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Wealthgm, MA 02254
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FOR JEWISH EDUCATION

February 13, 1991
Dear Colleague:

I am very much looking forward to our Board meetimg in Bostom om
February 24th and 25th. The schedule is as follows:

Sunday, February 24 - 3 PM to 8 PM (including dinnex)
Baston Hebrew College
43 Hawes Street
Brookline, MA
(617) 232-8710

Monday, February 25 -9 AM to 3 PM (Brandeis)
The Hassenfeld Conferemce Center
(on campus in Waltham)
Lunch will be provided

If you require directions to these locations or a ride, please calll Susan
Shevitz at (617) 736-2990.

On Sunday Dr. Shulamith Elster, newly appointed educatiom officer for
the Council on Initiatives of the Commission on Jewish Educatiom in
North America, will be joining us in order fo learn about our orgamization
and its work.

The agenda is as follows:

SUNDAY

L Discussion of reports from our Jume deliberation usimg the
questions which are listed below, The ebjective will be to ideniily arews
for action and petential prejeets to be undertaken by the AIHUIE,

2. Report from Paul Flexner about the strategic planming prosess
which is Being condueted by JESNA.

B:3
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Page two
February 13, 1991

MONDAY

1. Development of focused projects for the AIHLIE, for which we
might seek funding. Discussion of procedures to seek fundimg.

2, Discussion of two proposals related to teacher traiming which were
prepared by Lifsa Schachter during the past year (proposals are enclosed).

3 Report on CAJE propasal for a “"University Without Walls” model
for the upcoming conference and discussion of the participatiom of
AIHIUE in that program.

4. Development of work assignments for Board members to follow up
on decisions arrived at during this Board meetiing.

As you may recall, the enclosed reparts from our June deliberatiom were
to be developed into a position paper. The nature of that paper and the
procedure for developing it was to be decided by a committee here in Los
Avgeles. After riieriussinm with several Rmard membens T rienirierd that »
beuer approach would be to use thie reporis to generate projjgxs for the

AJHIUE. There have been many reports on Jewish educatiom issued
recentlly, and another position paper did nat seem to be a worthwhile use
of our time. In addition, the AJHIJE now needs to move from
deliberation and discussion to action. | request that you review the
enclosed reports and that we use the following questions to structure our
discussion. The questions would be applied to each report separitily,
allowing us to build a comprehemsive agenda for actiom.

1. What priorities emerge from the report in the following categories:
a. ises or achions which would have signficamt impandt em
future direction in this area;

b issutes and actions which are timely due to other initiatives
being contemplated in the area;

c. issues or aciions wiiidh lard] tirenssdivess to mrarrepedti:
projects in the short termm;

d. issues or actions which could best be undertakem by the
ATHIUE?
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Page three
February 13, 1991

2, Wihat toppicsipuessiions i tthiis @rea reefuireen omeorén-dwidbpth
discussion? What resources would we need to carry on such a discussion?

3. Wihat actions/guestions im tiis aacea shbotld be pursued im
coliaboration with other agencies? What are those agencies? How wouwld
we move toward collaboration?

4, Wit pragject shault wealdeeblpprintitivis prza? Wit woaulld e tthe
nature of this projeat?

1 would welcome other questions from you that might assist us in moving
from the reports to an action agenda.

If you have any questions or comments, I would like to hear from you
prior to my departure for Boston on Thursday, February 21. In case you
need to reach me in Boston prior to the meeting [ will be at my
daughter’s home (617) 332-7469.

Sinccrely,

I\ e
Sara S. Lee

Sz

/'uyb o nbé
Enclosures
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August 24,, 1990

BROPOSAL
TEACHER EDUCATIOW PROJECT
for
THE ASSOCIATIONS OF INSTITUTIOWS OF HIGHER LEARNING FOR JEWIEH
EDUCATION
submitted by

Lifsa Schachter

A preliminary propesal emanatimg Frem my experienee at CAIE
during the summer of 11990, some conversatioms att the Teacher
Training Rekuz at CARJE, and reflectioms em some of the sswues
that have been of concerm to the Asseciariom of Institwilioms of
Higher Learning Fer Jevish Educatiomn., The abowvey led me Lo thimk
of & way fer rhe Asreciatiomn fo have a presemee at CAJE whigh
weuld HRighlight jits ¢easecher ¢trainimg activities and make The
Aseociation more viisible in ways €Ehat individuwall presemniters ean
net pchieve, T think ve could make a eentributiomn hy providimg a

systematie training effext.

My chiaking is ¢hat ¢he Asseciuftion as an arseciztion undertakw @
veéek Seminatr “ITnrtroductiem ¢8 Jevish TFeachimg.™ This veould Be

f6F péeple whe kKave never depe 1t Before amd uwewld Bbe effencd
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four mornings during the CAJE week. There would be four three=
hour modules. There would be some selectiom of madules based om
people's entry levels., People would be free to enrelll im other

activities diuring the afternoom and evenimgs. Courses would be

taught by Accociation Faewley. We wowld eover thae bacic townld
for jimitial classroom survival and link them to theory, readimgs

ffor people to take home, possible long-remge activities.

This project requires 2 plannimg committee by teacher trainers
from the various ifmstiturioms. My feelimg is that if we dem'"w
teke this opportumity, the field will be appropriated by othenr

groups also doing teacher educatieom.,

I am very eager £a think what yow thimk ef this idexn.,

Ls/2ikLje/pEop
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Februaxry 7, 19%®

PROPOSAL

Beveloping Training Brateesis for Jewish Fdueators
By the

Asspeiakion pf Tgmdtituriens of Higher lLearning for Jdewish Educarign
Heed apnd Rationale

The number of teachers who participate in systematic professiomal
education whether on the pre-service or in-service level is a very
small percentage of the teachers who work in Jewish scheel settimgs im
America. This condition will persist for the foreseeable future.,

This lack of preparation is widely seen ag contributimg negatively to
the state of Jewish Educatiom.,

The institutiong which belong to the Associatiom of institutioms of
Higher Learning for Jewish Educatiom collectively have the broadest
experience in training Jewish educaters., In additiom they are im
touch with the research in the field and have the persomnel trained to
reflect uwpon and develop training programs. These institutioms
address most of thelr efforts to studemts whoe come to thelr campuwsess.
Individually member imstitutions do a limited amounmt of outreach to
teachers in other communities.,

In the absence of academically based traiming prograaws, teachers im
communlities throughout America receive some training either through
local bureaus, through the efforts ¢of sponserimg institutioms; and
through a series of publicatioms produced by variocus commercial and
non-comméercial publishers.., Programs are unsystemmtie, spotty and hawe
no commen set of articulated eriterias, geals or standandss,

This proposal asserts that the Asseociatiom of Institutioms of Highenw
Learning for Jewish Educatiom, because of its accumulated experiemse,
can play a2 significant role te enhance the trainimg of Jewish
Educators throughout the United States by developing a set of
protogols that ean be implemented in ceowmmumitiess whiech have no access

to other professieonal teacher educatiom programss.

In order to develop these protecels the Asgeciatiom will have teo
successfully address the fellowing guestienss:

- s there a minimum desired knowledge base for all prefessiomals
in Jewish Edueatioem?

- 18 there a core set of skills which all professiomals in Jewish
Edueation sheuld pessess?
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Training protocols might imclude videotapes as well as other materials
as well as training sessions for the impalements of these protocols te
be ocffered in regional locations throughout the United States.. These
protoccls would not be a substitute for axisting academic programs and
should net be seen as a substitute for them.

By having an impact beyond the number of educaters directly reached by
thelr programs, Sudh protocels would greatly enhance the importamce of
the Association of Imstitutions of Higher Learning for Jewish
Edueation as players in the revitalized Jewish Educaticom sSceme..

ls\aihilije\proposal
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1¥01- the Advanced Study and Development of Jewish Kdueation

July 4, 1991 Draft 1
The Second Jerusalem W orkshop of the CUE

Implementing the Recommendations of the
Commission for Jewish Education in North America:

Documents for Discussion—Prepared by S. Fox and A. Hochstein

Introduction

During its initial setting up period the CUE has succeeded in establishing a human, organiza-
tional, and financial infrastructure that is now ready to launch work on several of the

recommendations of the Commission. A first workplan and time line were established that in-
elude the following elements (Exhibit 1):

* Establishing Lead Communities
* Undertaking a “best practices” project

* Drafting a policy paper towards the establishment of a research capability in North
America

* Building community support, including the preparation of a strategic plan
* Developing a masterplan for the training of personnel

* Developing and launching a monitoring, evaluation and feedback program alongside the
implementation work

This paper will deal with Lead Communities. Separate papers will be prepared on each of the
other elements (forthcoming).

Lead Communities

In the pages that follow we will outline some of the ideas that could guide the CUE’S approach
to Lead Communities.

1. What is a Lead Community?

In its report” Time to Act the Commission on Jewish Education in North America decided on
the establishment of Lead Communities as a strategy for bringing about significant change and
improvement in Jewish Education (Exhibit 2). A Lead Community (LC) will be a site—an en-
tire community or a large part of it —that will undertake a major development and improve-
ment program of its Jewish education. The program—prepared with the assistance of the

121 Hal?lira Si. Jeru.Milom“>.1102. Kracl IVI. 02-M1.S72N: Fax. 02-h'WI>51 op> :hftX72S nodv o I1(!12 o°%wi7> 'x 22 779937 "0



CUE, will involve the implementation of an action plan in the areas of building the profession
off Jewish education, mobilizing community support and in programmatic aress such as day-
seinools oF Israel experience programs. It will be carefully monitored and evaluated, and feed-
back wiill be provided on an ongoing basis.

Sexexal Lead Communities will be established. Communities selected for the program will be
presented with a menu of projects for the improvement of Jewish education. Tivis mema,
prepared by the swaff of the CUE, will include required programs (e.g., universal im-service
education; recruiting and involving top lay leadership; maximum use of best practices) as
well as optional programs (2.g., innovation and experimentation in programmatic aress such
as day schools, supplementary schools; summer camps; community center programs;, Israel ex-
perience programs). Each LC will prepare and undertake the implementation of a program
most swited o meet its needs and resources, and likely to have a major impact on the scope
amd qualiity off Jewish education provided. Each community will negotiate am agreement wiith
the CIE, which will specify the programs and projects to be carried out by the conmmnumiity,
thermr goals, anticipated outcomes, and the additional resources that will be made available.
Terms for insuring the standards and scope of the plan will also be spelied out. The agreement
will specify the support communities will receive from the CUE. A key element in the LC
plan is the centrality of on-going evaluation of each project and of the whole plam

Through the LCs, the CITE hopes to implement a large number of experimemnts in diverse comn-
mumities. Each community will make significant choices, while they are being careffully
puided and assisted. The data collection and analysis effort will be aimed at determimimg witich
programs amd combination of programs are more successful, and which need modificaion.
The more successful programs will be offered for replication in additional communities,, wihiille
others may be adapted or dropped.

This conception of Lead Communities is based on the following conceptions:

a. Gradual Change: A long-term project is being undertaken. Change will be gradiual and
take place over a period of time.

b. Local Initiative: The initiative for establishing LCs will come from the local commemumity;.
The plan must be locally developed and supported. The key stakehelders must be commmited
to the endeavor. A local planning mechanism (committee) will play the major rele inm generai-
img ideas, designing programs and implementing them. With the help of the CUE, it will be
possible for local and national forces to work together in designing and field-tesfing solutions
to the problems of Jewish edueation.

