of local needs and interests during the
Action Years of the project, with the advice of CIJE.

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

9 See Appendix A for a brief description of some of ihe possible areas of content of a Lead

Communities Plan.

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

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
and CIJE.

Convene lead community leadership for periodic meetings on common concerns. ' .3.,"”

The Lead Community agrees to:

] Establish a I nnH rrl-n-nhu ey >|omr to direct the project. The Gerowttttee 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 Comm-ittee will
be chaired by

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

ook ok ok o
' !V.fininiyjcn On
Appoint a Lead Communities Planning Dircenw.to staff the Ltfad-X"ommtroifries Committee

and to coordinate the work of educational and planning professional resources in the
community on the Plan. Senior professionals in the community (e.g. tho-Planning
Bifeetor”nf W cderafir>f"OITd'the~E>heeH"-(4--4te~BIE) are expected to be in

the process. jwni*

Prepare a five-year plan, and annual action programs (as described above).

Cec*0*
Appoint a Lead Communities Birector to direct” the Action Program for 1993-94
onward, Ood. +7-7230.77 Cco-r*¥\c"xo*?

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.

I>n*M sthe profession of Jewish education, and thereby address the shortage of

qualified personnel.



COUNCIL FOR INITIATIVES
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Mobilize community support to the cause of Jewish education.

expand’'the communal resburces committed/to Jewish education. Based on
'mmunityV experience in/implementing /'he recommendations of /its
ssion on Jewish Continuity/"significant expansion" should result in at/east
ncrease/in communal resources for Jewish/education by the third year\action
n. Communal resources /nclude regular allocations, endowment funds, local

:ion grants, and other sources of local frfnds.

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 other communities.
During the summer of 1993 and the summer of 1994, the work of the preceding year will 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 perform in relation to this agreement.

CIJE Federation
By: By: _
Title: Title:
Date: Date:

vy Work 0 aa&
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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 Baltimorels 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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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 ilimclude the total dollars from which we would allocate
funds:, inecluding regqular allocatiomss, local and non-local
foundation grants, endowment funds raised through our Fund
for Jewish Educatiom, 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
Understandiimgy.. We look forward to hearing from you with a
final draft.

With best regards.

Sincerely,

/J)
A

Darrell D. Friedman
President

/tw

ART.ROTMAMN. NK.TW



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 Baltimore with Shulamith 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, I 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 formal signing ceremony in Baltimore

before the end of the calendar year.



COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

Lead Communities Project <+ Mailing Address <+ 163 Third Avenue #128 + New York, NY 10003
tel: (212) 532-1961 m fax:(212)213-4078

October 21, 1992

Letter of Under standing

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.

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 level of
community support and with the necessary funding. "’

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 of America, Lanham, Md.,1990), p. 17; see also pp. 67 - 69.

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



COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

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

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 statement(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 incorporate appropriate elements of work already
completed. The community by February 1, 1997will prepare 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 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, 199

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 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 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 local needs and interests during the
Action Years of the project, with the advice of CIJE.

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

hl

See Appendix A for a brief description of some of the possible arecas of content of a Lead
Communities Plan.



COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

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

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
and CIJE.

Convene lead community leadership for periodic meetings on common concerns.

The Lead Community agrees to:

] Establish a Lead Community Committee to direct the project. The Committee 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
be chaired Dy .«

] Provide opportunities (such as town meetings or subcommittees) for stakeholders from
all sectors of the community to meaningfully 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
and to coordinate the work of educational and planning professional resources in the
community on the Plan. Senior professionals in the community (e.g. the Planning
Director of Federation and the Director of the BJE) are expected to be fully involved in

the process.

] Prepare a five-year plan, and annual action programs (as described above).

| 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 within the first year.

] Build the profession of Jewish education, and thereby address the shortage of

qualified personnel.



COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

(ILLUSTRATIVE)

APPENDIX: TOPICS LIKELY TO BE ADDRESSED BY A LEAD COIMMUNITIES PLAN

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

What improvements are envisioned for each major setting within which Jewish education
takes place: congregations and supplementary schools; JCC’s, Israel experience; Day
schools; and camping; 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 with young children; teens; the college years; empty nesters; older people

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



COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

Mobilize community support to the cause of Jewish education.

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 at least
a40% increase in communal resources for Jewish education by the third year action
program. Communal resources include regular allocations, endowment funds, local

foundation grants, and other sources of local funds.

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 other communities.

During the summer of 1993 and the summer of 1994, the work of the preceding year will 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 perform in relation to this agreement.

CIJE Federation
By: By: _
Title: Title:
Date: Date:



Meniterimg, Evaluatiem, and Feedback Projest
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
mobilizatiom, 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 Atlamtsa..
The second field researcher will be moving to Baltimore this momtth.
The third field researcher lives in Madisamn, 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 commumnitiess,, the
Monitorimg, Evaluatiom, and Feedback Project is concentrating om
four broad areas. '
I. Introducing Field Researchers to the Lead Communities

Initial meetings in the communities

Ongoing c¢onversations with key people

Learning about the communities
Establishing a trusting and effective relatiomship

II. Focusing the content

Foeus 1: The Launch and Gearing Up:

Learning abeut the precess ef getting
going and beceming prepared

Reacting to being cheseh as a lead community
Develeping relationshipa with CIijk

Helping communities think abeut themselves



Focus 2: Visions of Change:
Community mobilization
Professionalization of Jewish education

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

What is the process of change?
Implementation plans

I1T.. The methodology

Interview protocols around the areas of:
- preparation
- mobilizatiocn
- professional lives of educators
= background imformation

Sampling procedures ((lists of people/functiaors)
Observations

Collection of documents and artifacts

IV. Issues under discussiorn.
Reports and feedback
Access needed by researchers

Cemmunication
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Letter of Understanding

Dear ,

1 am writing lo confirm that the Jewish Community of [Atlanta, Baltimore,
Milwaukee] and the Council for Initiatives in Jewish Education [CIJE] have agreed to participate
in o joint local-continental collaboration for cxccllence 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.112 -

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 of 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.

Po2
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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

During 1992-93, the Jewish community of [Atlontu, Baltimore, Milwaukee]
will) the advice and assistance of CIlJE, 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.

ItioM -—
Along with the five year Slan, 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.* . rj-,v Oaa<,

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 he identified in a variety of areas, including;” Supplementary
Education, Early Childhood Education, JCC programs? Israel Experience; Day School;
Campus Programs; Camping; & Adult Education. Ii*fornratk m 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.

m See Appendix A for a brief description of some of ilie possible areas of content of a Lead
Communities Plan.

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

| - kvv 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 "
mid CIJE. WSr)
e~ 11

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

The. Lead Community agrees to;

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 by

/ 9 / y &

Provide opportunities (such as town meetings or subcommittees) for stakeholders from
all sectors of the community to meaningfully 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 of 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 (W.J
(as discussed above). o

Identify and begin one or more experimental programs in 1993.
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UKeies Hssociates inc. PHGNE No. : 12122608760 Sep.23 1992 10:48AM
v e jivivii
» Significantly expand the communal resources committed to Jewish education.4

The community will work with CIJE to establish an appropriate target for
expenditure for Jewish education.

wHSXlk
| 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 of its commission on Jewish continuity increased its commitment by % over

thrw yuuib. fuse Cleveland data].
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Field Researchers’ Plan for Year One
Lead Communities Project
Prepared by Roberta Goodman
August 24, 1992

The following elements constitute the field researchers’ over-—
arching plan for year one:

Part I - Getting to Know the Commun ities :”Find ing Your Feet”
A. Space
Becoming familiar with the spatial layout - neighbor-
hoods, geography, location of Jewish institutions, etc.
B. Time

Rhythm of the cycle of events in the community
institutional workings, Jewish year, secular year -
Canada has different national and provincial holidays
than in U.S.

C. People

Compile 1lists of people: contacts in each institution,
program participants, teachers, wunaffiliated.

D. History

Gain a sense of the historical context of each com-
munity: general community; Jewish community; history of
institutions; major local events that distinguish the
Jewish and general communities.

E. Demographics

Locate sources of demographic information; identify
what has already been done; and consider what other
demographic information might be helpful to collect 1in
the future.

Part II - Negotiating Our Role in the Lead Communities

Establishing a trusting and working relationship with the
lead community members.

Part III - Vision

A. Content of the Vision
1. professionalization
2. mob i]izat. ion
3. programs



L)

B. Evolutieom of the Visiom
Il. contemt
2. process
3. criticall reflection

C. Relationship among the commumity members
1. positioms of power and influemnce
2.. communicatiom

Part IV ~ Actuality

A. What is the community deimg now im terms of Jewish

educat ion?
l. professiomnalization
2. mobilizatiom
3. programs

B. Relatiomships
1. positiems of power anmd influemce
2. communicatiom

Part ¥V = Key Conecepts

What are they?
How are they beimg defimed?

=



September 114 ~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 18, 1993:
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 =7, 1993;

May 2 ~May 8, 1993:

May 9 ~May 15, 1993:

May 116 ~May 29, 1993:
May 30 —June 6, 1993:
June 7 ~June 27, 1993:
June 28~ 7, 1993:

July 1L, 1993:

First site visit (own community)— 10 days te
2 weeks

Community A
Commumity B
Community C

Meet to write first report
Meet with Eilen in Nashvillie
Commumity A

Own commumity
Comrmumity B

Own commumniity
Commumnity C

Own commumiity

Meet to revise reports
Community A

Commuunity B
Report #2 due

Own community
Commnunity €

Own commumity
Meet to revise reports

Repoit #3 due



September 1, 1992 CENTRE for EDUCATIONAL SOCIOLOGY

Department of Sociology

s The University of Edinburgh

O\]jL 7 Buccleuch Place

Ms. Roberta Goodman Fdinburgh EHS 9LW
149 Nautilus Dr. Scotland
Madison, WI 53705 Fax UK (0)31 668 3263
Email CES@uk.ac.edinburgh

Dear Roberta, Telephone UK (0)31 6S0 1000

or direct dial UK (0)31 650 4186/4187
Thanks very much for forwarding the "Field Researchers' Plan." It looks very promising.

I havea few comments, which I hope you can raise with the group:
(1) w'hat is the linkage 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.'sin own communities.
Limited sample of respondents during first initial visit, wider sample
during second intensive 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 bein touch with the local CIJE contact
person to coordinate our efforts with those of the local self-study.

(3) One important point seems to get buried--lassume that monitoring the community's efforts
to mobilize and plan is incorporated under Part IIl, section B, point 2 (process). 1
objection to the way the issues are organized, but I wanted to point cut that this is

it doesn't get lost. Perhaps the mobilization and 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 sounds 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, Annett"”"

have no
importantso



As I explained today, the initial visit is not intended to be
a rigorous data~gathering exercise, but is aimed more at orientimg
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 meetimg
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 commumitiess.

The second set of visits (Wov.-Dec) will be more intemsiwes,
consisting primarily of interviews which will address all three of

Hit <CR> for next page, = to skip to next part...
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erusalem 93012 ISRAEL

&ar Annette,

As usual I enjoyed our visit today and found it very helpfuwl
or stimulating my thinking abeut the evaluatien preject. I
nRelese a draft of the tentative schedule for field research.



Following our discussion, I would add the following items:

(@) 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...
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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 wvisit 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

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

Im amticipation of imtroductory meetings in the lead commmmiittijess,
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$NE field researchers are asking what they should say about reponrtss.
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 am informal
presentation that the field researchers will make whem they are
imtroduced by Shulamith to people in their own I.e.’s. These neetings
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> rm@tion can help them, what types of information they would like, ete.

What ffollows is a draft of what we could say about reporting;. I'd welceone
any comments you may have.

Field Researcher reportse in lead commumitiess:
A Tentative Proposal

The tentative plan of werk for field researchers ealls forx
preparing three written reports, to be released in late Jamwany,
early May, and early July. The first twe reperts will be
primarily descriptive, while the third will be mere analytiie, ard
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@21l address changes that occur over the course of the yean.

The purpese of these reports is te previde feedbaek te beth the
ma el and local CIJEs on each community's pregress towaxd
Planning &nd, ultimately, implementing programs that will
Auhstantially improve Jewish edusatien and that ean se¥ve as a
neglel for the rest ef Nerth Ameriea. It is net pessible te say
at this peint what we mean by VYimpreve": indeed part of the field
xaseprehers’ task will be te diseever and artieulate eaeh
SoRmHIYYY'S Yisiens eof improvememt. Based oen A TIME TO ACH, we
te that pregress will eesesur in mebilizing the cemmunity—
Iy and prefessieonal—in suppert of Jewish edueatiom, and in
mrhaneing the prefessien of Jewish edueatiom, ameng other areas.

rraihten reports will be gféﬁéﬁtéé te the Direeter ef the €IJE and
¢ the local EShairs of the EIJE preject. For the first twe
-LPRANES,; COmMYRity members will receive only the reperts om Eheir
i communities, and will make their own deeisiens on wider
istuihntions. Fa additiomn, the field researchers will be
vailable te make eral f§§8¥€§ te greups within the iead
ommyRities as mutually agreed upsR by the field researeh 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
Hit <CR> for next page, to skip to next part...
BMAIL>
alHection.

As always,

Vdam

:c: Ellen Goldring



MILWAUKEE JEWISH I-FRIFKATION

Maxch 285, 1992

br. James Meier

Council for Imitiatives in Jewish Educatiem
c/o Ukeles Associatass, Inc.

%11 Broadway, Sulte 505

New York, NY 10012

Dear Mr. Meier,

We sre pleased to submit Milwawkea"e application to becoms a Lewd
Commumii tty,. Thic opportunity comes at a particularly timely
Jjumcture din ouwr communityls plannimg process., Im 1981 the
Federation completed an extensive study of Jewish educatiom needs
and wmervicec in Milwauvkee. This process resulted im a series of
major initiatives implemented through the Milwaukee Associatiem for
Jewish Education {(MAJE)} over the followimg 10 years. Aneng the
accomplishments were an institute for preschecxl educatanwm,, a
community high school program, a creativity and rescurce center and
@ series of teacher educatien and staff developmemt worksheps im
cooperation with day schools and synagogues.. Durimg the last three
years, lhwwevesr, the Milwaukee Federatiom'"s: iescoureoea hawe: bheen;
imcreasingly strained due to the commumity 1s deep involvenent. with

Soviet resettlememt, as well as demographic chamges im the
community g doner base.

The Milwauvkee Jewish Federation eentinues teo rank Jewish educatiom
amouy its higheslL priorities in the commumdity.. Milwawkee: ragiks
number one among all Greup II eities in its allecatiems teo Jewisth
educatien. In 1991/92, appreximately one-half of all funds
distributed locally went te suppert a bread saspectrum of Jewish
education activities in a variety of fermal and infermall settingss.
In additioemn, our Jewish Community Peundatiom has intemsified its
efferts in endowment development for Jewish educatiem. Theie are
currently 18 £fuynds representing §1.5 wmillienm that have beem
established to suppert a variety eof Jewiah educatieom aetivditiess.

Based upon shanging finaneial gireumstances ard the eontimwed high
pricrity given te Jewish edueatiem, the Federatiom established a
pew TFagk Foree op Jewish BEdueatiem in Juely 1991, with the
responsibility of £framing a Aew eemmunity agemdm, that takess imte
consideratispn the Federatiop’'s ability te apprepriate funds eover
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Lead Community
Page 2

the next few years. It's membership was constituted from the top
lay leadership in the commumity: The Presidemts of each Federatiam
agency which has Jewish educatiom as a major component: of ithm
program, five Federatiom Officers and the Jewiah Educatiom Budget
Panel Chaixpersem. It’is currently Chaired by Stephem Riockmam, a
Vice-President of the Milwaukee Jewish Federatiom and its Agency
Relations Chairpersem, who oversees the community"s planning and
alleocation process. It was felt that someone of Mr. Richman's
stature and pesitiem wa® necessary to ensure that the work of the
Task Force remained in the forefront of the community"s plammimgg.
The Federatiom's Presidemt and Executive Directer arc alsc members
of this Task Force.

The initial phase of the Task Force has addressed itself to some
ef the immediate funding issues Milwaukee is confromtlmg this next
year while maintaining Jewish educatiom as a top priority. It is
the natural committee to guide the "Lead" commumnity process.
Follewing the allocatioms process this Sprimy, the Committee will
address the mere general guestioms of designimg a plam that
enhances fermal and informal educatiom opportunities in mwultiple
settings:.. The Committee will be expanded to include top eynagogue
leadership and key professiconals. In addilien:;, consideratiom 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 educatiom chaizwm., The Task Foxce in
currently staffed by the Federatiom's Plamning Directowr. It is
anticipated that if Milwaukee is selected as a Lead Community,
additional funding will provide resqources to hire a Lead Commumity
Pirectar, more directly involved in Jewish educatiem. This will
greatly facilitate the planning and implementation process.