¢. The CIJE”s Role: Faeilitating implementatien and ensuring eontinental input. The
CUE, through its staff and eonsultants will make a eritieal contribution to the development of
Lead Communities. (See Item 2a below.)

d. Community and Persommel: Meaningful ehange requires that these elements mest eritieal
to improvement be addressed. The Commission has ealled these “the building bloeks of
Jewish eduesntion” or “enabling options.” It decided that without commmunity suppert for
Jewish education and dealing with the shertage of qualified persennel, ne systemie ehange is
likely fo ossur. All LEs will therefore, deal with these elements. The bulk of the thinking,
planning, and reseurees will go to addressing them.



e. Scope and Quality: In order for a LC’s plan to be valid and effective, it must fulfill two
conditions:

1. It must be of sufficient scope to have a significant impact on the overall educational picture
in the community.

2. It must ensure high standards of quality through the input of experts, through planning,
and evaluation procedures.

f. Evaluation & Feedback-Loop: Through a process of data- collection, and analysis for the
purposes of momitoring and evaluation the community at large will be able to study and know
what programs or plans yield positive results. It will also permit the creation of a feedback-
loop between planning and evaluation activities, and between central and lacal activities.

g. Environment: The LC should be characterized by an environment of innovation and ex-
perimentation. Programs should not be limited to existing ideas but rather creativity should be
encouraged. As ideas are tested they will be carefully monitored and will be subject to critical
analysis. The combination of openness and creativity with monitoring and accoumtability is not
easily accomplished but is vital to the concept of LC.

2. Relationship Between the CIJE and Lead Commumities

a. The CUE will offer the following support to Lead Commumities:
1. Professional guidance by its staff and consultants

2. Bridge to comtinental/central resources, such as the Institutions of Higher Jewish Learning,
JESNA, the JCCA, CJF, the denominations, etc.

3. Facilitation of outside funding—in particular by Foundations

4, Assistance in recruitment of Leadership

5. Ongoing trouble-shooting (for matters of content and of process)
6. Monitoring, evaluation and feedback loop

7. Communication and networking

b. Lead Communities will commit themselves to the following elements:

1. To engage the majority of stakeholders, institutions and programs dealing with education in
the planning process—across ideologieal and denominational peints of view.

2. To recruit outstanding leadership that will obtain the neeessary resourees for the implemen-
tation of the plan.

3. To plan and implement a program that includes the enabling options and that is of a scope
and standard of quality that will ensure reasonable chance for signifieant ehange to eeeur.

3. The Contemnit:

The core of the development program undertaken by Lead Communities must inelude the “ena-
bling optioms.” These will be required element in eaeh LC program. Hewever, eommunities
will choose the programmatic areas through whieh they wish te address these eptions.



a. Required elements:

1. Community Support

Every Lead Community will engage in a major effort at building community support for
Jewish education. This will range from recruiting top leadership, to affecting the climate im
the community as regards Jewish education. LCs will need to introduce programs that will
make Jewish education a high communal priority. Some of these programs will include: new
and additional approaches to local fund-raising; establishing a Jewish education “lobby,” inter-
communal networking, developing lay-professional dialogue, setting an agenda for changes;
public relations efforts.

2. Personnel Development:

The community must be willing to implement a plan for recruiting, training, and generally
building the profession of Jewish education. The plan will affect all elements of Jewish educa-
tion in the community: formal; informal; pre-service; in-service; teachers; primcijpals; rabbis;;
vocational; a~vocational. It will include developing a feeder system for recruitiment; using pre-
viously underutilized human resources. Salaries and benefits must be improwedt; new career
paths developed, empowerment and networking of educators addressed. The CUE will recom-
mend the elements of such a program and assist in the planning and implementation as re-
quested.

b. Program areas

Enabling options are applied in programmatic areas. For example, when we traim primcipals, it
1s for the purpose of bringing about improvement in schools. When supplementary school
teachers participate in an in-service training program, the school should benefit. The link be~
tween “emalblime™ and programmatic options was made clear in the work of the Commission..
It is therefore proposed that each lead community sellextt, as arenas for the implementation of
enabling options, those program areas most suited to local needs and conditions. These could
include a variety of formal and informal settings, from day-schools, to summer camps, to
adult education programs or Israel experience programs.

¢. The Role of the CUE

The CUE will need to be prepared with suggestions as to how LC's should work in program
areas. Therefore it will need to build a knowledge base from the very ineeption of its worlk.
The CIUE will provide LCs with information and guidanee regarding “best practices” (see
separate paper on “best practices”). For example, when a community chooses to undertake an
in-service training program for its supplementary sehool or JCC staff, it will be eoffered
several models of suceessful training pregrams. The sommunity will be offered the rationalle
behind the success of those programs. They will then be able to either replicate, make use of,

or develop their own programs, in aceordanee with the standards of guality set by those
models.



@, Outcomes

The Commission on Jewish Education in North America was brought into existence because
of an expressed concern with “Meaningful Jewish Continuity.” The pluralistic nature of the
Commission, did not permit it to deal with the goals of Jewish education. However the ques-
tion of desired outcomes is a major issue, one that has not been addressed and that may yield
different answers for each ideological or denominational group in the community. The role of
gvaluation in the process of Lead Communities will require that the question of outcomes be
addressed. Otherwise, evaluation may not yield desired results. How will this be handled?
Should, for example, each group or institution deal with this individually? (e.g. ask each to
state what is educationally of importance to them). Should it be a collective endeavor? The
CUE may have to develop initial hypotheses about the desired outcomes, base its work an
these and amend them as work progresses.

4. Monitoring, Evaluation and Feedback-loop
The CE will establish an evaluation project (unit). Its purpose will be three-fold:

1. to carry out ongoing monitoring of progress in Lead Communities, in order to assist com-
munity leaders, planners and educators in their daily work. A researcher will be commis-
sioned and will spend much of his/her time locally, collecting and analyzing data and offering
it to practitioners for their consideration. The purpose of this process is to improve and cor-
rect implementation in each LC and between them.

2. 1o evaluate progress in Lead Communities—assessing, as time goes on, the impact and ef-
fectiveness of each program, and its suitability for replication elsewhere. Evaluation will be
conducted in a variety of methods. Data will be collected by the local researcher and also na-
tionally if applicable. Analysis will be the responsibility of the head of the evaluation team
with two purposes in mind: 1) To evaluate the effectiveness of individual programs and of the
Lead Communities themselves as models for change, and, 2) To begin to create indicators and
a data base that could serve as the basis for an ongoing assessment of the state of Jewish educa-
tion in North America. This work will contribute to the publication of a periodic “state of
Jewish education” report as suggested by the Commission.

3. The ferdidack~loop: findings of monitoring and evaluation activities will be continuously
channelled to local and central planning activities in order to affect them and act as an ongeing
corrective. In this manner there will be a rapid exchange of knowledge and mutual influence
between practice and planning. Findings from the field will require ongoing adaptation of
plans. These changed plans will in turn, affect implementation and so on.

5. Recruitment and Selection of Lead Commumities
Several possible ways for the recruitment of LC’s should be considered.

1, Communities, thought te be apprepriate could be invited to apply, while a publie eall-for-
proposal would also make it possible for any interested communities to become candidates.

2. Another method eeuld be for the CUE (o determine eriteria for the selection of com-
munities and encourage enly those appearing most suitable to apply as candidates.



As part of the application precess for participation, candidate communities will be invited to
undertake an organizational process that would lead to:

a. The recruitment of a strong community leader(s) to take charge of the process and to engage
others to assist in the task.

b. Establishing a steering committee/commission to guide the process including most or all
educational institutions in the community.

¢. Conducting a self-study that will map the local state of Jewish education, identifying current
needs and detailing resoureces.

d. Engaging a professional planning team for the process.
Some or all of these elements may already exist in several communities.

A side benefit from such a process would be community-wide publicity regardiing the work of
the CUE and the beginning of a response to the expectations that have been created.

Criteria for the selection of Lead communities were discussed at the January Workshop and at

the March meeting of Semior Policy Advisors (Exhibit 3). They must now be refined and final-
ized.

FE RSN

We hope that this document will help us in our discussions at the seminar. It is meant to be

modified, corrected and changed. In addition we will need to consider some of the following
issues:

I. How will the CUE gear itself up for work with the LC? In particular it will have to recruit
staff to undertake the following:

a. Community relations and community development capability
b. Best Practices
c. Planning; research; monitoring, evaluation and feedback loop (a research unit?)

d. Overall strategies for development (e.g. plan for the training of educators; development of
community support).

e. Development of financial resources—including work with foundations, federations and
individuals.

2. How many Lead Communities can be launched simultaneously? This will require a careful
consideration of resources needed and available.

3. What are the stages for establishing an LC, from selection, to planning, to undertaking
first programs and activities.



July 1 1991

CIJE TIME LINE

l. Lead Communities

1.

Articulate

strategy & plan

Simulate Lead

Communi ty

Develop menu

of projects

Develop recruitment

process for LC

1. Conditions for

participation

2. Recruitment Strategy

(call for proposals?)

3. Invite candidates to

full-day seminar
(a) Plan seminar
(b) Send materials

4. Develop terms of

agreement (CIJE-LC)

Develop selection process

Jerusalem Planning

Workshop (2)

Recruit "Fellows of

the CIJE"

Discuss strategy &
plan with Senior P.A.
& CIJE board

Staff for CIJE
1. Director

2. Planners
Recruit & Select LCe

Announce decision

Lead Communities

APRIL 1991-JUNE 1992

1991
8

10

11

12

Exhibit 1

1992
3



July 1, 1991 CIJE TIME LINE - APRIL 1991-JUNE 1992
1991
4 5 6 8

Negotiate terms

Launch Lead Communities
(set up local planning

& implementation group)

Data collection, Evaluation

& Feedback 1loop

1. Hire researchers
(for LC; coordinators;
Steering Committee;

Researchers in LC)
2. Launch research
3. Diffuse findings

Best Practices

1. Hire consultant &

launch

2. Diffuse findings
Communication programs
1. LC network 6

2. Other communities ]

Community Support
Prepare Strategic Plan
The CIJE Board

1. Campers

10

11

12

Exhibit 1

1992
3

2. Board meetings

3. Interim communications

Senior Policy Advisors

1. Meetings

2. Interim communications
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1991
4 5 6 6

d. The Community-at-Large

1. Develop communications

program
e. Work with Foundations
1. Engage foundations

2. Joint planning of
specific areas
(e.g., Israel Experience;
media; Early Childhood;
supplmentary schools;

research)

3. Develop a Research Capability

a. Commission policy paper

b. Engage Foundation for

Implementation

4 . Developing the Profession

10

11

12

Exhibit 1

1992

3

a. Training
1. Prepare comprehensive plan ;

2. Work w/ MAF & training

institutions

b. Ladder of Advancement

c. Terms of Employment

d. Etc.

5. Quality Control

a. Develop method for CIJE
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Il EsTABLISHING Lead COMMUMNITIES

Many of the activities described above for the building of a pro-
fession of lewish educators and the development of community
support will take place on a comtinental level. However, the

plan also calls for intensified local efforts.

Boeal Lattorateries iorJowislh Education
Three to ftve model communittes will be established to demon-
strate what can happen when there is an infusion of outstanding
personnel into the educational system, when the importance of
Jewish education is recognized by the community and its lead-
ership, and when the necessary funds are secured to meet addi-
tional costs.

These models, called “Lead Communities,” will provide a
leadership function for other communities throughout North
America. Their purpose is to serve as labaratories in which to dis-
cover the edueational practices and policies that work best. They
will function as the testing places for “best practices” — exem-
plary or excellent programs — in all fields of Jewish educacion.

Each of the Lead Communities will engage in the process of
redesigning and improving the delivery of Jewish educatiof

through a wide array of intensive programs.

67



A Time To Act

Selection of Lead Communities

Fundamental to the success of the Lead Communities will be
the commitment of the community and its key stakeholders to
this endeavor. The community must be willing to set high edu-
cational standards, raise additional funding for education, involve
ail or most of its educational institutions in the program, and
thereby become a model for the rest of the country. Because
the initiative will come from the community itseif, this will be.
a “bottom-up” rather than a “top-down” effort.

A number of cities have already expressed their interest, and
these and other cities will be considered. The goal will be to
choose those that provide the strongest prospects for success.
An analysis will be made of the different communities that have
offered to participate in the program, and criteria will be devel-
oped for the selection of the sites.

Once the Lead Communities are selected, a public announce-
ment will be made so that the Jewish community as a whole

will know the program is under way.

Getting Started

Lead Communities may initiate their programs by creating a
local planning committee consisting of the leaders of the orga-
nized Jewish community, rabbis, educators, and lay leaders in all
the organizations involved in Jewish education. They would
prepare a report on the state ofJewish education in their com-
muniry. Based on their findings, a plan of action would be
developed that addresses the specific educational needs of the

community, including recommendations for new programs.
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A Blueprint for the Future

An inventory of best educational practices in North America
would be prepared as a guide to Lead Communities (and even-
tually made available to the Jewish community as a whole).
Each local school, community center, summer camp, youth pro-
gram, and Israel experience program in the Lead Communities
would be encouraged to select elements from this inventory.
After deciding which of the best practices they might adopt,
the community would develop the appropriate training pro-
gram so that these could be introduced into the relevant insti-
tutions. An important function of the local planning group
would be to monitor and evaluate these innovations and to study
their impact.

The Lead Communities will be a major testing ground for
the new sources of personnel that will be developed. They will
be a prime target for those participating in the Fellows program
as well as the Jewish Education Corps. In fact, while other com-
munities around the country will reap the benefits of these pro-
grams, the positive effects will be most apparent in the Lead
Communities.

The injection of new personnel into a Lead Community will
be made for several purposes: to introduce new programs; to
offer new services, such as adult and family education; and to
provide experts in areas such as the teaching of Hebrew, the
Bible, and Jewish history.

Thus Lead Communities will serve as pilot programs for con-
tinental efforts in the areas of recruitment, the improvement of
salaries and benefits, the development of ladders of advance-

ment, and generally in the building ofa profession.
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Criteria for the Selection of Lead Communities
Senior Policy Advisors

What Criteria Should be Used in Selecting Lead Commumities?
The following criteria will be considered in selecting lead communities:
a, City size

b. Geographic location

c. Lay leadership commitment

d. The existence of a planning process

e. Financial stability

f. Availability of academic resources

g. Strength of existing institutions

h. Presence of some strong professional leadership

1. Willingness of community to take over process and carry it forward
J- Replicability

k. Commitment to coalition building (synergism)

1. Commitment fo innovation

Exhibit 3

m. Commitment to a “seamless approach,” involving all ages, formal and informal education

n, Commitment to the notion of Clal Yisrael—willingness to involve all segments of the

community

0. Agreement with the importanee of creating fundamental reform, notjjust incremental change



Criteria for the Selection of LCs
January 1991 Workshop

Possibie considerations in selection process:
. City size

. Geographical location

. Lay leadership commitment

. Planning process underway

Financial stability

. Availability of academic resources

. Strength off existing institutions

oI - N RN TR

. Presence of some strong professional leadership

N =4

. Willingness of community to take over process and carry it forward after the initial period

In gemeral, there was difficulty in conceptualizing a clear set of criteria for choosing lead
commumities—and in deciding among the goals of replicability/demonstrabillitymodiels of
excellence. What emerged from this discussion was consensus on the idea of differentiated
cmiteria: different communities might be chosen for different reasons. On the other hand, we
clearly cannot afford to fail: however we choose candidates, we must be convimced that
between the community’s resources and our own, success is likely.

Pt
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The Second Jerusalem Workshop of the CUE

Implementing the Recommendations of the
Commission for Jewish Education in North America:

Documents for Discussion—Prepared by S. Fox and A. Hochstein

Introduction

During its initial setting up period the CUE has succeeded in establishing a human, organiza-
tional, and financial infrastructure that is now ready to launch work on several of the

recommendations of the Commission. A first workplan and time line were established that in-
elude the following elements (Exhibit 1):

» Establishing Lead Communities
* Undertaking a “best practices” project

Drafting a policy paper towards the establishment of a research capability in North
America

Building community support, including the preparation of a strategic plan
* Developing a masterplan for the training of personnel

Developing and launching a monitoring, evaluation and feedback program alongside the
implementation work

This paper will deal with Lead Communities. Separate papers will be prepared on each of the
other elements (forthcoming).

Lead Communities

In the pages that follow we will outline some of the ideas that could guide the CUE’S approach
to Lead Communities.

1. Whatis a Lead Community?

In its report”®. Time to Act the Commission on Jewish Education in North America decided on “UZA(
the establishment of Lead Communities as a strategy for bringing about significant change and

improvement in Jewish Education (Exhibit 2). A Lead Community (LC) will be a”it"—mas"eo- qu?éA_A
fijjagenmmunity nr a large part-of if —rhat will undertake a major development and improve- <rvde3

ment program of its Jewish education. The program—prepared with the assistance of the

22a Hatzfira St. Jerusalem 93102. Israel Tel. 02-668728: Fax. 02-699951 ops ;668728 Tvbv 93 102 0°5w11> °X 22 77°9%¥7 M1



CHE, will involve the implementation of an action plan in the areas of building the profession
of Jewish education, mobilizing community support and in programmatic areas such as day-
schools or Israel experience programs. It will be carefully monitored and evaluated, and feed-
back will be provided on an ongoing basis.

Several Lead Communities will be established. Communities selected for the program will be
presented with a menu of projects for the improvement of Jewish education. This menu,
prepared by the staff of the CUE, will include required programs (e.g., universal in-service
education; recruiting and involving top lay leadership; maximum use of best practices) as
well as optional programs (e.g., innovation and experimentation in programmatic areas such
as day schools, supplementary schools; summer camps; community center programs; Israel ex-
perience programs). Each LC will prepare and undertake the implementation of a program
most suited to meet its needs and resources, and likely to have a major impact on the scope
and quality of Jewish education provided. Each community will negotiate an agreement with
the CUE, which will specify the programs and projects to be carried out by the community,
their goals, anticipated outcomes, and the additional resources that will be made available.
Terms for insuring the standards and scope of the plan will also be spelled out. The agreement
will specify the support communities will receive from the CUE. A key element in the LC
plan is the centrality of on-going evaluation of each project and of the whole plan.

Through the LCs, the CUE hopes to implement a large number of experiments in diverse com-
munities. Each community will make significant choices, while they are being carefully
guided and assisted. The data collection and analysis effort will be aimed at determining which
programs and combination of programs are more successful, and which need modification.
The more successful programs will be offered for replication in additional communities, while
others may be adapted or dropped.

This conception of Lead Communities is based on the following conceptions: - 718

a. Gradual Change: A long-term project is being undertaken. Change will be gradual and
take place over a period of time.

b. Local Initiative: The initiative for establishing LCs will come from the local community.
The plan must be locally developed and supported. The key stakeholders must be committed
to the endeavor. A local planning mechanism (committee) will play the major role in generat-
ing ideas, designing programs and implementing them. With the help of the CUE, it will be
possible for local and national forces to work together in designing and field-testing solutions
to the problems of Jewish education.

laleL.
c. The CIJE’s Role: Facilitating implementation and ensuring continental input. The

CUE, through its staff and consultants will make a critical contribution to the development of §
Lead Communities. (See Item 2a below.)

d. Community and Personnel: Meaningful change requires that those elements most critical ESvfr’
to improvement be addressed. The Commission has called these “the building blocks of

Jewish education” or “enabling options.” It decided that without community support for

Jewish education and dealing with the shortage of qualified personnel, no systemic change is

likely to occur. All LCs will therefore, deal with these elements. The bulk of the thinking,

planning, and resources will go to addressing them.



e. Scope and Quality: In order for a LC’s plan to be valid and effective, it must fulfill two
conditions:

1. It must be of sufficient scope to have a significant impact on the overall educational picture
in the community, 'fe (£ < s '

2. It must ensure high standards of quality through the input of experts, through planning,
and evaluation procedures.

f. Evaluation & Feedback-Loop: Through a process of data- collection, and analysis for the 1
purposes of monitoring and evaluation the community at large will be able to study and know 7
what programs or plans yield positive results. It will also permit the creation of a feedback-  \
loop between planning and evaluation activities, and between central and local activities,

g. Environment: The LC should be characterized by an environment of innovation and ex-
perimentation. Programs should not be limited to existing ideas but rather creativity should be
encouraged. As ideas are tested they will be carefully monitored and will be subject to critical
analysis. The combination of openness and creativity with monitoring and accountability is not
easily accomplished but is vital to the concept of A &It

2. Relationship Between the CIJE and Lead Com munities”

K. The CUE will offer the following support to Lead Communities:
1. Professional guidance by its staff and consultants

2. Bridge to continental/central resources, such as the Institutions of Higher Jewish Learning,
JESNA, the JCCA, CJF, the denominations, etc.

3. Facilitation of outside funding—in particular by Foundations

4. Assistance in recruitment of Leadership

5. Ongoing trouble-shooting (for matters of content and of process)
6. Monitoring, evaluation and feedback loop Ss

7. Communication and networking

b. Lead Communities will commit themselves to the following elements:

1. To engage the majority of stakeholders, institutions and programs dealing with education in
the planning process—across ideological and denominational points of view.

2. To recruit outstanding leadership that will obtain the necessary resources for the implemen-
tation of the plan.

3. To plan and implement a program that includes the enabling options and that is of a scope
and standard of quality that will ensure reasonable chancefoLsignific"nt change-to-occur

3. The Content:

The core of the development program undertaken by Lead Communities must include the “ena-
bling options.” These will be required element in each LC program. However, communities
will choose the programmatic areas through which they wish to address these options.



a. Required elements:

1. Community Support

Every Lead Community will engage in a major effort at building community support for
Jewish education. This will range from recruiting top leadership, to affecting the climate in
the community as regards Jewish education. LCs will need to introduce programs that will
make Jewish education a high communal priority. Some of these programs will include: new
and additional approaches to local fund-raising; establishing a Jewish education “lobby,” inter-

communal networking, developing lay-professional dialogue, setting an agenda for change;
public relations efforts.