We appreciate your consideratiom of our applicatiom and look
forward to hearing from you.

Sineerely,

/"o-w./aé I Bernstenn
oseph M: Bermsteim, President
Milwaukee Jewish Federaticenm



Statistical Prefile

A.

Enrollment Enrollment

1. Sizxty-six persemt of alll Jewmiish «ohilldbean (ages 6 -~ lfdgesrd
receiving some fo;'m of Jewish educatidcm.

2. Omoe childrem have neemtterd Bar Milttassdh agee, the doogoutt prette i
considerable. Enrcllment among childrem agew 6-1Z is 89 pemrcant.
It drops to 49 percent among ages 13-~17.

3. Approximately one-third of those childrem enrolled in some formal
educatienal setting amee esrnodllesld ibn cowee off fhanxr J@end 5bh ddyy ssbhhodid s,

4, Fifty—oewen pereantt off J2evibhcbhiddeonundder tthe age of =ix are in
some kind of pra=achecl program. Almost half of these are enrolled
in programs under J@ewibh amuppdess. Thee diemandi ffor pre-school
programming ia expected te centimue at least 3-3 yeans, bhased upon

the number of yeunger siblinga of children already enrolled im
Jewish community pre=achoel programs.

5< It is estimated that ever ena»half ef these receivimy sene form of
Jewish education ((ages 5-21)) are gettimg it through am infeormal
setting, primarily camps and yeuth groups*

®. Im ffijsasd] LPA+-9P2 thhe FRddoniidon adlbeesedd $318847}1117 fremm itss
Campaigh in suppert of Jewish Bdueatier and related progiame. The
tetal allecated te all leeal agencies and programs was §3,1%2,8341,

General Demograplfed¢@red tdamegnaphilcse Hfewtheh Mididankiey Jewish Community

i, Eepuladdoon $iZzfe — 28,000 iadividuals? 12,000 houvedydPds households

2, Ffflliabdiom ~ T iSs esddiadedd thiadt 60 pereent of the Jewish
community is affiliated with synadedues; epproximately oue=thind]

are members Qof tha JFawilsh Samnmunity Bankgqn-

1



Program Ages ~ Agencies Enrolltnent Fed. Funding

jNursery School/ 2-5 cCJCc” JFS Day Care, 400 S235,438
Lubavitch Rursery School,
2 synagogue schools

Day School 4-13 Hillel Academy, Milwaukee Jewish 700 $840,396
Day School, Yeshiva Elementary School, *
Wisconsin Institute for Torah Study*

Congregation Schools 4-*18 8 Congregation Schools o 1,381 *x

Post High School 16-13 Wisconsin Institute for Torah Study 28 *

Camp 2-16 Jewish Community Center and 1,025 $153,778
Lubavitch Gan Israel

Youth Groups 13-17 B’'nai Birith Youth Organization 500 $54,236

Campus Groups 17-22 B'nai B ,rith Hillel Foundations 750 $134,372
Madison and Milwaukee

High School Activities 12-14 Milwaukee Association for $38,589

(eg. High School in Jewish Education (MAJE)

Israel, Panim E1 Panim,

Single Events)

(*Israel Programming Community Shaliach K $50,000
Educational Support Milwaukee Association for 77% of $262,384
Services (Consultation, Jewish Education community
Teacher Education, Teacher teachers
Resource Center) participate

in 1 or more
programs
Continuing Education Adult iJE-JJebrew Ulpan 35 $24,924
?C/MAJE~MeTtok™n illl*"'School 65
*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.



I1I. Current Community Needs in Jewish Education
A. Extending Jewish learning beyond the Bar/Bat Mitzwalh ages

Jewish education needs to be viewed as a lifelomg ocowmmitmerit.,
While 89 percent of childrem, ages 6-12 are enrolled im some formal
program, the "dropout® rate after Bar Mitzvah is dramatiic. Considerimg
the rates of membership at synagogues and the Jewish Community Cemtesr:,
there is a tremendous opportunity for involving families and indiwvidmaolls
in Jewiah eaducation experiences through campimyg, family eduoatiom
prxogxams, Israel trips and adult learmimg.

A number eof initiatives have begum to take form; 1) The Jewich
Community Center is preparing to address this challenge through adoptimg
a staff development program that enhamces its ability to incorporate
Jewish content into all areas of progmammimg;. 2)) A significamt portiom
of the Community Shmliauvh's time is being assigned teo workimg with B nai
BYrith ¥Yeouth Organization and the JCC in their teem programs and
reeruiting young people for Israel tripss. 3) The Federatiom has entered
into a partnership with synagogues to promote youmy people travelimg amnd
studying in Israel, through a "“Passport to Israel™ savings incemtiwe:
pregram.. Thik last effeort has beer stimulated through am imitial
endewment gift eof $100,000. It is hoped thal this initial conmitment
will stimulate ethers to follow its lead. 4) Several synagogues have
embarked upen aetive family educatien programs. MAJE, the JCC amd a
consertium of synagegues are jointly offerimg the Floremce Heltom Mimi
Seheel, a 126 heur adult education program. There are curreatly 66

studente enrolled.
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Schelazrehip Need

Evidenoce indicates that echolarship need, due te rising cowts
of educatiem, is exceeding the rescurces curremtly availabile
through the Federation's Campaign. A family of four, two adults
and two childrem, earning $40,000 - $50,000 wotuld need to spemd
approximately 25 percent of their income, or $9,500, to affiliate
with a synagogue, enrcll one child in a Jewish day school and ome
session of camp, and enroll the other child im day care. This mey
ultimately result in restricting a meaningful Jewishk educatiom
experience to the poorest who receive scholarships and to ocur mcwmt
affluent families who can afford to pay for it. This would excludke
the middle income group, the largest segment of cur commumity.. Ouwmx
community has been fortunate inm receiving am initial three yeax
grant of $750,000 from a private foundatiom to support families
enrolling their children in day schocls.. Howewen, fees for campinmg
and pre-school increased am average of 5-13 percemtt, Educatiem
programs to Israel now range betweem $3,500 and $5,000.
Teacher Recruitment and Traimimg

Recruiting and training qualified teachers and administrators
is cited by JESNA am the number one prehblem im communities across
the country. Therefore, the vast majority of available teaching
positiens are eoften filled by individuals who have not beem trairex
as Jewish eduecateoxs. Over 70 percent of the 200 Jewish clasuzoem
teachers in Milwaukee teaeh six hours per week or less. The numniber
ef fuyll-time pesitiens available are extremely limited and the
salaries and benefits thal are offered provide litkle incemtiwe two
draw gualified edueaters inte the field. This problem is

particuiazly acute ina a smaller commumity like Milvewkes, where
4



qualified teachers must often be recruited cutside the city.
The community"s primary teacher resocurce is MAJE. MAIE offews

staff development and consultative services to schools amd faculty

to provide teachimy, curriculum and overall school programwiing.
It maintaims a creativity resource center and a pedagegic librany..
MAJE also provides $21,200 in grants and incentives tco encourage:
their own professiconal developwent through local coursesm and
conferemces.. Approximately 77 percent of the commumity"s classroam
teachers use MAJE"6 services. As anm agency almost completely
dependent upon the Federation for its fundimg,, it has beem
seriously impacted by the Anmual Campaigm"s declime im recemt
years. The Federation is workimg with the agemcy to maimtaim
teacher recruitment and educatiom as a prioxity. A new endownamt
was established this year to Buppoxrt teacher traimimgy, which will
have a corpus of $100,000 by the end of 1992. Other altermatiwe
income sourxces are being sought to support special preojects im this
ares,
IXII. Essay - Milwaukee as a "Lead Community."

Milwaukee has demonstrated a history of commitment te improving Jewislh
education. Milwaukee ranks number eohe ameng all Greoup II cities im its
annual alleecatien te Jewish educatiom. It continues te develep and provide
top leadership te Jewish education committees and task ferces, beoth om the
lecal level as well as the national level. It also participates im mamy of
the national and interpatiemal educatioen programs that add new dimenmsions for
Jewish learning, sueh as Melitz, CLAL, High Scheel in Israell, the Floremce
Melten Mini Adult Seheoll, O0T2MA, Panim El Panim and March of the Liwiing.

Miiwaukee takes great pride in what it has achieved through cemtral

pianping. In the 1ast 10 years, the Federatiom constructed a commmity

5



eampuk, dedicating an entire complex to Jewish educatiem. It is unique in

that it houacec in one facility both a traditiomal Orthodox and a

Reform/Conservati_ve day school. This arrangement has resulted not only in

cont savings to the commumity, but has enhanced each schocl's ability te

appreciate different streams of Jewish thought. Milwaukee enjoys one of the
highest day school enrollmemt rates in the natiom. The demand is so great
that lbattypessr a giiffit off $OH0,,0000 wass seeunedsd tro hhuiilldd aan aslddifbemdl wiing..

Milwaukee ifso adls®o amee off cmlyy ffilnee oczommumiittisas iin thiee coounthry the cemplloy 2a

Community Shaliacth. Our Shaliash will fosus almost one~half of his time with

youth, working with BBYO and the JCC. FHe alsc will be heavily invelved im

premeting and regruiting teens for a wide variety of educatiomal experiemces

in Esraal.

Milwaukee has always asfbinesd too Hee an muoléd]l community. It econtsadoas
making Jewish education a liféddogy ppoueesswidtilh an @mphmsis oxn ARl amdd
Family Bducatiem and on improvimg the effectiveness of Jewish learmimg in
both formal and informal settimgsi. Milwaukee's primary educational goals
arasg
1. T exdtendl Jowdish: leanniingy Repandl e BaeiFaaul Mitzivwahhagee gpoupBs Hyy

effective utilization of both formal and informal exthcattiom mescources

such aas campis, Yoot gooupsgps, Usrael travel mmd joint efforts with
synagogues.

2. T nesihaee finangibdl bporidess whhekh ikt peperitditppstdon in  Jeseiishh
edugcation activities, particularly ameng middle and Jlower income
fapilies.

3. Po inerease recruitment, trainimg and retentiem of qualified perscommel
in all settings where Jewish educatiom takes place.

Although eur eemmunity has been seriously effected by a reduced Campaigm
achievement, over’ the last three years, several facters make our leadership

€



very hopeful for the future. First, over $1.5 milliewm has besp raised im
endowments to support Jewish edusatiem, over 25 perocent of which has beem
ganarated in the last two years. Several other individuzls bhave indicated

an jfinterest in creating significant new funds te suppert Jewish oducatiom
projeats. Second, & new local private foundatiom was sstablished this yeaw.
Ona of fits primary objectives iB to support Jewish educatiom. The trustess
have already committed $750,000 to the community in scholarship suppert for
Jewieh day mochools over the mext three yearws. Fimally, contimnimg f£imamoial
pressures on Jewish agencies and organizatioms have promoted a greater
willingness to work together to address common problems. The Fedenmttioanr
through ites Task Force on Jewish Eduzatiem, hopes to cultivate these bomds
and expand this partnership into the synagogues as welll.

Milwaukee's leadership views Jewish education em the primery mnethod for
ensuring itiés* cwawn Jlewish weontimdiyy. IRt ils pooodl of if&s hhidsboyy andd
schievements and is optimistic that they have provided the Sondbstilogn, floar am
even morxe prosperous future.

IV. Recent Community Initiatives ill Jewish Educatiom
A number of community initiatives have alreadly beem refexred two.

Highlighted below are brief descriptioms of the community’'s Jjoimt

scholarship preocens and it Passport to Israwl program which wy bediewbe

are particularly promisimgs.

A. Joint Scheolarship Process

In 15339 Lhhke FEadematiion ecothallidhsl a pedliayy thledt thiee
cemmunity's suppert for day scheel scholarshipe sheuld not be based
¥peR philesephical approaches teo Jewish educatiem or differemt
tuitioh rhabkescrligFediByihadiiidedl pethedls,. In the last two yedrs
it has implemented a jeint scholarship process that collects
applications from families and distributes suppert to schools based

7



upen finaneial need utilizing a standard scale for what familias
can pay. Initially this process was restricted teo determimimay
scholarship support for those families enrollimg their childrem im
the two Federation-supported Jewish day schools. With the support
of a $750,000 three year grant from a newly established priwates
foundatiom, this process has been expanded to include two Milwanlme
day schools not accorded Federation agency statwss. Last ypear
$722,030 was awarded in scholarships to 187 familiies, with am
average gramt of $3,900 per family. This represemts a 26 percemt
increase in the number of scholarships and an B percemt increase
in the average grant awaxded.
Pasaport toc Israel Savings Incentive Program

Milwaukee ip one of 10 commumities in the country that haw
initiated a "Passport to Israel™ savings incentive program. The
program stipulates that the Federatieom will match annually $1Q0,
for every child, beginning in third grade, along with am egual
contribution from the child's seynageogue and £family tewarndis am
accredited Israel experience whem the child reaches high schexil.
This program is being supported threugh an initial endowmenmt of
$100,000. The program alse inecludes a course of study, that is
being prepared by the Milwaukee Associatiem for Jewish Educatiion:.
It begins at the third grade level and continues urtil the child
travels to Israel. With ever 200 children currently enrclled at
the third grade level this year, it is hoped that other dopors will

be motivated to expand this fund.
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To: . Name Annette Hochstein
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From: Name Jack Ukeles
] If there is a problem with this transmission please call:

Gail  at (212) 260-8758

Message: Attached is the revised workplan and budget for Lead Communities Phase 2.
I’ll call you in the morning.



MEMORANDUM

To: Annette Hochstein
From: Jack Ukelt

Date: March 10, 1992
Subject: 1 enclosed

I enclose a draft of a memo to Steve with a revised workplan/ budget summary for Phase II
of UAI planning support for the Lead Communities Project. This is for our discussion
tomorrow.



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 implememntatieom.. of
prime interest was the notion that the response to the selectiom
process might offer large-scale opportunities for developmemt
that had not been considered so far (see memo of April 13, 1992).
Preliminary discussions and consultatiomns raised several issues
im regard to large scale developmemt,, primarily issues of human
and financial resources. As a result staff and consultamts
decided to reconvene following the preparation of a prejection of
estimated resources required for the whole project (staff meet—
ing of April I14it)..

There are several possible courses of action towards implementa-
tiom- In the analysis that follows we discuss three alternatives
and their implications:

2. ALTERNATIVES

A. Maximizing optiom:

Seize the emerging opportunity in order to involve all applicanmnts
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 additiem to se=
lecting @ small number of lead cemmunities, form a cealitiom of
applicant communities and link them with purveyers of programs
(e.g. JESNA, JCCA, training institutionr®) in an effort to engage
them all in the implementatioen of selected elements of preofes-
siegn buildimng, community meobilization and Israel experience.

B.. Original eptiem:

Proceed with the selection eof Lead Communities as originally
preposed. 3 Lead Communities will be seleected withim the next 4
months threugh a two-round selection process. The Lead Communi=
ties will engage in a five year program for large scale impreve=
ment effert of their Jewish edueatiem. The commumnities will be
invited t6 jeln a natienal planning seminay fer the detailed
design 6f the prejeek. This seminar of the three communities
selecked, will be undertaken under the leadership of the CIJE,



ahd will take plaee in parallel to the local planning process,
the self-gstudy and initial pilet programs. Full-scale implementa—
tion with foellow this first phase.

C. Mixed optiom:

I.Proceed with the selection of Lead Communities as origi-
nally proposed. 3 Lead Communities will be selected during the
next 4 months thrxough 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 corderonddr trotlose thse muomentame mndn tdred itteeresterest
generated by the project, undertake a limited versiom of optiom
{@).. Select one or two programs for implementatiom by all the
applicant communities and bring about their implementation (e.g.
a program wWwith CLAL ffor lay leadership training in Jewish educa—
tion; or a program with the training imnstitutioms for the in-
service training of supplementary school principals). This
imitiative, appropriately communicated to the Jewish community
at-large, could maintain the interest in the educatiomal endeavor
and hopefully energize others to undertake or offer similar
programs. If successful such programs may be the beginnimg of
larger imitiative to come.