2. Personnel Development:

The community must be willing to implement a plan for recruiting, training, and generally
building the profession of Jewish education. The plan will affect all elements of Jewish educa-
tion in the community: formal; informal; pre-service; in-service; teachers; principals; rabbis;
vocational; a-vocational. It will include developing a feeder system for recruitment; using pre-
viously underutilized human resources. Salaries and benefits must be improved; new career
paths developed, empowerment and networking of educators addressed. The CUE will recom-
mend the elements of such a program and assist in the planning and implementation as re-
quested.

b. Program areas

Enabling options are applied in programmatic areas. For example, when we train principals, it
is for the purpose of bringing about improvement in schools. When supplementary school
teachers participate in an in-service training program, the school should benefit. The link be-
tween “enabling” and programmatic options was made clear in the work of the Commission.
It is therefore proposed that each lead community select, as arenas for the implementation of
enabling options, those program areas most suited to local needs and conditions. These could
include a variety of formal and informal settings, from day-schools, to summer camps, to
adult education programs or Israel experience programs.

c. The Role ofthe CIJE

The CUE will need to be prepared with suggestions as to how LC’s should work in program
areas. Therefore it will need to build a knowledge base from the very inception of its work.
The CUE will provide LCs with information and guidance regarding “best practices” (see
separate paper on “best practices”). For example, when a community chooses to undertake an
in-service training program for its supplementary school or JCC staff, it will be offered
several models of successful training programs. The community will be offered the rationale
behind the success of those programs. They will then be able to either replicate, make use of,

or develop their own programs, in accordance with the standards of quality set by those
models.



utcomes

he Commission on Jewish Education in North America was brought into existence because
of an expressed concern with “Meaningful Jewish Continuity.” The pluralistic nature of the
Commission, did not permit it to deal with the goals of Jewish education. However the ques-
tion of desired outcomes is a major issue, one that has not been addressed and that may yield
different answers for each ideological or denominational group in the community. The role
evaluation in the process of Lead Communities will require that the question of outcomes be
addressed. Otherwise, evaluation may not yield desired results. How will this be handled?
Should, for example, each group or institution deal with this individually? (e.g. ask each to
state what is educationally of importance to them). Should it be a collective endeavor?
CUE may have to develop initial hypotheses about the desired outcomes, base its work
these and amend them as work progresses.

4. Monitoring, Evaluation and Feedback-loop v
The CUE will establish an evaluation project (unit). Its purpose will be three-fold:

1. to carry out ongoing monitoring ofprogress in Lead Communities, in order to assist com-
munity leaders, planners and educators in their daily work. A researcher will be commis-
sioned and will spend much of his/her time locally, collecting and analyzing data and offering
it to practitioners for their consideration. The purpose of this process is to improve and cor-
rect implementation in each LC and between them.

2. to evaluate progress in Lead Communities—assessing, as time goes on, the impact and ef-
fectiveness of each program, and its suitability for replication elsewhere. Evaluation will be
conducted in a variety of methods. Data will be collected by the local researcher and also na-
tionally if applicable. Analysis will be the responsibility of the head of the evaluation team
with two purposes in mind: 1) To evaluate the effectiveness of individual programs and of the
Lead Communities themselves as models for change, and, 2) To begin to create indicators and
a data base that could serve as the basis for an ongoing assessment of the state of Jewish educa
tion in North America. This work will contribute to the publication of a periodic “state of
Jewish education” report as suggested by the Commission.

3. Thefeedback-loop: findings of monitoring and evaluation activities will be continuously
channelled to local and central planning activities in order to affect them and act as an ongoing
corrective. In this manner there will be a rapid exchange of knowledge and mutual influence
between practice and planning. Findings from the field will require ongoing adaptation of
plans. These changed plans will in turn, affect implementation and so on.

5. Recruitment and Selection of Lead Communities
Several possible ways for the recruitment of LC’s should be considered.

1. Communities, thought to be appropriate could be invited to apply, while a public call-for-
proposal would also make it possible for any interested communities to become candidates.

2. Another method could be for the CUE to determine criteria for the selection of com-
munities and encourage only those appearing most suitable to apply as candidates.



As part of the application process for participation, candidate communities will be invited to
undertake an organizational process that would lead to:

a. The recruitment of a strong community leader(s) to take charge of the process and to engage
others to assist in the task.

b. Establishing a steering committee/commission to guide the process including most or all
educational institutions in the community.

c. Conducting a self-study that will map the local state of Jewish education, identifying current
needs and detailing resources.

d. Engaging a professional planning team for the process.
Some or all of these elements may already exist in several communities.

A side benefit from such a process would be community-wide publicity regarding the work of
the CUE and the beginning of a response to the expectations that have been created.

Criteria for the selection of Lead communities were discussed at the January Workshop and at
the March meeting of Senior Policy Advisors (Exhibit 3). They must now be refmed and final-
ized. v

W \y 1

We hope that this document will help us in our discussions at the seminar. It is meant to be
modified, corrected and changed. In addition we will need to consider some of the following
issues:

1. How will the CUE gear itself up for work with the LC? In particular it will have to recruit
staff to undertake the following:

a. Community relations and community development capability
b. Best Practices
c. Planning; research; monitoring, evaluation and feedback loop (a research unit?)

d. Overall strategies for development (e.g. plan for the training of educators; development of
community support).

e. Development of financial resources—including work with foundations, federations and
individuals.

2. How many Lead Communities can be launched simultaneously? This will require a careful
consideration of resources needed and available.

3. What are the stages for establishing an LC, from selection, to planning, to undertaking
first programs and activities.



July 1, 1991 CIJE TIME LINE — APRIL 1991-JUNE 1992 Exhibit 1

1991 1992
4 5 6 7 8 910 11

l. Lead Communities

a. Articulate
Etrategy & plan

b. Simulate Lead

jjafliminlty

c. Develop menu ] A ~j./)"' vo.,
of projects

e. Develop recruitment
proceBS for LC

V I. Conditions for
participation

*
w o/ 2. Recruitment Strategy
\ (call for proposals?)
\ j- 3. Invite candidates to

full-day seminar
(a) Plan seminar

(b) Send materials

4. Develop terms of I, ,1*...V \ L el 3
, agreement (CIJE-LC) \
\/ f. Develop selection process 0 1
V ¢+ g. Jerusalem Planning

Workshop (2)

h. Recruit "Fellows of
the CIJE"

i. Discuss strategy &
V plan with Senior P.A.
& CIJE board

J. Staff for CIJE
1. Director

2. Planners
k. Recruit & Select LCs

1. Announce decision
Lead Communities



July 1, 1991 CIJE TIME LINE — APRIL 1991-JUNE 1992
1991
4 5 6 8

Negotiate terms

Launch Lead Communities
(set up local planning
& implementation group)

Data collection, Evaluation
& Feedback loop

1. Hire researchers
(for LC; coordinators;
Steering Committee;
Researchers in LC)

2. Launch research
3. Diffuse findings

Best Practices

1. Hire consultant &
launch

2. Diffuse findings
Communication programs
1. LC network t

2. Other communities ;

Community Support
Prepare Strategic Plan
The CIJE Board

1. Campers

10

11

12

Exhibit 1

1992
3

2. Board meetings

3. Interim communications
Senior Policy Advisors

1. Meetings

2. Interim communications



July 1,1991

The Coramunlty-at-Large

1. Develop communications
program

Work with Foundations

CIJE TIME LINE — APRIL 1991-JUNE 1992

1991
0

10

11

12

Exhibit 1

1992
3

1. Engage foundations

2. Joint planning of
specific areas
(e.g., Israel Experience;
media; Early Childhood;
supplmentary schools;
research)

Develop a Research Capability
Commission policy paper

Engage Foundation for
Implementation

Developing the Profession

Training
1. Prepare comprehensive plan ;

2. Work w/ MAF & training
Institutions

Ladder of Advancement

Terms of Employment

Etc.

Quality Control

Develop method for CIJE



III: Estabushing Lead Commun it ies

Many of the activities described above for the building ofa pro-
fession ofJewish educators and the development of community
support will take place on a continental level. However, the

plan also calls for intensified local efforts.

Local LaboratoriesforJewish Education

Three to five model communities will be established to demon-
strate what can happen when there is an infusion of outstanding
personnel into the educational system, when the importance of
Jewish education is recognized by the community and its lead-
ership, and when the necessary funds are secured to meet addi-
tional costs.

These models, called “Lead Communities,” will provide a
leadership function for other communities throughout North
America. Their purpose is to serve as laboratories in which to dis-
cover the educational practices and policies that work best. They
will function as the testing places for “best practices” — exem-
plary or excellent programs — in all fields ofJewish education.

Each ofthe Lead Communities will engage in the process of
redesigning and improving the delivery ofJewish education

through a wide array of intensive programs.
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A Tivg To Aetr

Selection ¢f Lead Communities

Fundamental to the success of the Lead Commumities will be
the commicmenc off the community and its key stakeholders to
this endeavor. The community must be willing to set high edu-
cational standards, raise additional funding for education, involve
all or most of its educational institutions in the program, and

thereby become a model for the rest of the country. Because

the initiative will come from the community itself, this will be

a “bottom-up” rather than a “top-down” effort.

A number of cities have already expressed their interest, and
these and other cities will be considered. The goal will be te
choose thase that provide the strongest prospects for success.
An analysis will be made of the different commumities that have
offfered to participate in the program, and criteria will be devel-
oped for the selection of the sites.

Once the Lead Communities are selected, a public announce-
ment will be made so that the Jewish community as a whole

will know the program is under way.

Getting Staried

Lead Communities may initiate their programs by creating a
local planning committee consisting of the leaders of the orga-
nized Jewish community, rabbis, educators, and lay leaders in all
the organizations invelved in Jewish education. They would
prepate a reéport on the state of Jewish edueation in their com-
munity, Based on their findings, a plan of aetion weuld be
developed that addresses the speeifie edueational needs of the
community, ineluding recommendations for new programs.

&8
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A Blueprint for the Future

An inventory of best educational practices in North America
would be prepared as a guide to Lead Communities (and even-
tually made available to the Jewish community as a whole).
Each local school, community center, summer camp, youth pro-
gram, and Israel experience program in the Lead Communities
would be encouraged to select elements from this inventory.
After deciding which of the best practices they might adopt,
the community would develop the appropriate training pro-
gram so that these could be introduced into the relevant insti-
tutions. An important function of the local planning group
would be to monitor and evaluate these innovations and to study
their impact.

The Lead Communities will be a major testing ground for
the new sources of personnel that will be developed. They will
be a prime target for those participating in the Fellows program
as well as the Jewish Education Corps. In fact, while other com-
munities around the country will reap the benefits of these pro-
grams, the positive effects will be most apparent in the Lead
Communities.

The injection of new personnel into a Lead Community will
be made for several purposes: to introduce new programs; to
offer new services, such as adult and family education; and to
provide experts in areas such as the teaching of Hebrew, the
Bible, and Jewish history.

Thus Lead Communities will serve as pilot programs for con-
tinental efforts in the areas ofrecruitment, the improvement of
salaries and benefits, the development of ladders of advance-

ment, and generally in the building ofa profession.
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Criteria for the Selection of L.ead Communities
Senior Policy Advisors

What Criteria Should be Used in Selecting Lead Communities?
The following criteria will be considered in selecting lead communities:
a. City size

b. Geographic location

¢. Lay leadership commitment

d. The existence of a planning process

e. Financial stability

f. Availability of academic resources

g. Strength of existing institutions

h. Presence of some strong professional leadership

1. Willingness of community to take over process and carry it forward
j. Replicability

k. Commitment to coalition building (synergism)

1. Comumitment to innovation

Exhibit 3

m. Commitment to a “seamless approach,” involving all ages, formal and informal education

n. Commitment to the notion of Clal Yisrael—willingness to involve all segments of the

community

0. Agreement with the importance of creating fundamental reform, not just incremenial dhange



Criteria for the Selection of LCs
January 1991 Workshop

Possible considerations in selection process:

1. Ciity size

2. Geographical location

3. Lay leadership commitment

4. Planning process underway

5. Financial stability

6. Availability of academic resources

7. Strength of existing institutions

8. Presence of some strong professional leadership

9. Willingness of community to take over process and carry it forward after the initial period

In general, there was difficulty in conceptualizing a clear set of criteria for cheosing lead
communities—and in deciding among the goals of replicability/demonstrabillity fmedidlls of
excellence, What emerged from this discussion was consensus on the idea of differentiated
criteria: different communities might be chosen for different reasons. On the other hand, we
clearly cannot afford to fail: however we choose candidates, we must be convineed that
between the communitty’s resources and our own, sueeess is likely.
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TOMANDS THE IMRLENENTATION O!' THE RECOMMENDATIONS OF THS

COMMIEGEION ON JEWISE EDUCATION IN HORTH AMBRICA:
THE COUNCIL FOR INITIATIVES IN JEWISR EDUCATION

An Overview apd Basic Conocepticns 1!

-~ a community eageged in planning for s comprahans
far-reaching and systematic improvament of Jawi
sducation.,

The CIIE and the Lead Cosmunity

A Lead Community is a concept, arrowam;pm*&_
9

Beveral lead communities will be eatablished and ‘Tch

will enter a parthership with tha CIIX committing
iteself to davalop and iuplemant a specific plan o
prograss and projecta in the commmity.

Contant -

The community plan must include elemants deaigned t:d

addreas tha 'enabling opticms”’ -~ professiconal

davelopment programs for all educators, recruit
involvement of key lay leadarship and enhanced
Xaraal experiences all an educatiomal resgurcsa.

Progarans

The communities should undertaka programmatic
jnitiatives moat suited to masst local neada and
resourcell and likely to have 2 major impact on thy
scope and guality of Jewish education in the
comawani ty.,

i Ev il da

Cemmunity pllnl and projecta ahnuld be carefully L

monitored and avaluated and feedback provided on
oageing basia.

e
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A Tipa to Act. reflegts the North American Commissien on |Jw
Bducation's recommendation to sstablish 1668l isbozatey

Jewish educatior as & strategy fer bringing abowt signifi
change and improvesent.

Three to five model cosmuniwibes will be established to
danonatrate what can happan whan thars is an infusion of
outatanding personnal into tha educatisnal meatem. whem {ha
importance of Jewish sducation ia recognised by tike
community and its leadersiitp, and whefi tha necsssscy MIr
are sacursid to meet additionsl costs.

These wodelm, osllad "Lead Comhunities”, will previde a

Jeadership function for other communities threoughout Nor
Americe,. Thelir purpose ia to serve as laboratoriea in wh|ph

to discover the sducatiomal practices and policies that Jpri
beat. They will function as the testing places for "beat
practices™ - exewplary*or excellent programs - in all fiflide
of Jewish education.

o

Sach of the Lead Coommunities will engage in tha
process of redesigning and improving tha delivery of Jew|lth
education through & wide array of intensive programs.

(X Time to AL, p. 67)
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Basic Concepiions

The process 6f ghanga is gradual. A long term project
being undertaken by the CIJE. The Lead Community Pyl

im & means of bringing about meaningful change in Jaw
education iIm North America by addresfing thosa alemernt
thought to be most aritical to improvement,

Without community support for Jawish education and 'mn
spproach to deal with the shortage of gqualifjied parsor
no systemic changs 18 likaly. Thesa are the "buildimg
bhlocks or enabling optionli identified by tha Camyiiss

come from tha local community itssif.,

Bach local community wikli ba encouraged to etrengthen
existing programs and to develop innovative and

experimental programs to expand thinking beyond exist i
ideas and approachas.

A local planning mechanism will ba responsible

that have the support of a coalition of the stakendidé:
key imstitvtions and individuals.

for generating plans and ideas snd designing prograusLL
o =

In order for a community plan for g¢hange to be valid 4
effective it should fulfill two conditions:

e It must be comprehensive anad of sufficiant scopa ﬂ
have significant impact on the overall profile of
Jewish educatiom,

¢ Xt muet ensure high standards of gyality. This cam
accomplished with the assistance of experts in the

field, careful and thorough plammimyg, and appropr il

svaluation procedures.
The CIJ2 will asaist in dasigning and field-teatling

b
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solutions tgo local problems through the professianal
technieal support of its staff and econsultants and
aséiastance of the many resources of its co-sponsorf—-
Couneil of Jewish Federgtiona (CJ¥F), the ewish Commyp
Centar Association (JCCA) and the Jewish Educatiomal
gservices of North Ameyica ((JESNA)-=- the natiomal txa)
ingtisutions, the deneonintions and the local, regiomal,
national organisatiomw.
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A ccalition of the majority of thes 100al sducational instituti {ne

should bs reguired to undertake a planning process and to aail] a

comnitment to recruit cutstanding lay leadership mo as to sstatilish
& supportive community clisate to snsura the auccass of tha pi{in.

The CLOH saod the Lasd Commuality |

Based on tha specific neads ©f the community and the ttlaﬂdHll
dvailable for implementation each community should propasd| a
mpacific program that it baliavas will make a significant impaciiion
the aocpe and Qquality of Jewish educatian.

The CIOE ghould offer each lesad community!

pcofessional guidansce by steff and consultants
on-going consultation on oontaent &nd process issues
liasson to continantal and international resources
facilitation of funding for special projacts through th
CiJErs relationship with foundations

agsistance in the recruitment of community leadership
Best Practice Project

- Monitorimy, Bvalustion and Fesd-back

Bach community should make specific programiatic choices salec|ied
by mutual agreament fzom & menu prepared by the CUIE. The CIIE minu
will fnclude reguired and gptiondl elememta.

The requizaed.alaments will include:

0 activities to "build the professiom” inocluding 1n-uun% ce
education for all persomnal

© recrultment and involvement of outstanding lay leadmus
for "comnunity support” of Jewish eduycation

o maximum use of Beat Practices so &8 to strengthen
existing programs

o additional and enhanced Israal azperience prograns
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Coammniitiee should develop and implament & plan for the recrai
and training ot personnel and for activities to "build
profession®. The plan should consider the community's v
settings for formal and informal Jewish esducation and plan for
service and in-service activities for teachers, principals, rah
and eall parscnnel working in the field, 8ither as professionals]
as avocational sducaters. It should include a plan to recrult
train praviously under-utilised community humsn reseurces.

Spacific exanples of personnal davelopment activities include
devalopment of policlies end programs to improve salaries
benafits, to develop new career paths and to empower educatosEid]
creating new roles for educators in decision-making in achools
in the community.

REYEE ERuoRSh

The CIOR will recommend alements of an effactivae penacn
development program and assist communities in the planping
implamentation staghis.

ar

community Supports

Bach lead community should leunch a major effort at build
community support. What §s required is leadership at

congregational/sciwol, agency board level and Federation level
This requiremant includeg the racruitment of top leadership
financial support for Jewigh education so as to create a support
community climate to influenca funding decisions and proviils
effective leadership for lead community activitias.

-

Seme posaible approaches to developing stronger laadership hig {/e
been identified. Thay include:

impreoving the stetull of leadexship in Jewish education
providing mentors for younger leadarship from among the
wali-eatabliished and influential community leadership
training of school and agency boards through a
community based training program

v racruiting ieadership from active adult learners
comaunity leadership developwment programs designed
speqifically for Jewish educational lmadership
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Among the specific activiies that should be considered is
dsoption of a formal agenda For COMMUNITY BUPPORT that Laclwdly

ol

-~ naw f£inancial commitments with specifio appropriate
spproachas to local fund-raising

establishmant of a formal education “lobby”
development ¢f ragional or inter-communal netwerks
formelisation of lay-protessional dialogues

public relations sffortm

Qpticnal «lhpentl may include the enrishment and/ox mﬁucaﬂ@;m
esisting programs and tha developmant of innovative |H
experinental programs for a variaty of settings.

The ClJ8 should formalise its relationship with each lead
specifying the programs/projects to be implemanted ~ tha
anticipated outcomes/, and the additional human and fin
resources that the community will make availabla. The
should likswise specify the support that can be expected from
CI13x.

The CEKJE should provide each lead community with timely feed-
through the study of programs and project®. At a later stagm,
succennful programs may be offered to additional commnities
replication or podification in other settings. Others mw be
Jropped sitogether.,
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CONTENT

A wide variety of possible options reflecting the
commitments, concarnm snd interests of the commissionars
were considared = any one of which could have served as Y|®
basim for the Comnimsion'a agenda., It was recognised thas
the options could ba usefully divided inte two large
categoriegat snabling options &nd programmatic options.

The Commission dacided to fogum itw work fnitially on tws gnpa
au major approachms to change without which other pzm
optionm were unlikely to achieve their goals. The enabling opt:
are to we_w* 80 as to deal with the shortag
qualified personnel and ™ - - g P

" mo as to provide the support agsential fof commur
change® Each community will be required first to plan for ||
"emabling options", the required elements of the community plj

The Commission identified programmatio areas for intervantion
means to iImproving existing programs, gtrengthening Instiitutt)
and develcoping innovative and experimental projects.
programmatic areas include the target populationa (early
childhood through senior citizems), settings and framew
(informal and <formal - e.g.!, schools, centers and camps)
Bpesific content and mathads.

Each community should ohoosa tha programmatic aream through wiiich
they plan to addrems these opticms.,

*Enabling options” should be zaflected in the programmetic &
selacted by the community, those most suited to locai needs
conditionm.

Two examples help clarify tha critical relationship bet
“anabling options® and specific programs.

= Training programs for principals improva achools.
= Individdatidgeboishbehefidnahan Wy lamantaryn sehpddch
teachers participate in required in-service training

pPrograms.

*AN the Liwd Communities begin to develop their plan® of actiond
Best Practices inventory would offer & guide to succes
programs/glitea/curricula whioh could be adopted in the

Cemmunitian.® (The Best Practiceas Project by Dr. Barry W. HOl
Thus & community choosing to undertaka a specific progras/pro
will be cffered models of susceastul programs/projecta by the
sQ as to incorperate experienca in the field in planning
deecision aaking. The community can than aither replicatss, modifll ar
develop unique programs, keeping in mind the standards sot by t|{Nse

=
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Monitoring, gvaluatiop, and Feedback

Ongoing monitoring of progress -- collection and analysis of
data — should assist community leaders, planners and educators to
improve and adjust implementation activities in tha communitie

The CUB should establish an Evaluation Project to provide!

e ongoing monitoring of activities and elements of the
community plan .

e evaluation of progress in appropriate form/s

e a feedback loop(a) to *connect practical results with a
process of rethinking, replanning and implementation"”

Deta will be collected locally and nationally to:

evaluate the impact and effectiveness of individual progr BS
- evaluate the effectiveness of the Lead Community Concept

aa a model for change

create indicators and a data base to aarva as the basis £

an ongoing assessment of Jewish education in North *meric!