Note: For alternatives B and C a brief review of the selectiom
criteria should be undertakem, to ascertain that they are commem—
surate with current perceptioms. In addition the timetable will
need to be revised in light of the three-week interruption in the
selection process.

3. RESOURCES REQUIRED

&.. Financial resources

Cost figures were reached by estimating the price for the various
elements of the project. Sinece there is a wide margim of
uncertainty, the summary figures offered here should be seen as
mo more than ballpark figures offered for discussion purpose.

The overall finaneial resoureces reguired for each of the above
optione differ markedly from each other. However the range of
coste to the CIJE is not as wide as might be assumed., It is
estimated that each eptien will reguire as felleows:

# ffull staffing of the CIJE or staffing equivalents (e.g. staff
planner or planning censultant)

# the Best Practieces projeet and

#* the Monitoring and Evaluatien project:;

# funding £6¥ expert €onsultants,

#  staff-travel, and meetimgs.

The estimated cost for these plus everhead is §750,000 te
$1,200,060 per year. The maximizing optien ecarries mere expert=



econsultatiom, mere 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 fFigures do noet inelude seed money to commumittiies.. 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 Commumitiies. However
amounts differ markedly with the following assumptiomrss:

1. that purveyors =- many of whom are keem to attract
elients =-- 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 reqtiire no more
than @ small incentive grant. Assuming six programs durimg the
first year and an imcentive grant of about $50,000 to eaclh,
$300,000 would be regquired.

2. That purveyors will not go along unless heavily subsi-
dized -— im which case the amount could be significantly higtesr.
This would have to be resolved in negotiations with the various
actors, purveyors and foundatioms..

The range of 750,000 to 1,200,000 should certaimly cover
options (B) and (@)..

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 optiomns.

What mneeds 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 (@) reguires: to plan the project and
coordinate it; to undertake extensive community relatiems, to
work with agencies and purveyers towards the design Bbf specific
program elements and their implementatiemw; te rum a year long
ongoing planning seminar with Communities); te coordimate imple-
mentation and communicate with all cencermed;; teo ensure an effee=
tive planning proecess, and ensure the content and guality imple=
mentation of programe through an ongeing consultative process
with a&ll invelved (purveyeors and communities)). Te launch a
monitoring and evaluation process foer all invelwed.

Let ws leek at seme 6f these ip more detaill. For example, Uto
undertake extensive cemmunity relationg™ invelves the following:

Intensive initial staff work te brief and pell all 23 eommumi-=
ties, all €IJE Beard members, More tham a dezemn purveyers of



programs and national agencies; foundation principals and staff;;
other imterested parties such as Commission members. Extensive
ongeing management of this process.

‘"o 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 commumi-—
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
dlevelopment of specific programs..

"to launch a monitoring and evaluation process for all involved™
would require to ask the Monitoring and Evaluation project (Adam
Gamoram) to develop a method for ongoing self-monitorimg and
evaluation by participating communities.. Community staff would
have to be trained and supervised in this work.

The mixed option () would require similar elements to be under—
takemn, however their scope would be much more limited and they
could be undertaken on a flexible timetable..

k Kk kk kkk ok

These are some of the items we may want to consider when weighing
the various alternatives ahead of us.

I
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April 20, 1992

The Lead Communities Project:

Alternative Strategies and Estimated Resource Requirememts

1. BACKGROUND

Given the large number of applicatioms 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 implememtatiam.. of
prime imterest was the notion that the response to the selectiom
process might offer large-scale opportunities for developmemnt
that had mot been considered so far (see memo of April 13, 1992).
Preliminary discussions and consultations raised several issues
in regard to large scale developmemnt, primarily issues of human
and fimancial resocurces. As a rezmullr; staff and consultamts
decided to reconvene following the preparation of a projectiom of
estimated resources required for the whole project (staff meet-
ing of April 14ih)..

There are several possible courses of actien towards implementa—

tion. In the analysis that follows we discuss three alternatives
and their implicatioms:

2, ALTERNATIVES

A, Maximizing optiom:

Seize the emerging opportunity in order te involve all applicants
ang, beyond in a large-scale, continental effort te improve Jewish

~ ~'midoaation in accordance with the agenda set forth by the Cemmis=
sion on Jewish Education in North America. 1In addition te se=
lecting a small number of lead communities,, form a coalitiem of
applicant communities and 1link them with purveyors of pregrams
(e.g. JESNA, JCCA, training institutiems)) in an effort te engage
them all in the implementatien ef seleected elements of profes=
sion building, community mebllizatien and Israel experiemrcs.

B.. Original eptien:

Proceed with the selection of Lead Communities as erigimally
proposed. 3 Lead Communities will be selected withim the next 4
months " throuygh>a twe=round selection proecess. The Lead Cemmuni=
ties will engage in a five-year program for large seale impreve=
ment effert of their Jewish educatiom. The communities will be
invited €to jein a national planning seminar foer the detailed
design of the prejeek. This seminary of the three ceomnunities
seleeted, will be undertaken under the leadership ef the €Iy,
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and will take place in parallel to the local planmnimng process,,
the self-study and imitial pilot programs. Full-scale implementa-—
tion with follow this first phase.

C.. Mixed optiom:

1 .proceed with the selection of Lead Communities as origi-—
nally proposed. Lead Communities will be selected during the
next 4 months ""tirommph a two-round selection process. The Lead
Communities will engage in a five-"year program for "Whaxpe scale
improvement effort of their Jewish educatiem,. e (B) abow=)..

2. In order not to lose the momentum and the interest
generated by the project, undertake a limited versiom of optiom
(B) .. Select one or two programs for implementatioem by all the
applicant communities and bring about their implementatieom (e.g.
a program with CLAL for lay leadership training in Jewish educa-
tion; or a program with the training institutioms for the in-
service training of supplementary school principals). This
imitiatiwve, appropriately communicated teo the Jewish commumiity-
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 beginnimg of
larger initiative to come.

Note: For alternatives B and C a brief review of the selectiom
criteria should be underttakeen”f£o ascertain that they are commen=
surate with current perceptions. In additiion: the timetable will
need to be revised in light of the three-wesd interruption in the
selection process.

3. RESOURCES REQUIRED

a. Financial resourees

Cost figures were reached by estimating the price for the various
elements of the project. Sinee there is a wide margim of
uncertaimty, the summary figures offered here sheuld be seen as
ne more than ballpark figures offered for discussion purpese” -

The overall finaneial reseoureces regquired for each of the above
options differ markedly frem eaech other. However" the range of
coste to the CIJE ie not as wide as might be assumed.. It is
estimated that eaeh option will regquire as fellowus:

* full staffing of the CIDE er staffing equivalents (€&.g. staff
planner or planning censultamt) ;

¥ the Best Practiees projeet and

* the Monitoring and Evaluation preject;

*  funding for expert €onsultamts,,

¥  staff-travel, and meetings.

The estimated cost for these plus everhead is $750,000 to
$1,200,000 per yea¥r. he maximizing optien carries Mere expert=



consultatiom, 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 ffor purveyors of programs.. Indeed; we estimate
that some seed money would be required for purveyors and that
some will certainly be required for Lead Commumitiies.. However
amounts differ markedly with the following assumptiicmss:

1. that purveyors -- many of whom are keem to attract
clients — will view the opportunity to work with the communities
as most welcome,, and will therefore carry out the weork, and
lcharge 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 negotiatioms with the various
actors, purveyors and foundatians.

The range of 750,000 to 1,200,000 should certainly cover
options (B) and (@)..

B.. Human Resources

Doing the worlk:

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 mere human resources thanp the
other two optioms.

What needs to be done?

We will refer only te the work required by the alternatives
beyond the three lead communities and ongeing CIJE werk.

The maximizing optien (@A) reguires: te plan the preoject amnd
coordinate it; te undertake extensive eommupity relatioms,, to
work with agencies and purveyers tewards the design ef specific
program elemente and their implementatiem; te run a year=lomng
ongoing planning seminar with Communities); te coordinate imple=
mentatien and communicate with all concermned;; to ensure an effec=
tive planning proecess, and ensure the content and guality imple=
mentation of programe threugh an ongeing consultative process
with all invelved (purveyore and commumnities) . Te launch a
monitoring and evaluatien process for all invelved.

Let us look at seme of these in more detaill. For example, "to
undertake extensive community relatiems™ invelves the feollowing:

Intensive imitial staff werk te brief and pell all 23 eeommuni-=
ties, all €IJE Beard members, Mo¥e than a dezen purveyers oFf



programs and national agemdee/,' foundation principals and Staff//l
other imterested 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 commumni-—
ties to help with the planning process, give quidance and expert-
advice when needed. They would alsc 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
Gamoram)) to develop a method ffor ongoing self-monitorimg and
evaluation by participating communities. Community staff would
have to be trained and supervised in this work..

The mixed option () would require similar elements to be under—
takem, however their scope would be much more limited and they
could be undertaken on a flexible timetable..

LI o o 2ol

These are some of the items we may want to consider whem 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 qgquality of the
response. Thus our feeling that the improvement of Jewish educa-
tion 1is 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 1impressive 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 Jgo.

b. Proposals 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
1
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have been at work for one, two or evemn more years, takimg stock
of the local situation and of educational needs.

¢. Applicant communities suggest expandimg their owm resourcs
allocation to Jewish educatioem. In spite of economic difficulties
they do not suggest cutting resources and severall write of ex—
panding these. Very few include conditiomal requests for support..

d. Viewed in the aggregate applicant communities touch uvpom alll
the elements and programmatic areas viewed by the Commissiom as
being conditions for systemic improvement and chamge.. For example
most mention the shortage of qualified personnel as a key problem
and often add details from training te salary improvement.. Mamy
write of the need for in-service traimirg.. Much of this is pre—
sented 1in the language of the Commissian.

e. At the same time many communities place their energy im impor—
tant but secondary programs {(e.g. holcocaust studies) rather tham
in the improvement of basic programs {e.g.. supplememntary
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 additiom 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 workimg with all the applicamt commummiittiiess..
These 23 communities could build a coalitiom for macro-chamge im
Jewish educatiom; a coalitiom for the meobilizatiem of humam
resources and for the developmemt of the professiom of Jewisth
educatiom. Conceivably several more communities may be interest—
ed to join when the program is fully articulated. We may find
that Foundations will be willimg te fellow the lead or joim the
plam. If we pool the organizatiomal ability and resources of
organizations such as CJF,, JES¥A, the JCCA; CLAL, the traimimg
institutioms, the denomimatiomal educatiom commissiors,, would we
not begin the process of systemic change. We find that there is a
lot of wisdom and potential for actiom that is mobilizable at the
present time.

5, Following careful consideration of implicatioms we may wamt to
engage the 23 applicant communities in jeinimg the CIJE for
taking critical planning and selection decisions, as well as
for participating in a broader-based project tham origimallly
envisiomed.. The communities themselves may be engaged im the
selection of Lead Communities, as plammed.

6. Engaging them might lead to modificatioms in our werk strate—
§y.. For example we may now consider a strategy that would
include several levels of implementation, == the most extensiwve
of whieh will be the 3=5 planned and full-=fledged Lead Commumni-
ties. Toe illustrate:



* 20 communities from among the 23 applicants may want to joim
the CIJE for limited efforts (e.g. in-service traimimg for all
their principals and a serious training program for their lay
leadership) ..

* 12 communities may want to join a more intemsiiwe,, but still
limited project (@.g. in-service programs for all their educa—
tors; Israel incentives savings plams; an increase in trawvel 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 willimg to move
beyond the above scope of endeavor and to be the vanguard for
systemic change.

* The communmities tthemselwes might lesd tthe selection process
through participation in a continental planning semimar convemned
by the CIJE at which both the process and the contemt will be de-

s igmed..

7. There are major potential advantages to such a poolimg of
efffortt::

a. the critical mass and power generated by this nmetwork will
open possibilities that are not available to single communiitiess,
e.g. training institutioms may be willimg te commit their re-
sources to the implementation of special programs because of the
large populations involwed.

b. this coalition of communities will allow to combime the wisdom
of all participamts, and one anticipates that much mutual learm—
ing and support could take place in the desigm and development
process..

c. The climate throughout the communities amd perhaps even
throughout North America might be significantly affectsd.

8. The implementation of a program of such scope would raise
major challenges of content and resources.. The reguired orgami-
zatienal, staffimg, management, and funding resowressss, heed to
be carefully estimated and plammed, their feagibility assessed.
Preliminary thoughts in thies area ineclude:

a. R program of this Kind goes beyond the initial assignment of
the CIJE. Ites success depends among other en the CIJE and its
leadership'"s ability to recruwitt, pool and manhage varied re=
seurees. Seo for example CLAL may be the address for the leader—
ship training endeavors; JESNA may take on much of the communica=-
tions, diseeminatien and coordinatiom effort with communittiess;
CAJE could effer speeially designed programs for educators;
training institutiens in Nerth Ameriea anhd iR Israel could under-



take the design and development of in=-serviece training programs
== SQmMe 1R coenjunetien with their MAF training gramts.

b. Foundations might respond te a eall te give priority te the
participating communities. This may be true for the CRB Founda-
tion in Israel programs; for the Cummings Foundatiom in Il
~aupplewent ry--esinlml. inprovement efforts;; for the Revsom Founda-
Eien in the use of communications technolegy;; for Hausdorf's
Foundatioen in helping day schools; the Blausteim Foundatiom for
research, etc...

¢, Funding will be regquired of commumities themselwess, amd
imdications are that communities may be willing to fund partici-
pation in good programs. It may well be that ability/williimgness
to ffund participation will be a key factor in commumities' 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 leadershigp. Now may be the time
to re-visit SHHMi'"s notion of creating the "Fellows of the CILJEY, a
group ©f perhaps 20-30 experts (mostly successful educators or
academics with field experiemocs)) who would be available as com—
sultants to communities in their planning and inmnplementatiiom
efforts and would also act as a professiomal advisory group to
the CIJE.

The imternal funding needs of the CIJE will be planned and
reviewed —— including funds for its own staff and consultamts or
ffor seed-money that may be required.

e. A fumdraising and funding strategy needs to be developed at
this time.

9. Im Light of this analysis, MLM decided to conveme a consulta~-
tion meeting in New York City on May 3rd, 1992 to consider alter—
native strategies for implememtatiem. At that meetimg assump—
tions that have guided the project would be reviewed and alterma—
tives discussed with a view of maximizimg the impact of the
present momemtwm, and bringing about inplementatiom of the cor~
missien's recemmendations., The overalll conecept will not be
changed ((Lead Communities as a meams for in=depth change and
improvememnt));; ner will the timetalble chamge (Launchimyg the
project fellowing the Board Meeting of August 25, 19%2).. Tihe:
process and extent of involvement may chamgre.

10. Participants im swch 2 meeting would inelude MLM and staff,
Chuek Ratner (chair ef the €IJE's Lead Cemmunity Commitiftssd),
possibly additiemal members of that committee. lay and profes—
sional heads of the partner organizatioms (CJF,JESNA,IJCUR) amd
pesseibly EIJE eensultamts. (Exhibit 2).



11. e agenda of the mmeetiimg woulld consiist off @ oorssidhaesati bon
of alternative strategies. I will prepare a further documemt
following your instructions and consultatioms with staff..

12. AA "teapee!lprosesss (nembeess off thee QIO Breardly Ileset Clommumii—
ties Committes)) and a communicatioms program should precede the
meetimg.. Communities need to be effectively briefed {(to preempt:
rumors and build anticipatiam) . Conclusioms and possibly deci-
sions would be communicated to applicamt communities possibly by
May 5th as originally planmed.
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Date

03/25/92
03/27/92
03/30/92
03/30/92
03/30/92
03/30/92
03/30/92
03/30/92
03/30/92
03/30/92
03/31/92
03/31/92
03/31/92
03/31/92
03/31/92
03/31/92
03/31/92
03/31/92
03/31/92
03/31/92

Stale

BC
Wi
CA
MAN
MD
MO
NJ
NY
OH
ONT
CO
DC
FL
FL
GA
MA
NY
PQ
R!
X

rnuN- 1wo.