Zt 1is anticipated that this work may contribute to a perio!
"Stata of Jewish Education Report” as recommended by 1 *
Commission.

Research findings provided through the feedback 1loop(s) win [ (I
information available on a continuous basis for daalslon-mak
purposes. The feedback 1loop(8) provide for the rapid exchange ;g
knowledge and the ability to use information in both planning eo
practice, it is anticipated that this approach will result .m
ongoing adjustments and adaptations of plans.
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DPDARR? NEXT STEPS

During fts initial months the CIJB has sucsssded in satahlitrhisl) a
organization and infrastructure that is now resdy te launch an
the rsocommandations of tha Commisaian. The Senior Policsy iirs
and the Board of Directors of tha CIJE have heid theixr imdd}jal
meetings and reviewed preliminary papers and conceptioms. |[fha
Education Officer has begun wark on a full-tims basis and a sed|jeh
is undrway for tha Exacutive Director and Senior Plammer.

Two deliberations ware held at tha Mandel Institute in JMLLI -
Januazy and July 1991= with CIJE staff, advisores and comsulltter
A working group of educators and planners haa bean formed to “ﬂ
ths CXJB in its work.

A first workplan for the CIJE and time line have bean «wunp”u
that fnoludsa the following elemamts:

Establishing Lead Commmmitiea - as outlimed in this #JL DT

"

Undartaking a Best Practices Projects as outlined in
the enclosed CIJE paper by Dr. Barry W. Holts

A paper now being prepared towards the sstablishment ﬂh! a
research capability ia Nexrth America

A projact teo bullding community support including tha
preparation of a strategic plan

Davelo t of an appreach to a Centimantal Strategy |pc
Preparing Jewish Bducaters as outlined in the proposs
from Dr. Jack Ukeles

I
Developing and launching a menitorimg, evaluation and
fasdback progranm for the CIIE

Separate papers will be fortheeming on sach of the above nlntﬂﬁtﬁ
df the CKJR'e program.

Acknowisdoanants {

Professor Seymour Pox and Annetts Hezhstelin! :nplmntinq‘ he

Reccanendations of the Comnission for Jewiah Rducatien in Njiren

America: Deeumanta for Digeussien for the Second Jerusalem
Woikshep of tha CIUE

Mark GuFyis and Dr. Jendthan Weedthwt: Enhaneing Jawish BEducat|eh
Th community Daveleprant

PR RTINSl R Gty h Gncsnte, M Baeal|, a
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ARRARSLE:, The Recruitwent and Selection of lLead Commumitiligal

The felioming appreach has been proposed for the recruiymamt ij

;gl%:::&}% of lead communities through & two round WNercen

@ g

Asplicutiop apd Selectign

Round Onat Raquest for Broposals (RFP) ¢

Fellowing a publie announcemsnt and communication to the lox h
federation, which will include information shout criteria sdd tie
selection process, communitisa will have six weeks to a
latter of imtent which will be processsd by CIJE staf¥, reviewed|ly
Senior BPolicy Advisors and a committea of the Board of Digector

Ralpction Crigerias

A. City 8imaj minimum population of 13,000 to maximan
population of 250,000

B, Commitmenftommitment ]
I» the Letter of Intent the local federation will be &ked
to provide evidanca of: "]

1. the community'k capability of a joint effort by ail
elenents ©of the compunity
W 2. conmitoent to invelve all stakeholders
3. an axisting.plananing proceas '
4. inftiativel and progrese in Jewieh education in recam
veara (5 yaar®) v
# 5. a Berioull commitment of lay leadership
§. potential to recruit strong community leaders

2: potential for funding for lead communilty
agtivitiel

u8. fSndandpratsnding bfe thmpipportencd cicordatimg an ' “L

environment conducive ¢to innevation and exparinemtak
9. commitment to develaping perecnnel,

# Lgttara of support should be inoluded from a saspling &
the stiakeholders = adueational and communmal laader6.

Sompmunitias will be teleoted £eo pertisipate in the ascond rourd
Foliswing digeiussien and ”feeg 1 by the Senier Policy Adwismms &

VA&
Beard of Direeters, & dit steffE will begin tha recryivmmy
Process 88 oitlined above,

oy
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Round Two: Formal Application

Communities *elected tor Round Two will be Invited ¢tp ! ind
representative* to an informational seminar in preparation lor
Round Two and a more detailed application process that will Inc: ids
a site viait ay CIJE staff upon receipt of the completad form

Following *eraaning by the CUE staff; conzaenta will ba alio; :«5
from tha 8anior Policy Advisors and all applications, matariala md
comments will ba reviewed by a committee of the Board of Dirac >rs
and recommendstiona mad* for approval by tha Board.

XiBitifali. £2e aacm33aftat and Mnotion;

Requests for Proposals (RFP): aarly September 1991
Round On* applicatione due; October 15, 1991
Decision by CIJfi Board: aid November 1991

Seminar for Round Two Communities; aarly Decambar 19
Round Two applications dua: late January 1992
Decision by CIJB Board: by March 1992

NIRRT

(o))

SRI
8/91
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July 30, 1991

‘The Best Practices Project
Barry W, Holtz
L Introduction

In describing its "dlueprint for the future," A Time to Astt the report of the Commission on
Jewish Education in North America, called for the creation of "dn inventory of best
educational practices in North America” (p. 69). The primary purpose of this inventory
would be 10 aid the future work of the Council, particularly as it helps to develop a group of
model Lead Communities, "llocal laboratories for Jewish education.” As the Lead
Communities begin to devise their plans of action, the Best Practices inventory would offer
a guide to successful programsy/sites/cutricula which could be adopted for use in particular
Communities, Tlic Best Practices inventory would become a date base of Jewish
educational excelleace to which the Council staff could refer as it worked with the various
Lead Communities.

Thus the planners from a Lead Community could ask the Councll "where in North America
is the in-service education of teachers done well?™ and the Council staff would be able to
find such a program or school or site some place in the country through consulting the Best
Practice inventory. It is likely that the inventory would not be a published document but a
resource that the Council would keep or make available to particular interested partizs.

What do we mean by "best practice™ The contemporaxy literature in general education
points out that seeking perfection when we examine educational endeavors will offer us
little assistance as we try to improve educational practice. In an enterprise as complex and
multifaceted as education, these writers argue, we should be looking to discover “good” not
ideal practice. As Joseph Reimer describes this in his paper for Commission, these are
educational projeets which have weaknesses and do not succeed in all their goals, but which
have the strength to recognize the weaknesgey and the will to keep working at getting
better. "Good" educational practice, then, s what we seek to idenitify for Jewish education.

A project to create such an inventory begins with the assumption that we know how to
locate such Best Practice, The "we" here is the network of people we knew, trust or know
about in the field of Jewish education around the country. I assume that we could generate
a list of such people with not too much difficulty. Through using that netwoilk, as described
below, we can begin to create the Best Practice inventony.

Theoretically, in having such an index the Ceuncil would be able to offer both
encouragement and programmatic assistanee ie the partieuiar Lead Compunity asking for
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advice. The encouragement would come through the knowledge that good practice does
&3t out in the field in many aspects of Jewish education. By viewing the Best Practise of
X" in one location, the Lead Commmunity could receive actual programmatic assistance by
seeing a livilmg example of the way that "X" might be implemented in its local setting,

1 say "ticasetically" in the paragraph above because we will have to carefully examine the
way that the inventory of good educational practice can best be used in living educational
simuations. Certainly significant stumbling blocks will have to be overcome, Im what way,
for example, will viewing the Best Practice of “X" in Boston, Atlanta or Montreal offer
confidence building and programmatic assistance to the person sitting in the Lead
Community? Perhaps he or she will say: Tlat may be fine for Boston or Atlanta or
Montreal, but in our community we don’t have ‘A" and therefore can’t do ‘B\."

Knowing that a best practice exists in one place and even seeing that program in action
does not guarantee that the Lead Communities will be able to succeed in implementing it
im their localities, no matter how good their intentioms. The issue of tramslation from the
Best Practice site 10 the Lead Community site is one which will require considerable
thought as this project develops. What makes one curriculum work in Deawer or Cleveland
Is connected to a whole collection of factors that may not be in place when we try to
iimtroduce that cuwrriculom in Atlanta or Minneapalis. Part of this project will involve
figuring owt the many diffierent components of any successful practice.

As we seek 10 translate and implement the best practice into the Lead Commmmmities, it will
be imporiant also to choose those practitioners who are able to communicate a deeper
wnderstanding of their own work and can assist the Lead Communities in adapting the Best
Practices ideas into new settings.

The Best Practices initiative for Jewish education is a project with at least three
imerrelated dimensions, First, we will need to create a list of experts in variows aspeats of
Jewish educational practice to whom the CUE could turn as it worked with Lead
Communities, These are the consultants that could be brought into & Lead Community to
offfer guidance about specific new ideas and programs. For shorthand purposes we can calll
this “the Rolodex." The Rolodex also includes experts in general and Jewish education who
sould address questions of a broadet o more theoretieal sort for the benefit of the CLJE
staff and fellowes- people who weuld not neeessarily be brought into the Lead Commumnity
itself, but would help the CIJE think abeout the work that it is doing in the comwamunifies.

The first phase of ihe Best Practices profeett- stocking the Rollollex-- has alieadly begun as
the CIUB staff has begusn werking. It will eontinue throughout the preject 85 mew peaple
beeotie knewn duting the process.
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$Second, the project will have as its primary mission the use of Best Practices for assisting
the Lead Communities, For shorthand purposes we can call this "the data base.” This will
Be described in detail in the next section of this memo below. Third, the project has
implications for a much larger ongoing research project. For shorthand purposes we can
¢all this “the long-range plan. The long-range plan is 2 major study of Best Practices in
Jewish edueation - locating, studying and documenting in detail the best work, the "success
stories," of contemporary Jewlsh education. (I say *contemporary” here, but a research
project of this sort might well include a historical dimension too. What can we learm about
the almost legendary sapplementary school run by Shrage Arian in Albamy in the 1960s
should have important implications for educational practice today.) Such a project should
probably be located in an academic setting outside the CLVE. We could imagine a Center
for the Study of Excellence in Jewish Education established at a institution of higher
learning with a strong interest in Jewish education, in a School of Education at a university
or created as a "fice-standing” research center. Obviously, this project intersects with the
research plan that the CLJE is also developimng.

"Best Practices for assisting the Lead Communities” and "the long-range plani" are not
mutually exclusive. The latter flows from the former. As we begin to develop a data base
for the Lead Communities, we will also begin to study Best Practices in detsil. The
difference between the two projects is that the Lead Communities will need immediate
assistance. They cannot wait for before acting. But what we learn from the actual
experience of the Lead Communities (such as through the assessment project which will be
implemented for the Lead Communities) will then become part of the rick documentation
cemiral to the Jong-range plan.

1L Best Practice and the Lead Communities

Of course there s no such thing as "Best Practee” in the abstract, there is only Best
Practice of "X partieularity: the (good enough) Hebrew Schoel, JCC, curriculum for
teaching Israel, etc. The flrst problem we have to face is defining the areas which the
inventory would want to have as its particular categories. Thus we could cut into the
problem in & number of different ways, We could, for example, look at some of the "sites"
in which Jewish education takes place such as:

~Hiebrew schools

~Day Schools

~Ttips to lerael

ity ehildhood programs

~JCCs

~-Adult Education programs
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Or we could look at some of the subject areas which are taught in such sights:

- Bible

s+ Hebrew

- Israel

Other modes are also possible. Hence the following question needs to be decided: What

are the appropriate categories for the inventory?

'We propose to choose the categories based on a combination of the following criteria:
a) what we predigt the Lead Communities will want and need, based on a survey of
knowledgeable peopls (see step 1 below) and b) what we can get up and runming quickly
because we know the people and perhaps even some actual sites or programs alreadly, or
can get that information quickly.

HI. Suggestions for a process

What has to be done to launch and implement the Best Practice project for Lead
Communities? Iwonld suggest the following steps:

e
To do this we should quickly poll a select number of advisers who have been involved in
thinking about the work of the CIJE or the Commission to see what categories we can
agree would be most useful for the Lead Communities.

Our main focus should be the Commission’s "enabling option” of developing persounet for
Jewish education ("building the profession™). (A second enabling opticn= mobilizing
community support for Jewish edueation- will be dealt with as the Lead Communities are
sclected and as they develop, Although in principle the "Best Practices” approach might
also apply in this area~@.g. we could try to indicate those places around the country in
which community support has been successfully mobilized for Jewish educatiom-- the Best
Practices project will be limited to the enabling option of "building the profession.” A
different subgroup can be organized to investigate the Best Practices for commumity
support option. The option of the Israel Experience, viewed as an enabling option, could
also be studied by a different subgroup.)

The enabling option of “building the profession® comes to life only when we ses it in

relationship to the ongoing work of Jewlish education in all its many aspects, A number of

these dimensions of Jewish education were discussed during the meetings of the

Commission and twenty-three such arenas for actlon were identified. Theae were called

the "programmatic eptions® and the list ineluded items such as early childhood education,

the day school, family edueation, ete. Although the Commission decided to focus its work
4
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on the enabling options (rather than any specific programmatic options) because of their
broad applicability 1o all areas of Jewish education, it is appropriate for the Best Practiices
project to turn now to explore the specific programmatic options which can be of most
benefit to the Lead Commurities. Indeed, it is this list, coupled with the emaibling option of
building the profession, that can help us begin the process of deciding what specific areas of
best practice we ought to analyze.

The method of work will be t0 use the enabling option of "building the profession” as a lems
through each of the chosen programmatic options (from the original list of twenty-three)
are viewed. Each chosen programmatic aption would be viewed specifically in the light of
best practice in building the profession within its domain. For example, what is the best
practice of bullding the profession within the domain of the programmatic option called
"adiult education or “early childhood education.”

The deﬁnitional guide isa documentwhich is prepl.rcd for each category Its purpase is to
offier guidance as we seck to determine best (1.e. "pood enough”) practice within the
calegory.

One advantags of focusing on the enabling option of personnel is that in the Commission
report we already have a headstart in defining the how we should go about studying the
programs we will examine, A Time To Act (pp. 55-63) analyzes "building the profession” in
the light of six subcategories: 1) recrultment, 2) developing new sources of persomnel, 3)
fraining, 4) salaries and benefits, 5) career tradk development, 6) empowerment of
educators.

These six subcategories can be the filter we use in looking at the programmatic options
under ¢onsideration. Thus, if one chesen programmatic option Is supplemoemary school
sducation we could ask: where are the good programs for mmmmg pm@ml to the
supplementaty sehool? whe does & good job of developing new 2 sonné! for the
tary sehool? whers is the training of persenml £or the supplememm school
done well? whe has dens an interesting job in improving salaries o 0
place implemented outstanding prograrns of WMM? A:e there
sxamples that ean be found of the empawsrment of educators? The same six poimts of
building the profession eai be applied to any of programmatic options.

The definitional guide will take these six subeategories and flesh them out and refine them
a6 a1 aid whieh ean be used by the “leeation finders* (see below) who will help us loeate
speeifie axamples of surrsnt Best Pfﬁ&ﬁeé in the field. The guide should also inelude a
svggesiad list of ‘losaion finders® for each ared. The CHIB staff weuld reat to these
papers but we anticipate that this sheuld be a 5{&;&5 fast proeess.
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d.1dentify the location finders

Onee we define a list of categories and definitional guides for each, we would then want to
find a group of “location finders” who would recognize or know about "Best Practice.” It
may also require a meeting of people to bralnstorm places, sites, psople as well. There
probably also should be a group of well-traveled Jewish educators who could suggest the
“Incation finders” to the CIJE.

4, Got the ¥

Once we have the 'location finders” for each category and the definitional guides, we can
then put together the suggested lists of best practice for each category. Whis could come via
meetings (as mentioned above), through phone calls or simply through getting submissions
of lists from the location finders for each category.

Yet another approach that also can be implemented 13 a "bottom up” attack on this issuc.
The CLJE can put out a call to the field for suggestions of best practice to be included in
the inventory, One model we ought to investigate is the National Diffusion Networlk, an
organization in general education which seeks to disseminats examples of best practice
around the country through this bottom up approach. We would necd to explore how the
Network deals with questions of quality control to see if it is applicable to our needs.

3. Evaluate the choices

Once we receive the proposed lists in each category, we are going to need to implement
some independent evaluation of the candidates for inclusion.. As stated above quality
control is an imporiant ¢lement of the Best Practices project. It will be important,
therefore, to have outside experts at our service who could go out into the field to look at
those sites that have been proposed as examples of Best Practices. Before we can pass on
these exemplars for use by the Lead Communities, we must be able to stand by what we
call "best.”

Here this project begins to overlap with other research concerns mentioned in the report of
the Commission. The evaluation that has begun in the step above now must move 0n to
another stage, We have ta go beyond mere lists for the inventory §o that we can try to
determine what it is that defines the "goodness” of the good that has been identified.
Otherwise the general applicability of the inventory will never be realized. We will
certainly get gome of this from the location finders. They will need to tell us the reasons
for their choices, The outside evaluators will also need to write up the projects that they
visit. In this way we can begin to develop a rich source of information about the success
stories of Jewish education and how they might (or might not) be translated into other

situations,
6
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%&% iﬂ eaeh Best Ptﬁ@tl@e case can be translated to the Lead Community and what

camnet? This is a complicated question and requires the job described in #6 abave, at least
fior these ¢ases in which the Lead Community is planning to implement actiom.

It then requires a ¢areful mouitoring of what {s going on when the attempt to translate
particulia: Best Practices actually is lsunched, This monitoring is the intersection of the
Besi Practices project with the research and agsessment that will be conducted in each
Lend Community, How the two matters are divided-- Best Practices Reseandh and Lead
Communities Assesgment:- is a matter that needs further clarification as the work
proceeds.

But snother isswe that forms the background to all of this work is an importamt additiomal
research project that probably should be undertaken by the Best Practices project (in
comsultation with the researchers working on the Lead Communities). That is an
inwestigation of the corrent kmowledge and state of the art opinion from general education
on the question of implementing change and innovation into settings. A second and
related fsswe is the question of research on implementing change into sites which are larger
tham scihool settings since this seems to be applicable to the ambitious goals of the Lead
Comrmunities project.

IV. Timetable

Wit of these seven steps can and should be done when? Probably the best way to attadk
this problem is through successive “iterations,” beginning with a first cut at finding examples
of best practice through using the network of Jewish educators whom we kmow, them
putting out a call for submissions to the inventory, and getting preliminary reports from the
"location finders.” A second stage would evaluate these first choices and begin the writing
vp of reasons that can lead to action in the Lead Communities. During the process we
would, no doubt, receive other suggestions for inclusion on the list and the final inventory
of Besy Practices would get more and more refined as the exploration continwed. Om
swecessive investigations we can refine the information, gather new examples of pratice
aid send ot researehers to evalyais the correctness of the ehoices. The important point is
that the Best Practices projeet ean be launched without waiting for elosure on all the issues.
Thus we willl be able to offer advice and guidance to the Lead Communities in a shorter
amount of time,
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Y. Lead Communities: Beyond Best Practices

In the view of A Time tg Act the "Lead Communities would be encouraged to select
¢lements from the inventory” (p. 69) of Best Practices as they developed their educational
plan. Itis with this goal in mind, that we wish to initiate the Best Practices project, But it is
important to add a caveat as well; Innovation in Jewish education cannot be limited only to
implementing those programs that currently work into a new setting called the Lead
Community, If Jewish education is to grow it must also be free to imagine new possibilities,
to reconceptualize a$ well as to replicate. One practical approach to this matter would be
an investigation of innovative ideas that have been written about, but have never been tried
out in Jewish education. A search of literature for such ideas should also be undertaken
either under the rubric of the Best Practices Project or through any research project put
into operation by the CIJE.

"Best Practices” should be only one dimension of Lead Communities. The crisis in Jewish
cducation calls for new thinking: Bold, creative, even daring “new practices” must also play
2 role in our thinking as the Lead Communities scarch for ways to affect Jewish continuity
through Jewish education. Under the banner of the Best Practices Project we should create
the Department of Innovative Thinking for Jewish education. This would be the arena in
which new ideas or adaptations of ideas from other contexts could be formulated and
eventually funded for Jewish education. This could be done through conferences,
commissioned think pieces or through the investigation mentioned above of ideas that
have written about, but never tried outt The Best Practices project gives us a chance, in
other words, to dream about possibilities as yet untried and to test out these dreams in the
living lahoratories established by the Lead Communities.
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PURPOSE

The purpose of this project is to assist the Council on Initiatives In Jewish Education
(CUE) in its efforts 10 expand and improve the education, developmeant andl traiming of current
and futare Jewish educators in continental North Americs.

Specifically, the project hii§ three objectives:

. Tho assass qureanify onaildite mesowees anakd meeds ffor ppeesserviceantdiinsservice
training or professional development in the field of Jewish educationy;

] Tho denedbgp a fives o ttun year stertagibe phhan to ccoppanid aanid | imppooree ttratming ot] Femsih
education in North America. This plan will incorporate an overall view of the futurs
training system; priorities for the use of resources; and recommendations for policy
directions and programs to be promoted by CIJE; and

B Todewdigp @ timee wemr inypbameentation plan sspedifying copganizstional,sstfffiggandd
financlal resources required to carry out recommendations in & timetablk, f"?

BACKGROUND

The field of Jewish education in North America is plagued by a severs shortage of
draimed snd qualified educators for its numerous formal and informal settings. It is estimaed
that Mhere are 5,000 full-time positions for Jewish educatory and another 20,000 to 30,000
par-fime positiens. At the same fime, all training programs for Jewish education (outside of
the Chared! sector) graduate together approximately 100 people per year -- a figure waefully
inddequate to meei (he needs of the field. Improvement Is contingens upon a significant
ineicass in the number of wellstrained edueators, This will include training for matters such
88 competenes in Judaiea, proficiency in Hobrew, mastery of theary and practice of
édugation. 1t is astimated that foday lees than half the educators in the ficld possess these
qualifications. fraastn

The €ommission on Jewish Education in Nerth America in its report, A Time To Agh,
&ogently dessribes the "erisis" in Jowish edueation and identifies the interrelated problemss that
st be addresseds

+ spefadie pattielpation

‘ defigienetes in eonient

* inadsquate community suppert
! ypderdeveloped professien

* gareliable data
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Of oll of these problems, addressing issues related to the profession of Jewish
education is key, Accordingly, personnel in Jewish education is one of the major arews of
concern for CLJE. This includes a focus on recruitment, career development (salary and! starus
emhancement), creation of new types of jobs as well as the preparation of educators, Whille
recognizing the fnter-relationship of these different dimeansions of persommel and building a
profession, this proposal focuses on one dimension -2 the education, development and training
of educators.