CUE LEAD COMMUNITIES
Pre-Proposal Application

Cltv Jewish Pop
Vancouver 20,000
Milwaukee 28,000
San Diego 42,000
Winnipeg 14,800
Baltimore 94,500
Kansas City 19,100
Metro West 121,000
Rochestor 25,000
Columbus 15,000
Toronto 135,000
Denver 46,000
Washington 165,000
PalnvBeach County 65,000
South Palm Beach County 52,000
Atlanta 67,000
Boston 200,000
New York/Suffolk 98,000
Montreal 95,000
Rhode Island 17,500
Dallas 36,900

EXTENSIONS GIVEN TO THE COMMUNITIES LISTED BELOW

04/02/92
04/02/92
04/06/92

*

not ellglbl 0

CT
ONT
CA

Hartford 26,000

Ottawa* 13,500

Oakland 35,000
54/300

[accorjih® to ike a.ppl1'crl10hsm1/563,5,3-", ]



Exhilsit 4
Exhibit 2
POSSIBLE PARTICIPANTS IN MAY 3RD MEETEING, NEW YORK

MLM

HLZ

Shulamith Elster
Chuek Ratner
Stanley Horowitz
Annette Hochstein
Ginny Levi

Steve Hoffman

Art Rotman

Jon Weocher

Marty Kraar

The Presidents of JCC, JESNA and CJF
Art Naparstek
Barry Holtz

Jack Ukeles

David Finm
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MONITORING, EVALUATION, AND FEEDBACK IN
LEAD COMMUNITIES

I. WHY 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.



II. WHAT ARE THE OBJECTIVES QILTHE
MONITORING AND EVALUATION PLAN?

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.



IHI. WHAT TS THE CONTENT OF THE MONITORING
AND EVALUATION PLAN?

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. WHAT ARE THE METHODS OF MONITOR!! *ND
EVALUATION?

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.

3
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Rough Draft

8/26/92

Memorandum of Understanding
Agreement made this  day of , 1992 between the Council for Initiatives on Jewish
Education (CUE hereafter), and [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.

L. 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 communities 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 Action 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 Committee 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 reiigiou”movements represented in the community. The Committee will

Provide opportunities (such as town meetings or subcommittees) for stakeholders 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”-eftf-year)

uAd m ?



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 education.including.........

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 - AWk / pvIsI , w42

Utilize the results of~*e CIJE monitoring, evaluation and feedback project.

During the Planmng phase, CUE agrees to: 7 - 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 ar?s.

1 v n
Develop and.implement a monitoring, evaluation and feedback system/*Ap Movvaaa”
fojj btftPv-.
| Convene lead communities for periodic meetings on commbn concerns. Tex@® Cltvt

IS§Ii£; (include ArtidrThase=in this agreement oronly the Plannirig 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 Action phase, CUE agrees to:

m?

ISSUE: Define how the community and CIJE will work together?

ISSUE: CUE Role in relation to community plans —agree to? participate in developing?



3 TERM

This Memerandum shall be effective as of the day and year first written abowve, and shalll expire
two years after such commencement date, unless the agreement is sooner terminated as provided
hereinafier. This Agreement may be terminated by reason of any failure in the performance of
this Agreement by one of the parties of 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 tham
30 days after written notice of the imtent to terminate; such notice shall include the reasens for
such termination.

IN WITNESS WHEREOF, the parties hereto have caused this agreememt to be signed the day
and year first written above.

CUJE Federation
By: By:
Title: Title:

Date: Datie:




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 1s one of those recommendations, but it 1s 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 1local
level, parallel to the Council for Initiatives 1in
Jewish Education, to be a catalyst for the

implementation of these recommendations;

5. The fifth recommendation is, of course, the 1lead
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 1is an infusion of outstanding personnel
into the educational system, where the 1importance of Jewish
education 1is recognized by the community and its leadership and

where the necessary resources are secured to meet additional
needs.

The vision and programs developed 1in Lead Communities will
demonstrate to the Jewish Community of North America what Jewish
education at its best can achieve.
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%,  The head Community prejest will invelve all or most Jewish
educatlion acters in that commumity. It 1is expected that lay
headers, edueators, rabpis and heads of educatiomal institutioms
of all ideclegical streams and points of view will participate im
the planning group of the preject, to shape it, guide it and take
RPRxXE im decisiens.

3. The Lead CommuRity preject will deal with the major educa-
tional areas =- these in which most people are involved at some
peint in their lifetime:

Supplementary Schools
Day Schools

JCCs

Israel programs

Early Childhood programs

N I

Im addiition to these areas, other fields of interest to the
specific communities will also be included,, e.g. a commumity
might be particularly interested in:

- Adult learning
~ Family education
~ Summer camping
= Campus programs
- ete....

4. Most or all imstitutions of a given area will be involved im
the program (e.g. most or all supplementary schools)..

5. A large proportion of the community's Jewish populatiom will
be imvolved.

c. WSO

A Lead Community will be characterized by its ongoimng interest im
the goals of the project. Educatiomall,, rabbinic and lay leaders
will preoject a visien of what the cemmunity hopes to achieve
several years hence, where it wants to be in terms of the Jewish
knowledge and behavior o¢f its members, young and adwltt. This
visien ceuld imclude elemente sueh as:

adolescents have a command of spoken Hebrew:;

inttermarriage decreases;

many adults study classiec Jewish texts);

educators are gualified and engaged in ongeing traimingy;
supplenentary school attendanee has inereased dramaticallws;

& locally produced Jewish histery eurrieculum 1s echanging the
way the subjeet is addressed in fermal eduecatiiomw;

the lLecal Jewish press is edueating through the high level eof
its ceoverage of key issues.

The wvisiem, the geals, the content 6f Jewish edueatiom will be
ad@ressed at twe levels:
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1. At the eommunal level the leadership will develop and artic-
ulate a notion ef where it wants to be, what it wants to achiews..

2, At the level of individual institutioms or groups of insti-
tutions of similar views (@.g., all Reform schools), educators,

rabbis,, lay leaders and parents will articulate the educatienal
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 commumities to
face complex dilemmas and choices {(#.9., the nature and level of
commitment that educational imstitutions will demand and aspire
to) .. At the same time they will re-focus the educational debate
on the content of educatiom.

The Institutions of Higher Jewish Learmimy, the denomiiratiarss,
the national organizations will join in this effort, to develop
alternative visions of Jewish educatiem. First steps have already
been taken (e&.g., JTS preparing itself to take this role for
Conservative schools in Lead Communities) ..

D. BUILDING THE FPROFESSTION OF JEWISH EDUCATTON

Communities will want to address the shortage of qualified persommel
for Jewish educatien in the following ways:

1. Hire 2-3 additional outstandimg educators to bolster the
strength of educational practice in the community and to energize
thinking about the future.

2. Create several new positioms, as required,, in order to meet
the challenges. For example: a director of teacher educationm or
curriculum developmemt, or a director of Israel programmiimg.

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 scheooels; adult education in
community centers) .

4, Invite training institutions and other national resources to
join in the effort, and invite them to undertake specifiec assigm—
ments in lead commumities. (E.g. Hebrew Unicn College might
assume responsibility for in-service education of all Reform
supplementary school staff. Yeshiva University would do so for
day~schoollss

5. Recruit highly motivated graduates of day schools whe are
students at the universities in the Lead Community te comnit

themselves to multi-year assignments as educateors in supplemen—
tary schools and JCCs.
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%. Develop a thoughtful plan to improve the terms of employmemt
of educators in the community ((@mcluding salary and benefits,
career ladder, empowerment and involvement of front-lime educa-—
tors in the Lead Community development process..))

Simultaneously the CIJE has undertaken to deal with continemtal
initiatives to improve the personnel situatiom. For example it
works with foundations to expand and improve the traiming capa-—
bility for Jewish educators in North America.

E. DEVELOPING COMMUNITY SUPPQRT

This will be undertaken as follows:

1. Establishing a wall to wall coalitiom im each Lead
Commumity, IiImcluding the Federatiam, the congregatiwmns, day
schools, JCCs, Hillel etc..

2. Developing a speciiall rellatiicorsthip tw reddis amd sysagpapoee s .

3. Identify & lay "Usampbor" wito wiilll resomiit @& lesdership
group that will drive the Lead community process.

4. Trmresese ool fumtdiingg fHor (Pesbsh estdiceidt don .
5. [DeEreellogp @& wilsilon for Jeaeidh edlusatibon iin ttee coommuniyy .

®. Involve the professionals in a partnership to develeop this
vision and a plan for its implementatiam.

7. Establish a lboedl iimptementitdéon mmebhamnism wwilth aa ppebdfes—
sional head.

8. Encourageamnonq@oigigp pubild od dhiecusmimonobfamhd advocacy for
Jewish educatiom.

F. THE ROLE OF THE CIJE IN ESTABLISHING LEAD COMMUININTRE:

The CIJE, threugh its staff, consultants and projects will
facilitate implementation of programs and will ensure continemtal
input inte the Lead Commumities. The CIJE will make the followimg
available:

I.. Best Practlees

A project te create an inventory of geed Jewish educatiemal
practice was launched. The project will offer lLead Communities
examples of educational practice in key settings, mnetheds, and
topies, and will assist the communities in "impertimg,
Ytranslating,™ "re-inventimg™ best practices for their leeal
settimgs..
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The Best Practices initiative has several interrelated
dimensiens- In the first year (1991/92) the project deals with
best practices in the folleowing areas:

=— Supplementary schools

=— Early childhood programs

-- Jewish community centers

—-— Day schools

-- Israel Experience programs

It works imn the following ways:

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, (®.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
procgrams and report about these in writimmg.

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 commumniity..

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 te improve and correct
implementation in each Lead Commumityy..

b. to evaluate progress in Lead Cemmunities —- assessimg,
as time goes on, the impact and effectivenmess of each
program, and its suitability for replication elsewhere..
Evaluation will be conducted by a variety of metihedss. Data
will be collected by the local researcdhwr. Analysis will be
the responsibility of the head of the evaluationm team with
two purposes in mind: 1) To evaluate the effectivemness of
individual programs and ef the Lead Cemmunities themselves
as models for change, and 2) To begim to create indicators
{e.g., level of partiecipation in Israel programs;; achieve-
ment in Hebrew readimg) and a database that could serve as
the basis fer an engoing assessment of the state of Jewish
education in Nerth Ameriea. This werk will eontribute in the
long term te the publication eof a periedic "state of Jewish
education® freport as suggested by the Commission.
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C. The feedback-lowp: findings of monitorimg and
evaluation activities will be continuously channeled to
local and CIJE planning activities in order to affect them
and act as an ongoing correctiwe. In this manner there will
be a rapid exchange of knowledge and mutual influence
between practice and plannimg. Findings from the field will
reguire ongoing adaptation of plams. These changed plans
will in turm, affect implementation and so on.

During the first year the field researchers will be
principally concerned with three questions:

{@) What are the visions for change in Jewish educatiom
held by members of the communities? How do the visioms wvary
among different individuals or segments of the commumity?
How vague or specific are these visioms?

(b} What is the extent of community mobilizatiom for
Jewish educatiom? Who is involwed,, and who is not? How broad
is the coalition supporting the CIJE's efforts? How deep is
participation within the various agencies? For examplss,
beyond a small core of leaders,, is there grass—-roots
involvement in the commumnity? Te what extemt is the
community mobilized financially as well as in humam
resources?

{c} wWhat is the nature of the professiomal life of educaters
in this community? Under what conditions do teachers and
principals work? For example, what are their salaries and
benefits? Are school faculties cohesiwe, or fragmented? Do
principals have offices? What are the physical conditioms of
classrooms? Is there administrative support for innovation
among teachers?

The first guestion is essential for establishimg that
specific goals exist for improving Jewish education, and for
disclosing what these goals are. The second and third
questions concern the "enabling optioms™ decided upon in A
Time to Act , the areas of improvement which are essential
to the success of Lead communities: mobilizing commumity
support, and building a profession of Jewish educatian.

3. Professienal serviees:
The CIJE will offer professienal serviees to Lead Comnumnitiess,
imcludimes
a. Educational censultamts te help intreduee best
practices..

b. Field researchers for meonitering, evaluatiem and feed=
back.
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T Blladimiing asssiistamce a5 nmeguireds
a. Assiistanee  in motilibzing e ccommantgy .
4, Funding facilitation

The CIJE will establish and nurture contacts betweem foundaticoms
imterested in specific programmatic areas and Lead Commumities
that are developing and experimenting with such programs (e.g.,,
the CRB Foundations and youth trips to Israel;; MAF and persommnel
training; Blaustein and research) ..

3. Links with purveyors or supporters of programs

The CIJE will develop partnerships between national organizations
(ee.g., JICCAR, CLAL, JESNA, CAJE), trainimg institutioms and Lead
Communities. These purveyors will undertake specific assigmments
to meet specific needs within Lead Commumnitiesss..

G. DEADD COMMINITFES Afr WORKK

The Lead Community itself will weork 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 plam and see to the
implementation and monitoring of programs.

What will this local mechaniem (the local planning group) do?

&. It wdilll corvesnee @llll Hiee adiores ;
b. It wdillll legapedh aan aorgpcitgg plammirgpnocessss Anand
c. It wiillll disell wiitth aooriteerit in tiled ofid dVowdngamaaner .

i. It will make sure that the content is articulated amd
is implemented.

2. Tegether with the team ef the Best Practices preject
and with €the C€hief Education Offieen, it will integrate the
varieus ecentent and pregrammatic coodpronEts iirito aa wHwle.
Fer example: it will integrate fermal and ipfermall prodrains.

It will see €e it that IR anyw given awrea (¢edg., Israel
experienee)) €the vigien pieee, the @gvals; are articullated by
the varieus aetors and at the varicws levels;

-- by individual institutiens

-— by the denefinatiens

== Hyy i conmiiiithy a5 & wHwle .

In additiom, dealing with the eentent will iavelve havimng a
VYeream department" eor “Yblueskying umnik," aimed at dealing
With iRRevVatiens and change in Ehe programs iR the cemhupity
(Yhis 1§ elaberated iR 3 separate paper).
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H. LAUNCHING THE LEAD COMMUNITY —- YEAR ONE

Puring 1its first year ((1992/93) the project will include the
followimg:

I Negotiate an agreement with the CIJE includimg:
a, Detail of mutual obligatioms;;
b. Process issues -- working relatioms withim the
cemmunity and between the commumity, the CIJE and other
organizations
e, Funding issues;

d. Other..

2. Establish a local planning group, with a professional staff
and with wall-to-wall represemntation..

3. Geerinmgrup amttivitties, eeq., Dregeamwe aa llyesar  palam,
undertake a self-study (see 6 below), prepare a 5-year plam.

4. Locate and hire several outstanding educators from outside
the community to begin work the following year ((1993/94))..

5. Prellimiimsry impllenemtation "o pilot projects that reswlt
from prior studies, interests, communal pricrities.

®. Undertake an educational self-study, as part of the planming
activities:

Most communities have recently completed social and demographic
studies. Some have bequn 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 intec the self-
study. However, the study itself will be designed to deal with
the important issues of Jewish educatiam in that commumitty.. It
will include some of the following elememts:

a. Assessment of needs and of target groups (cliemnts).
b. Rates of participatiieon.
c. Preliminary assessment of the educaters in the community

(e.g., their educaticnal backgrounds))..

The self-study will be linked with the work of the momnitorimyg,
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.,

T e e Wk N W
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August 10, 1992
LEAD COMMUNITIES AT WORK

A. INTRODUCTION

The Commission on Jewish Educatiom in North America completed its
work with five recommendatiens. Tihe establlishinent oflchdad
communities is one of those recommendations, but it is alse the
means or the place where the other recommendations willll be played

out and implemented. Indeed, a lead community willll demonstirate
locally, how to:

1. Build the proffessiion of Jewish educstibon and therdy
address the shortage of qualified persommell;;

2. Mobilize commumiitty swpport to the cause of Dewisgh
education;

3. Devellagp a researdh capabilliitty whicth wiilll proviidde thee
knowledge needed to inform decisions anmd guide
development., In Lead Qommumities tbhis wwill] Ihe
undertakem through the momiittariireg, cendbuatdon amd
feedback project:

4.  [Esttaabllitssh an implementat bon meedhanisgm aat thkee llgad ]
level,, paralllell] to the Council for IIniitthatiees iim
Jewish Educatiom, to be a catalyst for the
implementatiom of these recommendations:;

5. The fiffthh recommendbativon iis, of coumse, titee Illemald

community itself,, to functiom as a locall laboratery for
Jewish education.

B. THE SCOPE OF THE RROUECT

1. A Lead Community willl be an entire community emgaged im a
major development and improvement program of its Jewn edwuca=
tion. Three modell communities willll be chosem to demomstrate wha't
can happen where there is an infusiom of outstandimg personmdl
into the educatiomall system, where the importamce of Jewish
education is recognized by the community and its leadership amd

whegf the mecessary resources are secured te meet additigrdl
needs

The vision and programs developed im Lead Commumities willl]
demonstrate to the Jewish Community of North America what Jewish
education at its best can achieve,

2. The Lead Community projeet willl invelve alll er most Jewish
education actors in that commumity. It i3 expected that lay
leaders,, educators, rabbis and heads of educatijorll institutions
of all 1ideolegicall streams and poinmts of view willll participate im

the planning group of the project, to shape it, guide it and take
part in decisioms.



3.The ThedleadnGammunihy jproject] witdl dealhwith tthe nmgjor cdduga—

tignal  areas —- thesecin whieh wost people are iinvalvad at some
peiAt in their lifetime:

= %uﬁglemeﬁtafy Sehoels
Eagc chools
§

srael programs
Barly Codildhood programs

In addutienonteo, thesee areas, odhar fields eof iinterest to the
specific communities will alse be included, e.g. a commumity
might be particularly interested in:

Adult Tlearning
Family education
Summer camping
Campus prografms
ete. ..

4. Most or all imstitutions of a givem area willll be inveiwed im
the program (e.g. most or all supplementary scheolls).

5. A large proportion of the community's Jewish population willl
be imvelved.

C. VISION

A lLead Community willl be characterized by its ongoimg interest im
the goals of the project. Educatiomall,, rabbimic and lay leaders
73 will project a vision of what the community hopes to achiiewve
severall years hence, where it wants to be im terms of the Jewisgh
kmowledge and behavior of its members, young and adwltt. This
vision could include elements such as:

adolescents have a command of spokem Hebrew;

imtermarriage decreases;

many adults study classic Jewish texts; ' o
educators are qualified and engaged in ongoimg traimiimay;
supplementary schooll attendance has increased drammtﬁ@aﬂmw;

a locally produced Jewish history curriculum is changing the
way the subject is addressed in formall education;

the local Jewish press is educatimg through the high lewd] of
its coverage of key issues.,

The vision, the goals, the content of Jewish education willl be
addressed at two levels:

1. At the commumall Tevell the leadership willl develop and artic—
wlate a motion of where it wants to be, what it wamts to achicowve.

2., At the level of individwuall institutions or groups of insti-
tutions of similar views (e.g., &ll Reform schools), educators,
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ggg é@,, lay leaders and parents willl articulate the educatiiond]l

It is antiecipated that these activities willl create much debate
and ftermept in the community, that they willl focus the work of
the Lead Communities on core issues facing the Jewish identity of
North Amefigéﬂ_%ewfﬁ, and that they willl demand of communmities to
face complex dilemmas and choices (e.g., the nature and lewell of
commitment that educational institutioms will demamdd and aspire

to).. At the same time they will re-focus the educatiomall debate
on the content of educatiemn.

The Imstitutiens eof Higher Jewish Learnimg, the denomimatiions,
the natienal organizatioms willl jeim in this effert, to develop
alternative visiens of Jewish education. First steps have already
been taken (e.g.,, JTS Erepafimg itself to take this role for
Conservative schools in Lead Commumitiies). .

D. BUINLDING THE RROFESSION OF JEWISH EDUCATION

Communities will want to address the shortage of qualified persannel
for Jewish education in the followimg ways:

1. Hire 2-3 additiomal outstandimg educators teo bholster the
strength of educatiomall practice inm the community and to energize
thinking about the future.

2. Create severall new positioms, as required, im order to meet
the challenges. For example: a director of teacher educatiom or
curriculum developmemt,, or a director of Israell programmimg.

3. Develop ongoing in-service educatiom for most educators im
the community, by programmatic area or by subject matter (e.g.the
teaching of history in supplementary schools; adult educatiom im
community centers))..

4. Invite training imstitutions and other natiomall resources to
join in the effort, and invite them to undertake speciffic assigm-
ments in lead commumities.. (E.g. Hebrew Unieom C@ﬂﬂ@?@ mi gihtt
assume vresponsibility for in-service educatiom of alll Reform
supplementary schooll staff.. Yeshiwa University would do so for
day-schools)

5. Recruit highly motivated graduates of day schools who are
students at the universities in the Lead Commumity te commit
themselves to multi-year assignmemts as educators im supplemem—
tary schools and JCCs.

6. Develop a thoughtffwll plam to improve the terms of employment
of educators in the community (includimg salary and bemeffiitts,
career ladder, empowerment and involvement of front-lime educa—
tors in the Lead Community develeopment process..))

Simultaneously the CIJE has undertakem to deall with contimentad]



initiatives te impreve the persemiell situwatien. For example it
works with foundatiems to expand and improve the traimimg capa-
bility for Jewish educators in North America.

E. DEVELOPING COMMUNITY SUPPORT
This will be undertakem as follows:

1. Establishimg a walll te walll coalitiem im each Lead
Community,, includimg the Federatieon, the congregattiions, day
schools, JCCs,, Hillel etc..

2. Developing a special relationship to rabbis and symagogues.

3. Ideémtifyy a lay "Champion™ who willll recrwiitt aa leadership
group that will driiwe die llevald communitly poeceess.

4, Imoregse loeed] ffundirg fHor Jdewssh ceducation.
5. Dewelgp a wisibon ffor Jewtshh eduedtben in thlee coommunity.

6.  Imvolve the professiomals in a partnership te develop this
vision and a plan for its implememtatiion.

7. Hetehlliisth @ Naped] implemertatbon medkanssm wiith a profes-
sional head.

8. Ebrooragee an omgoimg public discussion of and addvoeary ffor
Jewish education.

F. THE ROLE OF THE CIJE IN ESTABLISHING LEAD COMMUNITIES:

The CIJE, through its stafff,, consultamts and projects willl
facilitate implementatiom of programs and willll ensure comtimeritd]
itrmpgiﬁ l1;)11?1;9 the Lead Communities., The CIJE willll make the followimg
available:

1. Best Practices

A project to create an inventory of good Jewish educatiomal
practice was launched. The project willl offer Lead Communities
examples of educatiiomal practice in key settimgs, methods, and
topics, and willl assist the communities im “importimg,™
"ﬁggmlatiﬂ@,, " fre={inventimg™ best practices for their logal
settings.

The Best

Practices initiative has severall interrelated dimem= sions. Im
the first year (1991/92) the project deals with best practices im
the follewing areas:

== Rypp ramertary ssdved bs
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Early childhood programs
Jewish cowmunity centers
Day scheols

Israell Experience programs

It works in the following way:

a. _ First a group of expeptstsinireachchspecific area iis
recruited to work in an area (e.g.,, JCCs)., T copentis are
brought tegether to define what characterizes best practices
in their area, «e.gﬁ, a good supplementary schenl] has effec—
tive methods for the teaching of Hebrew).

b. The experts then seek out existimg examplles of good
programs in the field. THayy undelrtakie siite wiisits to
programs and report about thesee inn wwrnitting.

As lead communities begin to work, experts from the abowe
team willl be brought inte the lead commumity to offer
guidance about specific new ideas and programs, as wellll as
to help import a best practice inte that communiithy.

2. Monitoring Evaluatiom Feedback

The CIJE has established an evaluatiom project. Its purpose is
three-fold:

a. to carry out ongoing monitorimg of progress im Lead
Communities, 1in order to assist community leaders, planmers
and educators in their work. A researcher willll be commis=
sioned for each Lead Community and willll collect and analyze
data and offer it to practitiomers for their comsiderattion.
The purpose of this process is te improwe amd correct
implementationm in each Lead Commumftty:.

b.. to evaluate progress in Lead Commumities — assessiimy,
as time goes on, the impact and effectivemess of eawh
Erogr@m, and its suitability for replication elsewhare,
valuation will be conducted by a variety of meltthols. Data
will be collected by the locall researcher. Amalysis willll be
the responsibility of the head of the evaluation team witth
two purposes in mind: 1) To evaluate the effectivemess of
individyall programs and of the Lead Commumities themselwes
as models for change, and 2) To begim to create indicators
(e.g.,, level of participatiom in Israell programs; achieve-
ment in Hebrew readimg) and a database that could serve as
the basis for an ongoing assessmemt of the state of Jewish
education in North America. This work willl contrilbute {m the
long term to the publicatiom of a periedic ‘“state of Jewish
educatiom™ report as suggested by the Commissiion.

€. ~ The feedback=lloon: findimgs of momijtorimyg amd
evaluation aetivities willl be eontinuousily ehamnel®ed to
loeal and CIJE planning aetivities in erdeyr to affeet them
and get &8s ah ongoing eorrective. In this mamher there will
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be a rapid exchange of knowledge and mutwal influemce
between practice and plannimg. Findings from the field willl
require ongoeing adaptatiom of plans.. These changed plans
will in turm, affect implementatiom and so om.

During the first year the field researchers willll be
principally concerned with three questions:

«a% What are the wisions for change in Jewish educatiom
held by members of the communities? How do the visioms va
among differemt individuals or segments of the commumi ty?
How vague or specific are these visioms?

gb). What is the extent of community mobilizatiem for
ewish education? Who is involwved, and who is not? How bread
is the coalitiom supportimg the CIJE's efforts? How deep is
garticﬁpatﬁ@m withim the variocus agencies? For examplle,

eyond a smalll core of leaders,, 1is there grass-roots
involvement in the commumity? To what extemt is the
community mobilized financially as wellll as 1im human
resources?

{(€) What is the nature of the professiomall life of educaters
in this community? Under what conditioms do teachers and
Erincipaﬂs work? For example, what are their salaries and
enefits? Are schooll faculties cohesiwe, or fragmented? Do
principals have offices? What are the physicall conditioms off
classrooms? Is there administrative support for innovatiaon
among teachers?

The first questiom is essemtial for establishimg that
specific goals exist for improvimg Jewish educatiion, and for
disclosimg what these goalls are. The secomdd and third
questioms concern the "enablimg optioms™ decided upom im A
Time to Act , the areas of improvement which are essemttiidl
to the success of Lead communities: mobilizimg commumity
support,, and building a professiom of Jewish education.

3. Professiionall services:
The CIJE willll offer professiomall services to Lead Commumitijess,
includiing:
a. Educatiomsll consultamts to help introduce best
practiices,
gu « Field researchers for monitorimg, evaluation and feed~
ack.
C. Plannimg assistance as required.
d. Assistance in mobilizimg the commumiithy.



4. Fundimg facilitation

The CIJE wiflll establish and nurture contacts betweem foundations
interested in specific programmatic areas and Lead Communities
that are developimg and experimentimg with such Erogr@ms (e.g...
the CRB Foundatioms and youth trips to Israell;; MAF and persomnel]
trainimg; Blausteim and research).

5. Links with purveyors or supporters of programs

The CIJE willl develo gartmershﬁms betweem natiomall organizatioms
ge.gm,_JCCﬂ, CLAL,, JEOSWA, CAJE),, training institutioms and Lead
ommuni ties. These purveyors willl undertake specific assignmenmts
to meet specific needs withim Lead Communities.

G. [LEAD OMNDNTTES AT WK

The Lead Community itself willl work in a manmer very similar to
that of the CODJE. In fact, it is proposed that a local "CIJE"
should be established to be the mechanism that willl plam and see
to the implementatiom and monitor the programs. What willl this
locall mechanism (from hereomim: "the locall planning group™) do?

a. Ikt wiil]l cwoneaee a1l thtee aadboss ;
b. It wiill lkaurdh aan cogcheg plannirg process; and and
c. Ikt wiilll dded] wiitbh cortbernt fim tihe ofidblgwimgnmanner,

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 componemts
and programmatic compomemtts intied avhwHele .Fdrorexamample:
integrate formal and informall programs.. In terms of the
Israell Experience that the wisionpiptece, the goals, ane
articulated by the wamiious actors amdl at the veariiouss 1kaells:
-- by individwall iinsstiitutions

-- by the denominatieoms

-= by the communmity as a whele.

In additiom, dealimg with the content willl involve having a
“dream departmemt™ or “blueskyimg unit,” aimed at dealimg
with innovations and change in the programs in the community
(see Barry Holtz' papem)..

H. LAUNCHING THE LEAD CDMMUNITY -- YEAR ONE

During its first year ((1992/93) the project willl include the
followiing:

1. Negotiate am agreememt with the CDJE that includes:
a.. Detaiill of mutwall obligations;



B.. Process issues -- workimg relations withim the

community and between the community,, the CIJE and other
@Fgamzatﬂens

C. fFunding issues;
d. Other..

2. Establish a local planning group, with a professional staff,
with wali-t@-wmﬂﬂ representation.

3. Geaarhnguup adctiviitties, eeg.g., pprepareaa | lyewear pdlam,
wndertake a self-study (see 6 be]@wg prepare a 5-year plan.

4. Locate and hire severall outstandimg educators from outsiide
the community to beginm work the followimg year (1993/94).

5. Prellimimarny iimpkementatoon off ppidot pppdjects thhat neswlt
from prior studies, interests, commundl priomitiies.

6. Undertake an educatfiomall self-study, as part of the plammimg
activities:

Most communities have recently completed social and demograpihic
studies.. Some have begun to deall with the issue of Jewish conmti-
muity and have taskforce reports on these. Teachers studies exist
in some communities.. All of these willll be inputs into the selff—
study. However, the study itself willll be desigmed to deall with
the important issues of Jewish educatiem im that communmiitty . It
will imnclude some of the following elememts:

- Assessment of needs and of target groups (cliemt®),

ty., Rates of participation.

C. Prelimivary asseessmant off thke eeldeedbors inn thke coommonity
(@.g.,, their educatiomall backgrounds).

The self-study will be linked with the work of the momitoriimyg,
evaluation and feedback project.

Some of the definitiom of the study and some of the d@t@ collec~

tion willl be undertakenm with the help of that preject's field V3
researchenr,

* %k Kk ¥ Kk k K K



August 1, 1992

Monitoring, Evaluation, and Feedback in Lead Communities —
Tentative Plan of Work for 1992-93

1. 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) emumerate 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 commumity? 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 4 Time to 4ct. The commission
report never specified what changes should occur as a result of improving Jewish educatioi,
beyond the most general aim of Jewish continuity. Specifying goals is a challenging enterpiise
given the diversity within the Jewish community. Nonethelless, 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 expeet persoms
in different segments of the community to hold different and sometimes conflicting preferem~
ces. Our aim is not to adjudicate among competing goals, but to uncover and spell eut the
visions for change that are held across the community. To some extent, goals that emerge in
lead communities will be elearly stated by participants. Other geals, however, will be implieit
in plans and projects, and the evaluation team will need to tease them eut. The evaluatlm
project will eonsider both short-term and long-term goals.



Another reason for focusing on visions is that a lack of clear goals has hindered the success of
many previous reform efforts in peneral education. For example, the New Futures Initiatiwve,
an effort by the Casey Foundation to invigorate educational and community services in four
inner-city communities, was frustrated by poor articulation between broad goalls 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 supplememntazl, and they tended to
produce superficial changes.

Questions related to visions include asking about anticipated obstacles, about overcomimg
barriers between segments of the Jewish community, and about how participants foresee
moving from goals to implementation. By asking questioms about visions, the evaluation
project will not only document goals, but will help persons at all levels of the lead communities
project —Ilay 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 commumity. 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 Al Time to Alct, 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 recruitimg 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 achiewed. ... 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 commumity-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. Hemce, 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 applicatioms lead communities are propasing planming 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 plams
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?



The professional lives of Jewish educators. Enhancing the profession of Jewish education is
the seeond critical building block specified in4 Time to Alct. The Report claims that fundamemn-
tal improvement in Jewish education is not possible without radical change in areas such as
recruitment, training, salaries, career tracks, and empowerment of educators. Hemce, the
evalwation 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 backgroumnd
and training, salaries, and degree of satisfaction with salaries; school facilities; cohesivemess
of school faculties cohesive; administrative support for innovation; and so on. Additiomallly 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 visioms articulated in
the community, seem ripe for change.

1. 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 presemt, the
evaluation project will make only limited use of quantitative data, relying mainly on informa-
tion gathered by the community itself, such as participation rates, tremds in funding, teacher
turnover, etc, The bulk of the assessment carried out by the evaluation project, at least durimg
the first two years, will emphasize qualitative assessment of the process of change in lead
communities. The main methodolegical tools will be interviews and observatioms.

Snowball sampling for interviews. A “snowball” technique for selecting interview respondents
appears appropriate here. In this approach, the researcher identifies an initial group of
respondents, and adds to the list of subjects by asking each interviewee to suggest additiomal
respondents. At some point in an interview, for example, the researcher might ask, “Who else
is involved in (program x)? Who else is a leader in this area in this community?” Subsequenmily,
the researcher interviews some of these named by previous subjects, particularly if new
subjects are named by more than one previous informant.

In the snowball appreach, it is important to begin with multiple starting points, so that one
does not become confined to a narrew cligue within the community. We might use the
following three starting points from which we would snowball outward:
(1) Key actors identified in the lead communities proposal from each conmmmumiy.
(2) A list of leaders of all community organizations that are involved in education, possibly
prepared by the head of the loeal Jewish federation. The list must include leaders of
any organizations that are not partielpating in the lead communities preject.

(3) Randem samples of edueators and lay persons not ineluded in (1) or (2).



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. Feedbaek 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,



LXJ»
laa

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 Bchat 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 -- CUE + 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 \9s*t likely to bring significant change.

b. At the same time it is understood that only communities them-
selves can design plans 1likely 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”B and 1locally.

Each Lead Community will s&t up its own planning process. The
process will include a representative planning committee and
will be professionally staffed.

’
£¥ The CUE 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:

planning prc es (the 1lcoal and
one1 ewill inform each other. ;ill rntinue for at least
Jear
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LEAD COMNMUNITIES AT WORK

A, INTRODUCTION

The Commission on Jewish Education in Nerth America completed its
work with five recommendations. The establishment of Leadl
communities jis one of those recommendatieoms, but it is alse the
means or the place where the other recommendatioms will be played
out and implemented. Indeed, a lead comminity will demonstrate
lecally, how to:

1. Build the profession of Jewish education and therehy
address the shortage of qualifjed persommell;

2, Mobilize community support to the cause of Jewish
education;

3. Develop a research capability which will provide the
knowledge mneeded to inform decisions and guide dewvelommerti.
In Lead Communities this will be undertakem through the
monitorimg, evaluation and feedback project;;

4. .Establish an implementation mechamism at the local
level, parallel to the Council for Initiatiwes in Jewish
Educatiom, to be a catalyst for the implementatiom of these
recommendatioms;

5, The fifth recommendatiom is, of courss,, the lead
community itself, to functiom as a local laboratory for
Jewish educaticm.

B. THE SCOPE OF THE PROJECT

1, A Lead Community will be an entire commumity engaged im a
majer develepment and improvement program of its Jewish educa—
tien. <Three medel communities will be cheosem to demonstrate winat
€an happer where there is an infuesien of outstandimg personmel
inte the educatienal system, where the importamce of Jewiisth
education is recegnized by the eemmunity and its leadership amnd

where the Reeessary reseurces are secured to meet additienmall
needss..

FThe vision and pregrams develeped in Lead Communities will demonr
strate te the Jewish Commupity ef North America what Jewish
education at its best ean achieve.

2.  'Fhe Lead @@mmaﬂi§¥ prejeet will invelve all eox mest Jewdsh
education asters iR that commumrity.. It is expeeted thakt lay



leaders, educators, rabbis and heads of educational institutioms
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 decisioms.

3. The Lead Community project willl deal with the major ednom—
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
- etec...

4, Most or all imstitutioms of a given area will be involved in
the program (®.g. most or all supplementary schoels)) ..

S. A large proportion of the community's Jewish populatiom
will be inveolved.

C. VISION

A Lead Community will be characterized by its ongoing interest in
the goals of the project. Educatiomal, rabbinic and lay leaders
will prejeet a vision ¢of what the community hopes te achiewe
several years hence, where it wants to be in terms of the Jewish
knowledge and behavier of its membenrs, youmng and adult.. This
visien eould inelude 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 traininpgy;

- supplementary school attendance has increased dramaticallly;;

= a leeally produced Jewish histery curriculum is changing the
way the subject is addressed in formal educatiom;

- the local Jewish press is educating through the high level of
its coverage of key issues

The wvisiem, the geals, the content of Jewish educatien will be
addressed at twe 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 achiews.

2. At the level of individual institutioms or groups of insti—
tutions of similar views ((®.g., all Reform schoals), educatunss,
rabbis, lay leaders and parents will articulate the educatiomal
goalls,.

It is anticipated that these activities will create much debate
and ferment jin 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 demamd of communities to
face complex dilemmas and choices ((e.g., the nature and level of
commitment that educational institutioms will demand and aspire
to).. At the same time they will re-focus the educatiomal debate
on the content of educatiom.

The Imstitutions of Higher Jewish Learmimg;,, the denomimattiicnss,
the mational organizatioms will join in this effart, to develop
alternative visions of Jewish educatiom. First steps have already
been taken (®.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
persennel for Jewish education in the following ways:

i, Hire 2=3 additional outstanding educators to bolster the
strength of educational practice in the community and to energize
thinking about the future.

2, €reate several new positioms, as reguired, in order to meet
the challenges. For example: a direetor of teacher educatiem eor
curriculum developmemt, or a director of Israel preogramming;.

3, Develeop eongeing im-serviee education for most educators im
the ceommunity, by programmatic area or by subject mattenr
(ee..g.the teaehing ef histery in supplementary secheolls;; aduwlt
education in community centers).

4.  Invite training institutiens and other national reseurces to
Jeoin in the effert, and invite them to undertake speeifie assigm-
ments in lead cemmumnities. ((B.qg. Hebrew Uniom €eollege might
Assyme responsibility feor in-serviee edueatiop of all Reform
sypplementary seheel staff. Yeshiva University would de se fer
day=-seheehs)

: Reecruit highiy metivated graduates ef day scheels whe are
students a2& £he unRiversities 1R the Lead Cemmunity to cemmik
themselves &g multi-year assigpments as educaters iR supplemem~
tary scheels amnd Jees.



6. Develep a thoughtful plan to improve the terms of employment
of educators in the community {(imcluding salary and benefits,,
career ladder, empowerment and involvement of front-line educa-
tors in the Lead Community development process..))

Simultanecusly the CIJE has undertaken to deal with ceontinental
initiatives to improve the personnel situatiem. 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 Federatieom, the congregatiams, day schoels,,
JCCs, Hillel etc..

2. Developing a special inclusive relationship to rabbis and
synagogues.

3. Identify a 1lay "Champiom™ who will recruit a leadership
group that will drive the Lead community process.

4., Increase local funding for Jewish educatiomn.
5. Reredlop za Wikslioon ffor JEeMisth celucdtiion iin thhke coommuniitty.

6.Invdlweo lbhe tpweo fassficonailenails & rpar eertsteips iy devellop: ltlpisthis
vision and a plan for its implementatieom.

7. Establish a local implementation mechanism with a profes-
sional headl..

7. Encourage an ongoing public discussion of and advocacy for
Jewish educatiaem..

r. THE ROLE OF THE CIJE IN ESTABLISHING LEAD COMMUNTTIES:

The CIJE, through its staff, consultamts and projects will
facilitate implementation of programs and will ensure continental
input inte the Lead Communitiess. The CIJE will make the
following available:

1, Best Practices

A project to create an inventory of good Jewish educationmal
practice was launched. The project will offer Lead Communities



examples of educational practice in key settimgs, methods, and
topics, and will assist the communities in "importimg,"™ "trans-
lating,"™ "re-inventing™ best practices for their local settimgs.

The Best Practices initiative has several interrelated dimem-—
sioms. In the first year ((1991/92)) the project deals with best
practices in the following areas:

—- Supplementary schools

—~ EBarly 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., a3 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 writimg.

As lead communities begin te work, experts from the above
team will be brought inte the lead community to offer
guidance about specific new ideas and preograms, as well as
to help import a best practice into that commumiity..

2. Monitoring Evaluation Feedback

The CIJE has established an evaluation project.. Its purpose is
three-fold:

a. te carry out ongeing 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 consideratiiom.
The purpose of this process is to improve and correct imple-—
mentatien in each Lead Community.

b. to evaluate progress in Lead Communities —- assessiing,
ag time gees on, the impact and effectivemess of each
pregram, and its suitability for replicatiom elsewhere.,
Evaluation will be conducted by a variety of metheds. Data
will be ceollected by the leocal researchenr. Analysis will be
the respensibility of the head of the evaluation team with
two purpeses in mipd: 1) Te evaluate the effectiveness of
individual pregrame and ef the Lead Cemmunities themselves
as medels for change, and 2) Te begin te c¢reate indicaters
(e.g., level eof partiecipatien in Israel programs/, achieve-



ment in Hebrew reading) and a database that esoculd serve as
the basis for an ongeing assessment 8f the state of JTewish
education in North America. This werk will centribute in the
long term to the publication of a pefi@dic "state of Jewish
education" repert as suggested by the Commissiiom.

e, The feedback-loop: findimgs of momitorimg amnd
evaluation activities will be eontinicusly channeled teo
local and CIJE planning activities in order to affect them
and act as an ongoing correctiwe. In this mamnmer there will
be a rapid exchange of knowledge and mutuwal influence be-
tween practice and plannimg. Findings from the field will
reqgquire ongoing adaptation of plams.. These changed plams
will in turn, affect implementation and so om.

During the first year the field researchers will be
principally concerned with three questiomss:

(@) What are the wisions for change in Jewish educatiom
held by members of the communities? How do the visions vary
among different individuals or segments of the commumity?®
How vague or specific are these visions?

{lb) What is the extent of community mobilizatiom for Jewiisk
education? WHbois imvolved, and whoissnobtr?HEwwbbaaddidsthde
coalition supporting the CIJE's «=Ffforts? How deep iis
participation within the various agencies? For examplles,
beyond a small core of leaders,, is there grass-roots
involvement in the community? To what extemt is the

community meobilized financially as well as in humam
resources?

() What ibs the maturne of the professional liife of
educateors iim this commumiity®? Undesr whett comdiittionrss do
teachers and principals work? For example:,, what are their
salaries and benefits? Are schoel faculties cohesiwe,, or
fragmented? Do principals have offices? What are the
physical conditions of classrooms? Is there administratiwe
support for imnovation among teachers?

The first guestion is essential for establishimg that
specific goals exist for improvimg Jewish educatiiom, amnd for
diselesing what these goals are. The seceomd and third
guestions concern the "enabling optioms"™ decided upom im &
Fime to Aet, the areas ef impreovement which are essential to
the sueecess of Lead communities: mobilizimgy commumity
support, and building a professien of Jewish educatiom.

3, Professional services:

The €IJE will effer prefessienal servieces to Lead Cemmumiittiess,
imecluding:
2, Edueationall comsultamts to help intreduce best prac—
tices..



b. Field researchers for monitominmy, evaluatiom and feed-
back.

c. Planning assistance as requiimed.

d. Assistance in mobilizing the commummiittyy..
4. Funding facilitation
The CIJE will establish and nurture contacts betweenm foundatioms
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 persommel
training; Blaustein and research).

5. Uiiddss wiitth puarmiesioors cor ssyppattesrs off pprogrEms
The CIJE will develop partnerships between national organizaticoms
{(®.g., JCCA, CLAL, JESNA&, CAJH)), training institutioms 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
followimg:
1. Negotiate an agreement with the CIJE that includes:
a. Detail of mutual obligatiems;;
b. Process issues —— working relations within the commumi-
ty and between the community, the CIJE and other organiza-
tions
c. Funding issues;
d. Othex.
2. Establish a local planning group, with a prefessiepal staff,
with wall=-to=wall representatiom.
3. Gearing=-up activities, e.g., prepare a 1l-=year plam, urder-

take a self-study (see 6 helow), prepare a 5=year plam.

4. Locate and hire several outstandimg educaters from eoutside
the community to begin work the following year ((1993/94)..

5. Preliminary implementatien ef pilet prejeets that result
from prieor studies, interests, communal prioritiess,



% URdertake an educatienal self-study, as part of the planning
acivities:

Mest communities have reeently completed social and demegraphic
gtudies. Some have begun to deal with the issue of Jewish conti-
Auity and have taskforce reports on thesse. Teachers studies exist
in some communities. All of these willi be inputs into the self—
study. However, the study itself will be desigmed to deal with
the important issues of Jewish education in that commumity.. It
will imeclude some of the following elememts:

a. Bowwrsemmeartt off memstts amdl of tamestt grompes  (cliemts)) ..

b. Ratlesss off eamticdppatoan.

c. Prellinm ety assesssmeartt off thee eddcazderys inn tthe
community ((@.g., their educational backgroumdss))..

The self-study will be linked with the work of the momitecriimyg,
evaluation and feedback project..

Some of the definition of the study and some of the dataz collec—
tion will be undertaken with the help of that project'"s field
researchmr..

d "k rdk ' B Ser M’ k' Jok



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 recommendatioms. The establishmemt of Lead
communities is one of those recommendatioms, but it is alse the
means or the place where the other recommendatioms will be played
out and implemented. Indeed, a lead community will demonstrate
locally, how to:

1. Build the profession of Jewish educatiem and therelby
address the shortage of qualified persommel’;

2. Mobilize community support to the cause of Jewish
education;

3. Develop a research capability which will preovide the
knowledge needed to inform decisieons and guide develepreant.
In Lead Communities this will be undertakem through the
monitoring, evaluation and feedback preject:;

4, Establish an implementation mechanism at the lecal
level, parallel te the €ouncil fer Initiatives in Jewish
Education, teo be a catalyst for the implementation of these
recommendattions;

[SK The fifth recommendatiom is, of course, the lead
community itsel¥, te funetion as a leeal laboratory for
Jewish educatiom.

B. THE SCOFE OF ¥HE PROJREYT

i1, A Lead Conmunity will be an entire cemmunity engaged in a
majer develepment and imprevement pregram of its Jewish eduea=
tien. Three medel ceommunities will be chosen te demenstrate what
€an ha%P@ﬂ Where there is an infusien 6f eutstanding persowMel
ifte the educatienal system, where the impoertanee ef Jewish
education i§ recegnized by the community and its leadership and
gﬁgﬁg the Reeessary resourees are seeured to meet additiemal

The visien and pregrams develeped in Lead Cemmunities will demen=
strate te the Jewish Eemmunity of Nerth Ameriea what Jewigh
cavcation at its best €an achieve.



2. The Lead Community project will invelve all or most Jewish
education acters in that coemmunity. It is expected that lay
leaders, educatoers, rabbis and heads of educational institutioms
of all iderological streams and points of view will participate im
Ehe @;@nning roup of the projeet, to shape it, guide it and take
RREE in decisions.

B. 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

Im addlition to these areas, other fields of interest to the
specific communities will also be included,, e.g.. a commumity
might be particularly imterested in:

— Adult learning
— Family education
- Summer camping
— Campus programs
- ete....

4. Most or all imstitutions of a given area will be involved im
the program (e.g. most or all supplementary schools).

5. A large proportion of the commuhity"'"s Jewish populatiomn
will be imvolved.

c. VISION

A Lead Community will be characterized by its ongoing interest im
the goals of the project. Educatiemall, rabbinie and lay leaders
will prejeet a vision of what the cemmunity hepes to achiewe
several years henece, where it wante to be in terms of the Jewish
knowledge and behavior of its members, young and adwult. This
vision could imclude elemente sueh as:

- adeolescents Hhave a command of spoken Helprews;

-  intermarriage deereases)

-  mWany agults study €lassie Jewish textw;

- educaters are gualified and engaged in ongoing tralimingy;

- supplenentary sScheel attendanee has inereased dramatieally:;

- & lescally preduced Jewish histery eurrieulum is changing the
way the subjeet is addressed iR fermal edueatiom;

- the lecal Jewish press is edueating through the high level ef
itts coverage of key issues



The visiom, the goals, the content of Jewish educatieomn 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 achiewe.

2, At the level of individual institutions or groups of insti-
tutions of similar views (®.g., all Reform schoeols), educatorss,

rabbis, lay leaders and parents will articulate the educatiomal
goals..

It is anticipated that these activities will create much debate
and ferment in the community, that they will focus the work ef
the Lead Communities on core issues facing the Jewish identity of
North American Jewry, and that they will demand of communities to
fface complex dilemmas and choices ((&.g., the nature and level of
commitment that educational institutioms will demand and aspire
to). At the same time they will re-focus the educational debate
on the content of educatiom.

The Institutions of Higher Jewish Learnimg,, the denominatioms,
the national organizations will join in this effort,, to develop
alternative visions of Jewish educatiom. 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 positiomns, as required,, in order to meet
the challenges. For example: a director of teacher education or
curriculum developmemt, or a director of Israel progranmimg.

3. Develop ongoing im-service education for most educators in
the commumity,, by programmatic area or by subject matter
(e.g.the teaching of history in supplementary schools;; adult
education in community centers) .

4. Invite training imstitutions and other national resources to
join in the effort, and invite them to undertake specifie 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=echoaly)

5. Recruit highly motivated graduates of day schoels who are



stwdents at the universities in the Lead Commumity to commit
themselves to multi=-year assignments as educators in supplemem—
tary schools and JCCs.

&, Develop a thoughtful plan to improve the terms of employment
of educators in the community ((imcluding salary amnd benefits,
career ladder, empowerment and involvement of front-lime educa-—
tors inm the Lead Community development process.))

Simultaneously the CIJE has undertaken to deal with continental
imitiatives to improve the personnel situatiam.. For example it

works with foundations to expand and improve the traimimg capa—
bility ffor 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, imcluding the Federatiom, 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..

B. Increase local funding for Jewish educatien.
4, DE®ed bpP aa visdben foer Jéamisth echicattiton im tile coommumilty .

9, Invehve 1 vilee theo profedmichals drpar partdeiship devalogpeldpisthis
vision and a plan feor its implementatiomn.

&, Establish a lecal implementation mechanism with a profes—
sional head.

7. Encourage an ongeing publie diseussien ef and advoecacy for
Jewish education.

F. THE ROLE OF THR GIJE IN ESTABLIBHING LEAD COMMUNITIFS:::

The €IJE, threugh its staff, eonsultants and projects will
facilitate implementatien of programe and will ensure eontimemtal
ﬂﬁfuﬁ_ﬂﬁﬁa he Lead Cemmunities. The CGIJE willl make the
follewing available:

1. Best Practiees

A prejeet £eo ersate an inventery of geed Jewish educatiomall
practice Was launehed. The projeet will sffer Lead Communities



examples of eduecatienal practice in key settimgs, methods, and
topies, and will assist the communities in "importimg,"™ "trans-—
Iating," "we-inventing® best practices for their local settimgs.

The Best Praectices initiative has several interrelated dimem—
$ions. 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

Tt 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 writimg.

As lead communities begin to work, experts from the above
team will be brought into the lead community te offer
guidance about specific new ideas and programs, as well as
to help import a best practice into that commumnitty..

2. Monitoring Ewvaluation 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 consideratian.
The purpeose of this process is to improve and correct imple=
mentation in each Lead Community..

b. te evaluate progress in lLead Communities =-- asgessingg,
as time goes on, the impact and effectivemess of each
pregram, and ite suitability for replication elsewhwre.
Evaluatien will be conducted by a variety of methods.. Data
will be collected by the lecal researcher. Analysis will be
the responsibility of the head of the evaluatiom team with
two purpeses in mind: 1) To evaluate the effectiveness of
imdividual programs and of the Lead Communities themselves
as models for change, and 2) Te begin te ereate indicators
(e.q9., level of participation in Israel programs; achieve=



ment in Hebrew readimg) and a database that could serve as
the basis for an ongoing assessment of the state of Jewish
eduecation in North America. This work will contribute in the
long term to the publication of a periodic "state of Jewish
educatien” report as suggested by the Commissiiem.

e, The feedback-leoagp: findimgs of momitorimg amd
evaluation activities will be continuously channeled te
lecal and CIJE planning activities in order to affect them
and act as an ongoing correctiwe. In this manner there will
be a rapid exchange of knowledge and mutual influence be-
tween practice and plannimy. Findings from the field will
reguire ongoing adaptation of plams. These changed plans
will in turm, affect implementation and so om.

During the first year the field researchers will be
principally concerned with three questioms:

(@) What are the vwisions for change in Jewish educatiom
held by members of the communities? How do the visions vary
among different individuals or segments of the commuwnity?
How vague or specific are these visiomns?

(by What is the extent of community mobilizatiemn for Jewish
education? WHbois involvwed, aaddwhoo iss not?? Hbww Broaad iss the
coalition supporting the CITJTE's effforts? How deep iis
participation within the various agencies? For examnple,
beyond a small core of leaders, is there grass-roots
involvement in the commuhity? To what extemit is the
community mobilized financially as well as im humam
resoureces?

(€) What iss the hatuzre of the professional Ilife of
edlucaters im this cofmunity? Wrdker wiEt conditlicgrss de
teache¥rs and prineipals werk? Fer example, what are their
salariee and benefits? Are schoel faculties cohesivwe, oF
fragmented? De prinecipals have effices? What are the
physical cenditions ef €lassrooms? Is there administrative
suppert fer innevatien ameng teachers?

The first questien is essential fer estabkblishimg that
specifie goals exist fer impreving Jewish educatien, and fer
disclesing what these geals are. The secend ahd thir@
questiens eencern the “"enabling eptieoms™ deeided upom in 4
Time te Aet, the areas ef imprevewent which are essential e
the sueeess of Lead cemmuRities: webilizimg ecownmunity
suppert, and building a prefessien 6f Jewish edueatidh.

B, Professional serviees:

ﬁhéi@iiﬁ will effer prefessienal serviees to Lead Connumiitlias,
iRelud 1ﬂaa
E. Edueatiomal censulitamts te help intredice hResht prae—
i@@@



b, Field researchers for monitoriimyg, evaluatiom and feed~—

back.
e, Planning assistance as required.
d. Assistance in mobilizing the commumity..

4. Funding facilitation

The CILJE will establish and nurture contacts between foundatioms
imterested in specific programmatic areas and Lead Commumnities
that are developing and experimenting with such programs (e.g.,,
the CRB Foundations and youth trips to Israel; MAF and persommel
training; Blaustein and research) .

5. Links with purveyors or supporters of programs
The CIJE will develop partnerships between national organizations
{e.g., JCCAR, CLAL, JESNA, CAJE), training institutioms and Lead

Communities. These purveyors will undertake specific assignments
to meet specific needs within Lead Communitiess.

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 inecludes:

a. Detail of mutual obligatiems;

b, Process issues =— working relations withim the commumi=
ﬁg and between the eemmunity, the CIJE and other orgamiza~
tions

€, Funding issues)

&, Othe¥.
2, Establish a leeal planning group, with a professiemnal staff,
with wall-te=wall representationm.
B  Gearing=up aetivities, e:¢., prepare a i-yea¥ plam, under=
take a self-study (see 6 belew), prepa¥re a S-year Blamn.

4. Loeate and hire several eutstanding educaters from eutside
the ceommunity t6 begin werk the fellewing year (1993/9%4)..

$: Prelimipnary implementatien of pilot prejeets that result
freom prisF studiew, interests, ceMmunal prieoritics.



6. Undertake an educational self-study, as part of the planAing
activities:

Most communities have recently completed social and demegraphic
studies. Some have bequn 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 inte the self-
study. Howewver, the study itself will be designed to deal with
the important issues of Jewish educatien in that commumity. It
will include some of the following elememts:

a. hssesument of heeds and of targest groups (clients).

b. Rates of particigsEtiien.

C. Prellimimary assesIment off Hilte edluedtarss iim the
community (e.q., their educational backgrounds))..

The self-study will be linked with the work of the monitorimg,
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 projectis field
researcher..

L B B I Bl R T
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6/23/92

- CIJE STEERING COMMITTEE
June 26, 1992
7:30 AM
Agenda

Participants - In Clevelamd; Mort Mamdel, Chair, Shulamith Elstex,
Stanley Horowitz, Ginny Levi, Art Naparstelk, Henry Zucker
In New York; Art Rotman

In Jerusalem: Seymour Fox, Annette Hochscein

As Ymment
I.. Lead Community Update AR

A. The nine fimalists are:

Atlanta @d 1airma s ik laaratl
Baltimore Moo st Qtttzasea
Boston MilInearkicee Pallm Besadh

B. Plans for visiting the communities
G, Related assigomemts:

1, Draft guestions and briefing materials
for discussion before first site visit,. (AR)

2, Propose content and dates for fall semimwr. (SF, AH)

3. Propose key elements of papers on content and
personnel in Lead Communities. (5F, AH)

4, Describe possible programs for implementation
in Lead Communitiea and cost range for each. (SE)

II.. Foundation Development Plan AJN
A. From minutes of June 123
In summary, the appreach will be as follows:
1. Develop a2 matrix of program areas and prospects.
2. Develep a prospectus for potential doners.
3, Identify prierity denors.

4. Undertake a2 foecused campaign to raise funds.
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3. Related essignments
1. Follow up with Cammings Feundatien. (BE)

2. Prepare proposal fer David Hirsehhern
for funding of moniteoring & evaluataiem.. (8F, AH)

3. Report on status of proposal fer CRE Foundation
imvolvement in Lead Communities. (AH)

Communications SE

A. Memo has gone to board and 3PA3 advising of
selection of fimalists

B. Press release has gone to Anglo Jewish press.

C, Preliminary discussion of SE memo of June 22
proposing a six month plam.

., Cemper Contacts

1. VFL is to distribute assignments for review and

updiate, .
2. AH is to prepare talk piece by 6&/30.
Status of Other Current Assignments VFL

A. Develop & work and management plan for
the next 4 months. (B & AH)

B. Draft annual operating budget. (SE & AH)
Meeting Plans SE/VFL
A. Fri,, July 10 - CLJE Steering Committee

B; SuR., July 12 - CIJE Advisoery Group ¢ in NY
Space reserved at P. Finn's effice. They have
spealke¥ phenes, 'Wothing tee sephisticated.™
SF, AH, & VFL will be in Jerusalem. Goodmamn,
Creenbaum, & Pollack definitely not available.,
Ratne¥ prebably net. This steering commitiee +
Finp, Helez, Kraar, & Weecher are helding date.
Sheowld we caneel?

€: Fri,, July 24 M EIJE Steering Cemmittee
B: Fues:, Aug. 18 - €1IE Steering Committes
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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.

Mon., Aug. 24 - Lead Communities Selection
Committee - 3 - 5; at JCCA.

Tues., Aug. 25 - 9:30 * 3:30 ~ CIJE Board; at

UJA/Federation

Xues., Aug. 200

Mon. or Tues.,
Advisors

:D e 3:00 - DO
at UJA/Federation

Sept.

21 or 22

CxlLIlque iiibbcIh j;

- Senior Policy

PAGE .
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145 Hartford Street * Natick Massachusetts 01760
508-650-352]
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DRNI61 H. USCN H ~ a D S. KUSHNCR ROO<RT 5. SAKRR RRNO.D ZOR-IKSS! <R Ixr. DRVIDGORDON
Raoki Rab! 1 cw ole ChoMnn Cdxr.cSica Director Besiclat
£7ft. X T RANBMI1I ,S9 1 O0ON

Tn %2 Savmour Fox
From> Arnold Zar-Ke»glar
Date?! Jung 55. 199c—

Number of pag®a, including this ons: ona,

D®ar Ssyrnour ,

Hops £1®ction Day finds you wall and chipper. ft» & mombar of th*
F'®r <aoriri«fl subcommi ttee, I hava b»»n in touch with folks hare from
tho continuity commission, who are v6?ry *xcited about Boston

b»ing having com® 20 far in the CUE *®!Oction procsss.
A« much as I1lv® b»®n poking, I'v® bsen Uriah 15 to geft clear
*nawers on what CIJE would want from Boston, in the event 1itis
*alected. By that 1Imean, what sort of Jjt«ess;sments and ongoing

rsportage would b<9 rsquired of this community?
Is th<3r® aomeona from CUE 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 vyou, Buss, and your sntirs? family. Giv® my
b&&t to Zs'sv, and everyons at the Amitim.

Arno 1d . Uu

rVY'

(yx/*
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June 21, 1992
Leap CoMMuNzITIES: DESCRIPTION AND PROPOSED PLAN



How to Deal With the Content & the Vision Locally

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 Jewish education in terms of:
where we want to beA
versus
1 -"  where we are today
(self-study,” Adanrs data,
existing knowledge)
the community should be proactive as regards available
opportunities (Jewish ana general)

3., Work with separate groups on the vision:
Lay peoples
Day school educators
Supplementary school educators
Informal educators
- Ete >

1~ The Mandel Institute take responsibility for the efforts
dealing with the articulation or development of vision, goals,
etc. 1n this case, the Mandel Institute will call a meeting,
}éreferably at Harvard University, possibl in August or
eptember, of a group of people at the national level, who will



will be the key person 1 preparing this project. The'following
people might be involved: Barry Holtz, Aryeh .;Davidson, Sara Lee,
501 Greenfield, Robert Hirt, Alvin Schlff, Danny Pekarsky, Lee
Shulman, David Cohen, Israel Scheffler, Jack Bieler, Josh "Elkin,
etc. n -

There will be an annual work plan and program to this project.
One of its key components at the Mandel Institute and WiIll be
the training of a group of people to take over and run it in

North America. ;

. The self-study will have in addition to the anticipated
quantitative data a qualitative piece that deals with the content
of education. We should identify a person (ask Alan 1f this Is
Sharon Feinman? Is it the Schon OF the supplementary school?
S%meone,else.?)

The work on the qualitative element willbe Iterative and bepart

of themonitoring, evaluation and feedbackproject in  all
prinablklty (ask Apgm, Gamoran ;at our meeting on July Ist).

The self-study will Include teachers and all educational
personnel assessment.

Assignment: Prepare guidelines for the self-study, to be ready
by early September.

3 We have to define the community option (assignment)

At the end of each section we willdefinewhat 1is Involved
and who will beassigned to do It.
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Agenda Adam Gamoran, July Ilst

jl. The self-study (design, who designs?, the qualitative,”the
W' content of education rated, teachers and personnel
assessment, etc.)



June 21
ILC Seminar Agenda
1. Respond to content paper

2. Response to self-study definition



June 21
E.G. COLUMBUS OHIO

Jewish population: 16,650 (CJF says 15,000).

Federation dollars to education: $706,000 ($407,000)

Per capita expenditure of education: $42 ($30)

JCC expenditure per capita: $237

Educational personnel: 398 per capita ($23.90)

Lay leader: Mr. Yankin '!

See demographic-sociological study of Columbus (Merry! Weisman)

Talk !to Merry!;’ try to obtain teachers' study, etc.
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JUN 21

’92 08:34 MANDEL INST.

BnogratP
1. Supplementary school
2. Day schools
3. JCC

!
4. Israel
5. Adult education

ISRAEL 972 2 699951

972 2 619951

. s/ oo
Practice Villon meilt] nfl

venting

Defined:
negotiate
5-7 char-
acteristies
for each
(who?)

Get BP
list now
== ask
Barry

Sﬁg our

0 roject
and ENC
See mini-
school &
others

1ties:

6. Early childhood
7. College age
'(1-7: integration across areas)

Scope:

Inreach and outreach

P.7/11

Agree-
merit

Specl f.isa

Personnel
for these
thlngs

PLUS
how do
you train
the per-
sonnel of
each
area?
Bring
them 1n?
What are
the bud-
%etary
mplica-
tlons?
What 1s
the time
required
& the
time-
11 ne?



m L

What 1s the current,
applied, view or vision
or goals of education
in various specific areas
of endeavor in this
community

VISION

OPTIMAL

What is the feasible/
optimal vision?

IDEAL

The under-
standing s
that this
should be
translating
into
achieveable
targets &
goals for
the .
community
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1.
A
3.

in

l}esourpe Bulldlng (Natllonally — Contlnentally)

.Building tdﬁe Capaci.ty in North Ar'nﬁ;;'i.ca

Establlsh a best practices center (JTS) 7

Uptraln &bulld the tralmng 1nst1tut10ns

Establish, or lead to the establlshment of multlple Mandel
1nst1tut10ns

Recruit ”Jew1sh bralns == primarily academics from various

:¥university fields:



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).

% Traia, a %eadﬁrship group
3. Bring about a wall—-to-wall coalition
4. Engage the rabbis

5. A public debate should be

organized

activated

articulated

FED >t
(E.G., A PUBLIC SEMINAR BY CHAMPIONS: CLAL
RESPONSIBLE FOR THIS)

6 GOVERANCE

WOULD

BE



Personnel

The study of building the profession, etc.

We MAY address personnel at two separate levels:

a . Through progammatic areas

b. Nationally/continentally

They should be done in parallel. The local effort will

involve:

A. A STUDY OF PERSONNEL CONDITIONS <AS PART OF THE SELF-
STUDY)

; and

In-service training program developed for all by
programmatic area

Hire new staff
New staff and new positions

Salary study

-

Set 10-year goals



EAST

Boston (105)

Baltimore (92)

MetroWest (89)

Washington
(88)

Rochester (79)
Hartford (59)
New York (58)

Rhode Island
(57)

EXHIBIT D

Summary of Suitability Ratings, by Region
(Adjusted Average Scores)
Arranged from Highest to Lowest

SOUTH

Atlanta (91)

Palm Beach
(89)

S. Palm Beach
(66)

MIDWEST

Columbus (80)
Milwaukee (75)

Kansas City
(69)

WEST

Oakland (68)
Dallas (60)

Denver (59)

San Diego (55)

CANADA

Ottawa (76)
Montreal (70)

Toronto (66)

Vancouver (57)

Winnipeg (54)



EXHIBIT E

(Adjusted Awerage Scares)

Arranged from Highest to Lowest

Summary of Suitability Ratings by City Size

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) Kamsas Clity (69)

Washington (88)

Milwaukee (75)

Vancouwer (57)

Montreal (70)

Oakland (68)

Rhode Istand (57)

Toronto (66) South Palm Beach (66) Winnipeg (54)
New York (58) Dallas (60)
Denver (59)
Hartford (59)
San Diego (55)
7 10 6




COUNCIE EOR INITIATIVES
IN JEWISH EDUCATION

Honorany ((hnat
Max M f[Usher

Chair
Mariesnl). Mands)

OhidfEducation Officer
and Acting Director

L1, Sfbupamith (BhiLT

1 750 Eudlid Averue
Cleveland] Ghio 441 15
2he/566-2200 Fax 916/8¢1 | 230

Malled to:

June %, 1992 Atlanta
Baltimore
Boston
Columbus
NedtroWest
Milwatkee
Qakland
Dttawa
Palm Beach

Dear

1 am pleased to inform you that your community has been chosen to
be & finalist in the Lead Communities Project of the Council for
Initiatives in Jewish Education (CIJE)..

The Lead Communities Committee of the CIJE Board of Direcirors,
which made the decisions on the finalists, was very ably assisted
in its review of propesals by 12 distinguished educators and
community professionals whao served on advisery pamels.

Narrowing the field from 23 communities te 9 finalists was a
challenge. The preliminary proposals represent over 40 percent of
the eligible cities, and eontain ever 1,5 millien Jews,. That such
a large portion of North American Jewish communities are now
prepared to make a new level of commitment to Jewlsh educatien is a
remarkable and encouraging statememt.

More sigmificant than quantity, the quality ef the propeosals from
every single community was uniformly impressive. The programs that
have already been launehed, the caliber of lay and preofessiomal
leadership that have been and are being assembled, and the plamns
that are in the werks were eutstanding.

In the next few days we will send you information about the
finalist proeess. It will eensist ef a site visilt, and a weitten
elaboration on aspeets of your preliminary proposal. We hope to
vigit yeur cemmunity in July and we will be in touch with you to
make specific arrangememts. If you have any questioms in the
interin, please centact Shulamith Elstew, Acting Directer of CTJE
at (301) 230-2012,

Congratulatiens £ yeu and veur eolleagues.

Mindom & bilandil

Merten L. Mapdel
€hair



COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

| 750 Cuclid Averiue
Ol gt Chido 441
Il 5610  fax 2 16/861-1TRD

June 5, 1992

Honoirzmy Ohetr
Max b, Hirdiv
Mailed to:
T
WOHIDN L. B anir] Ballas, Denver, Hartford, Kansas City, Montreal, New York/Suffelk Coumtw,
OhiftEusstion Officer Provlidence, Rochester, $an.Diego, §. Palm Beach County, Toromtw,
snd Agtting Olrecror Vancouver, Rockvilis, Winnipeg
Dr. StwlarMh feisior
Dear

The Lead Communities Committee of the Council for Initiatiwes in
Jewish Education (CIJE) Board of Pirectors has completed its
deliberations on the preliminary proposals submitted by 23
communities from across the North American contimemrt. 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 perceat of
the eligible cities, and contain over 1.5 million Jews. That such
a lerge portion of North Ameriean Jewish communities are now
prepared to make & new level of commitment to Jewish education is a
remarkable and encouraging statememt.

More significant than quantity, the quality of the proposals from
every single community was uniformly impressiwe. The programs that
have slready been launched, the caliber of lay and professieomal
leadership that have been and are being assembled, and the plams
that are in the works were outstamding,,

The Lead Communities Cemmittee was very ably assisted in its
review of prepesals by 12 distinguished educators and community
prefessionals whe served on advisory panels.

The quality ef the respense to this CIJE invitation suggests to us
that we are part of a ground shiftl in the priorities of the Neorth
American Jewish eommunity. We at CIJE will be explering other
oppertunities beyend Lead Cemmunities to suppert and reinferee this

ROVERERT ..
On behalf of €UFE, I thank yeu feor yeur interest in our preojeet.
We hepe that you will eentipue the community-wide approach to the

imprevement ef Jewish education deseribed in your lead communities
preliminary preopesal, and we wish yeu well in that purswit.

)?dP@Zi;TA?{;%?krudzfﬂ?

Merten fl.. Mandel
€hair

¥ TOTBL PAGE.H3 ¥k



PREMAY-H INOUSITUAL CORIPORATIIN

FACSIMILE HEADER SHEET
F3135 (8/90) PRINTED 1 US.A, DATE:i!’_E TIME;

Paces senr:_ 7,
1 T@: FAX NO. {8//) P 3. 6 /7 95V

FROM: FAX NO.¢/74) 34/ . 774 ¢
Ari) & TTrE YloowismMEBrv
Namee o Name GAXINY L & Wi
Campany Company
Street Address Tele. No. () Ext.
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CIJE LEAD COMMUNITIES
Pre-Proposal Application

Date State City Jewish
Population
113/25/92 BC Vancouver 20,000
2|3/27/92 WI Milwaukee 28.000
3/3/30/92 CA San Diego 42,000
4{3/30/92 MAN Winnipeg 14,800
5(3/30/92 MD Baltimore 94,500
6[3/30/92 MO Kansas City 19,100
713/30/92 NJ Metro West 121,000
813/30/92 NY Rochester 25,000
913/30/92 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 Washington 165,000
1313/31/82 FL Palm Beach County 65,000
14/3/31/92 FL South Palm Beach County 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
1813/31/92 PQ Montreal 95,000
19|3/31/92 RI Rhode Island 17,500
20(3/31/92 TX Dallas 36,900
2114/2/92 CT Hartford 26,000
22(4/2/92 ONT Ottawa* 13,500
2314/6/92 CA QOakland 35,000

* Not eligible




ADDITIONAL BACKGROUND MATERIALS



21-May-92

ADJUSTED PANEL AVERAGES
Panel 1 [Panel2 | Panel3 [Combined |Ran}

| |

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 B9
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 59j 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.



COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Summary of Panelist Comments on the Lead Communities Applications

Atlanta
Baltimore
Boston
Columbus
Dallas
Denver
Hartford
Kansas City
Metrowest
Milwaukee
Montreal
New York/ Suffolk County
Oakland
Ottawa
Palm Beach County
Rhode Island
Rochester
San Diego
South Palm Beach
Toronto
Vancouver
Washington
Winnipeg
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19-May-82

EXHIBIT A
FINAL SCORE - PANEL. AVERAGES
Panel 1 | Panel 2 Panel 3

ATLANTA 80 85 0
BALTIMORE 0 82 90
BOSTCN 96 0 94
COLUMBUS 65 82 0
DALLAS 0 50 70
DENVER 0 55 63
HARTFQORD 45 64 0
KANSAS CITY 44 84 0
METRO WEST 85 0 75
MILWAUKEE 0 82 68
MONTREAL 62 a8 0
NEW YQORK / SUFF. 0 59 57
OAKLAND 0 ) 63
OTTAWA 63 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 i1
VANCOUVER 44 0 62
WASHINGTON 69 93 0
WINNIPEG 42 0 58
Average 60 73 71

Note: “0" indicates proposal not reviewed by panet.
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EXHIBIT B 19-May-92

ADJUSTED PANEL AVERAGES E

Panel 1 Panel2 |[Panel3 !Combined |Rani
BOSTON 116 0 94 105 1
BALTIMORE 0 92 e 91 2
ATLANTA 97 85 0 gtf 2
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 6] 9
MILWAUKEE 0 82 63 75 10
MONTREAL 74 68 0 71 11
KANSAS CITY 53 84 0 68| 12
OAKLAND 0 73 63 68| 12
SOUTH PALM BEACH 0 56 76 66| 14
TORONTO 61 0 71 66( 14
DALLAS 0 50 70 60 14
DENVER 0 55 63 59 17
HARTFORD 54 64 0 59| 17
NEW YORK / SUFF. 0 59 57 58| 19°
VANCOUVER 53 0 B2 57| 20
RHODE ISLAND 46 0 B8 57| 20
SAN DIEGO 34 76 0 55! 22
WINNIPEG 51 o 58 54 23
1 Average | 72 73 71 72

Note: 0" means proposal was not reviewed by that panel.



+ Ukeles HSSoclates lnc.

FHONE No.

EXHIBIT C

Preliminary Selection Groupings

+ 1212266887668

May. 195 1992

Probable YES

MAYBE

Probable NO

Atlanta (91)

Columbus (80)

Denver (59)

Bultimuore (91)

Dallas (60)

Hartford (§9)

3oston (105)

Kansas City (68)

New Yark (58)

Palm Beach (89)

MetroWest (89)

Winnipeg (54)

Washington (88)

Vancouver (57)

Milwaukee (75)
Montreal (71) .

Oakland (68)

Ottawa (76)

Rhode Island (57)

Rochester (79)

San Diego (55)

South Palm Beach (00)

Toronto (66)

Criteria
Probable YES

Probable NO
MAYRE

NOTT:

» UKBLES ASSOCIATLES INC,

Combined score in parenthesis

Both panels adjusted scores were 80 or over
Both panels adjusted scores were 65 or lower
All other communities

6:02PM PG5

ey



« Ukeles HSsociates inc.

FPHUNE No.

EXHIBIT D

v 12122608760

Summary of Panelist Ratings, by Region
(Adjusted Avernge Scores)
Arranged from Highest to Lowest

May.19 1992 6:82PM Pgs

EAST

SOUTH

MIDWEST

WEST

CANADA

Boston (105)

Baltimore (91)

Atlanta (91)

Columbus (80)

Oakland (68)

Palim Beach
(89)

Milwaukee (75)

Ottawa (76)

Dallus (60)

Montreal (71)

MetroWest (89)

L

S. Palm Beach
(66)

Kansas C‘Iif.y:
(58) ]

Denver (59)

Toronto (66)

Washington
(88)

San Diego (55)

Vancouver (57)

Rochester (79)

Hartford (59)

Winnipeg, (54)

New York (58)

Rhode Island

7)

8

»  UKELES ASSOCIATES INC



+ UKELES HLS0Cl4a1es LNC.

FAUNE ™NO.

EXHIBIT B

v lLldsbdd by

May. 19 199<

Summary of Panelist Ratings by City Size

(Adjusted Average Scores)

Arranged from Highest to Lowest

b:ddrMm PA7?

A-7

LARGI (91,000 +)

MLEDIUM (25,000 - 80,000)

SMALL (45,000 - 24,000)

Buston (105)

Atlanta (91)

Columbus (80)

Baltimore (91)

Palm beach (89)

Ottawa (76)

MetroWest (89)

Ruochester (79)

Kansas City (68)

Washinglon (88)

Mantreal (71)

Milwaukee (75)

Vancouver (57)

Oakland (68)

Rhode lalnnd (57)

Toronto (66)
New York (58)

South Palm Beach (66)

Dallas (60)

Winnipeg (54)

Denver (59)

Hartford (§9)

San Diego (585)

10

B LIKELIS ASSOCIATES INC,



FrUNl . UKELES HSsSOCldIEeSs LNC, FHUNE NO. @ 12lZ2bUd bl May, 19 1992 6&:805PM PG3

b

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 aspircs 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 activitics 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
scveral 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

Staff: Professional staf{ to be hired
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. Ukeles Associates Inc.

From

W

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.

E/S May 18/Mon Ist 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 7 May 20/Wed Teleconference of Core Group on finalist recommendations, and planned agenda
for forthcoming LC Committee meeting.

P < May 21/Thu Proposed draft of package forwarded to CLJE 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 I May 26-28/Tue-Thu | Input on package for LC Committee from CIJE 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,




P Jun 1,2,3,4/ LC Committee meets to decide on finalists.
Mon, Tu,Wed or Thu
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)
E/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
E/S Jun 30/Tue Materials sent to Site Team (if time; otherwise reviewed upon arrival at site).

CUE Proposed Timetable




Jul 17/Fri Site visits completed. (3 weeks)
Late June/July Planning meeting of LC Comumittee (e.g. site visits).
[July 4 USA Independence Day]
June - July Staff visits with individual LC Committee Members.
E/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 CIJE
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.

CLE Proposed Timetable




[Aug 9 Tisha B’av]
Aug 13/Thu Materials revised based on input; forwarded to LC Committee.
F Aug 17 or 19/ LC Comumittee meets.
Mon or Wed
F B Aug 19/Wed Materials forwarded to CIJE Board.
c Aug 24/Mon Dress rehearsal.
B Aug 25/Tue CLJE Board meets to make final 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 CIJE and/or LC Committee Chair
L Lead Community Committee Staffing/Decision making

Core Group = Shulamith, Annette, Seymour, Art, UAI

CUE Proposed Timetable




ASSUMPTIONS RECOMMENDATIONS

e Proposed site visits to 1 or 1 1/2 days/each (i.e. evening or day).
m Site teams of 3-4 people, including:
o 1 CILJE staff/consultant
o] 1 professional (educator/planner)
o) 1 lay leader or 2nd professional
L 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 5



DRAFT
MAY 11, 1992

SCENARIO FOR SITE VISIT

Preliminary Agenda:

L.

IL

II1.

IV.

Intro & Orientation 2 hours
Presentation to Site Team by LC Leadership (Pro & Lay)

Past accomplishments

Present capacity (programs & planning)
Vision & Plans

Needs & Concerns

Cast of Characters (leadership/personnel)

00000

Meeting with Local Educators (at a site) 2 hours
Show & Tell -> Questions by Team (lunch)

Driving Tour

Meeting with Professional Leadership late afternoon
(JCC, Ed, Planners, Synagogue consortia, etc.)

(e} Past involvement/qualifications

o) Constraints needs
o Priorities for CIJE (what community needs from CIJE to succeed)

Dinner Meeting with Lay Leadership

CIJE Proposed Timetable 6
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PROPOSED SITE VISIT TEAMS

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.

Professionals

Abramson
Berger
Dubin
Ettenberg
Lee
Rubin
Woocher

Staff/consultants

Elster
Meier
Rotman
Ukeles



AGENDA FOR ACTION
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 sirengthened 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 [formerly 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 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.

Obijectives 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.



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]



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
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 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.

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 meeling 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.



-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.

Obijectives 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 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.



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.

onclusion

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.



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 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 movement,
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 dialogue between local
community leadership and leadership of JCC Association [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 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.

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.



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 capacities.

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-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 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.



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 community
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.
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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
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.

. 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 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.

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
mission, goals and activities.

Discuss possible use of video for JCC.

... as a JCC leadership education tool ... fundraising [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..

2.8 Walk through each section of “Agenda for Action,” reviewing, within
the major areas, the priorities and implications. Ask participants to follow along.



Prodram 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.

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.

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.

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 staif 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 LLeaders 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 Initiatives
Establishment of program “chairs”
*New sources of revenue.



Allow time for those present to quickly read prioritics 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 priority and its implications, and how it relates to
the local experience.

Discuss other priorities and implications that are unique 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.
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Conclusion: Next Steps

Locally and across continent JCC Assaciation 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 vitality of movement ... how movement has
become more than an idea, and has become a strong and living Jewish
reality.

JCC Association Board 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 mevement activities, in order to help local community and full movement.

Express hope that all assembled will want to show their support for the JCC
Association and express their sense of leadership of and identification
with a continental JCC movement by joining the Associates program.
In doing so, they benefit both their own Center—because Associates funds are
credited 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 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.
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JCC Association will share that information with other communities ...

... and will keep this community informed re: developments in cther
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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Additional Target Group Meetina

[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 planning for upcoming Biennial ... explain that this is their
opportunity to improve the Biennial experience ... ask for their views re:
enhancing networking 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 activilies and participation in the
community ... how can they work to get other 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 the
Board in a discussion of the sweep and range of the movement, and how the
video might be used in the community.



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 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 future.

New Leaders

The agenda for this group will be similar to that for the full Board, above.

7/91
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