OVERVIEW OF THE APPROACH

Jewish education in North America is increasingly being seen as a life-time
experience; encompassing Yaldenu day care and ElderHestel. It incudes intemsive 3 yesr
posi-graduate degree programs and a lunch-and-learn experience in a downtown law fizm in a
major city. It takes place in schoals, but also in a variety of non-school settinge mthe homs,
summer camp, Jewish Community Center, college Hillel Cemier,

In such @ complex enterprise, the programs, resources and needs with respect to the
preparation of Jewish educators are diverse, diffuse, and decentralized. In the absence of a
deep well of resources, an approved set of professional standards, and am ackmowledged Ik
sourse or method for training of Jewish educators, a patchwork of solutions hp&agifsen] fla .
These surely run the gamut in quality, creativity and relevance for other settings, They

nonetheless complicate the fask at hand,

Those who have studied fo become professiomali educatots might hold an advamced
degree in Jewish eduestion from a national Institution (e.g. Jewish Theologicul Semimury);
have 8 degree fiom @ regional of local College under Jewish suspice (e.g. Spertus Colllege)); a
degree from 8 seeular University (e.g. Stanford University) or a ecertificate from a chanwdi
Teaehers seminary (e.8. Beis Yuakoev). The iraining possibilities for people involved In
informal Jewish edueation are even more wide-tanging,

This propesal will eensider the need for, and training of, educators at all levels (from
geaduate professers te early ehildhoed teachers); [n a variety of settings (formpil, informal and
mixed); and for different types of pesitions (e.g. teachers, principals, specialty area expatss).

Warking with the Eiglﬁs I erder te eape with the eomplexity of this field it willl be
Resessary 18 work elesely with existing institutiony, without neeessarily being waduly limited
by what has gene befete.

Specifically, e*ch of the institutions of higher edueation (THE's) with Jewish eduwoution
programs will pe asked (Both by survey iastruments and field visits) for imformtion on their
g‘g FAfR FesOuEees, plans; AspiFations, assessment of needs, And recommendniivns for mutionl

¢l action. This will 88pve severm) purpeses. Fimst, it ebtains the benefit of some of the bes

a
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thinking about preparation and training in Jewish education from practitioners who are close
to the field, knowledgeable sbout best program practices, details and constraints; second, it

provides duta essential for a typology of current resources; and third, it is an important source
for [mmovative Ideas.

Project Committee: A committee will be formed to guide the work of this study, To
be comprised of distinguished professional and lay leaders in Jewish education, the Project
Committee will review progress at major stages of the waxk plan (see below). In additiom,
committee members by virtue of their stature and positions are likely to play sigmificant roles
in promoting recommendations and supporting impiementation.

WORK PLAN

10 QRIENTATION

The project begins with review of project purposes, methods, and work plan with the Board
of Policy Advisors, staff of, and consultamts to CIJE; defining working assumptions and
priotities; establishing and meeting with the Project Committee; and reviewing background
materials,

2.0 RECONNAISSANCE

An interview schedule will be prepared, including a comprehensive list of topics an
prepasation and (raining of Jewlsh educators, to obtain key informant -- lay leadiars,
professionals, subject area experts & views about strengths, weakmesses, priority needs,
appottunities, issues and important cholces facing the tralning of Jewish educattors,

Key informants will be selected to ensure a cross-section of all sectors of interest and
invelvement ia Jewish edueation (e.g, professional and lay groups, geographic areas, formall
snd Infermal, efe.). Interviews will be eonducted and responses compiled.

‘Tibe resulis of the reeonnaissance will be used to help focus the work in the remaindier
of the prejeet, The suggestions for improving the preparation of Jewish educators will be
feviewed from fhe peint of view of probable benefit and probable feasibility or risk. This
pieliminary agsessment will be used to
56888 whieh areas of the preparation of Jewish educators should receive Intense analytic
effort and which ones less.

‘The mest premising avepuwes -IHigh poteatial benefit and relatively high probablle feasibility --
will get tHe mest Hetomion iR later phases 0f wark,
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3.0 RESQURCES AND NEEDS ANALYSIS!

Based on the reconnaissamee, an assessment of in-secvice and pre-service training needs and
resources in both formal and informal settings of Jewish educators will be carried out.

Given the weakness in existing information, it will be very difficult ta develop reliable
quantitative estimates of existing needs (¢.g. lacking reliable data on tcacher turnover and the
creation of new positlons, it js difficult to estimate the number of annual teacher openings, let
slone to project forward into the future), It should be possible to get approximate numbers
and qualitative information utilizing existing information and the judgment of experiepced
observers.

On the resource side, seme data & e.g, estimates of the number of peoplée receiving degrees in
Jewish education from institutions of higher learning « will be relatively easy to assemile. It
wilt be much more difficult to get useful information on the numbers receiving various levels
and types of in-service training; the training resources beéing utilized to produce educators for
informal Jewish education , or fo get estimates of the numbers coming out of a variety of
non-degree programs In the charedli commmumity.

The information about necds and resources will be put together to genemwﬂ?essimtm of
program geps = both qualitative and quantitative -- for different types of pesitions, settings
and parts of the country.

40 STRATEGIC ISSUES

In charting future directions there are a number of Important policy choices! i.e., strategic
iss:es. ;rhese will emerge from the key informant interviews and the snalysis of resowrees
and needs.

Issues will be classified {ntot

L] Fundamental Issues - i.e. choices relating to the vision of a national apj
to education, development and training of Jewish educators, and the dewinbie
size and structure of the training "sysiem" given current and emerging neRds in
the field. Examples of such issues imclude: Should we be thinking of one
integrated traiming system or several? a competitive mede! or eoeperative ore?
What should behidtnoorship between training for the formal and infermal
sectors? What should be the role of different types of institutions in relation o

iSee 3A below for an altermate, more systematie and
elaborate, approach to the effort to estimate needs and serviee

gaps.
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different types of needs? Should institutions be eacoursged to speclalize?
Whieh elements of the continental training system should be local, which

reglonal, and which national?

B Ppditoy anid PReggeam lisiess - iice. cdivotess rebat ingtto sppecific ppoibdies and
pregtams. Some of these choices relate to existing programs (e.g,, what are the
best policies and program choices available to insure highquality in-service
training for teachers or policies or programs for creating ar locating skilled
and knowledgeable trainers of educators, Qthers relste to the creation of new
ptograms (e.g. progtams to upgrade the skills of undergraduates teaching in

supplementary school on a temporary basis),

#  Ruspsnecsasddoseganiationisances—ike.cbholessredloningtootitheiintaenblceppaliypy
of present institutions or possible new ones to curry out policles and programs,
(e.g. the financial resources, organizational structure, possible coordinative and
integrative mechamisnns),

5.0 BA oL TA E

A draft of the Basio Policy Stétatdéin will be developed by the UAI tcam working wilh the
Project Committee of CIJE. It will represent the resolution of fundamental steategle issues
and frame & broad response to the Needs Assessment. The Statement should deseribe in
broed terms a model of the future training system. It should define the roles of various types
of {nstitutions bath existing and new. Tt should project an overall approach to upgrading the
quality of Jewish educators in the future.

6.0 L cao ATIONS

In this phase the Basic Policy Statement will be developed into preliminary iscompmended
policies and programs. The probable cffectiveness find feasibility of each proposal will bg
assessed. The entire package would be reviewed from the perspeetive of eemipleiness and
internal consistency.

The recommendations may Include the allocation of scaree resourees AMeRg eompeting

prioritles (¢.g., Intra-regional priorities) and suggested criteria for deeiding what kinds of
programs to fund under what eircumstanees.

7.0 FINAL REPORT

The Final Report will Include s summary of the a basie Boli
recommended palicies mel progrsms fx e Aot scty© PO MAIERGEE i

S
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80 IMPIEWHENTATION PLAN

A detalled implementation plar will be deveinped for CIJE that apecifies the specific Actioms
that CIJE could undertake to carry out the Plan. Major tasks, persons or organization
responsible for carrying out tasks, annual costs, and time frames willl be speécified. By this
point in the process, a number of other key players in this arena will have become commuitied
to the Plan. Thus, it may be appropriate and necessary to develop a series of sketch
implementation plans, each targiited to a different ptalte-hotdeér in LAining Jowish educatior.
The procids of dénetoping the implémeantation plam(s) itself providec a ucsthll opportumity for
developing partnerships among key stakeholders (e.g., consortia of institutions). The
jmplementation plan becomes the framework for assigning sccountability and for getting werk
done.
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3.0A. RESOURCES AND NEEDS ANALYSIS?

Based on the reconnaissance, an assessment of in-service and pre-setvice training needs and
resources in both formal and informal settings of Jewish educators will be camried out.

Given the weakness in existing information, it is only possible to get reliable quantitative
estimates of needs and resources with a significant investment of effort in the collection and
analysis of new survey information.

In this approach, this project would begin the development of a totbe:periedicallly updated
database on training in Jewish education, including information and projections about aumbers
of imstitutions providing training, staffing, enrollments, expenditures, etc. The baseline data
wil] illuminate currently available resources, and permit measurable assessments of progress
m future years.

Another database would include information on positions by schoal type and location
(including full-time and part-time status, salary levels, requirements, etc), openings, tumoves,
imcumbents (including their qualifications and training experience, years of service).

Such an effort will yleld estimates of the demands for educators (at different levels, and with
different kinds of knowledge and expertise); estimates of the qualified Jewish educators now
being produced by higher education institutions in North America snd Israel; and comparing
the two fo identify gaps. A varlety of sub-markets will be identified bys geography (regions
of the country), level of education (pre-schoal, elementary, secondary, pest-secondary),
educational role (e.g. professors, teachers, senior eduecators, guidance counselon), knowledze
and skill areas of expertise, In addition to estimating the size of each submaniei, we wiill
examine related needs, such as job definitions and hierarchies, and salary structures.

While such en approneh is time-consuming and expensive, sooner or later it should be dorne.

aFhis werk step represents an altermate, Mere systematic and
&labBorate, appreach to the effert te estimate needs and serviee
gaps discussed abeve undey 3.0.

7
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MEXMOP ANDW

To: Shulnmith Fketer
{rom, Jank Ukl
%5 Vﬁ( W 2
Date: August 2,"1991-
Subject: Sluffing, Timing and Cost for Continental Study of the Preparation of
Bducators
I--...=====--.-.-Iﬂ=='..--I'—'==::.-.I-ﬂz====I-....----------'!:::;;:

Consistent with our earlier conversation, I did not include the staffing, timing or cost
component of our propesal pending the outcome of the discussion with the Policy Adwisms.
Since the meeting with the Policy Advisors may affect the scope of work, that could transtate
into a budget or iming Impact.

However, it might be useful in the interim for you to have some sense of our initiat thinking
on the scale of the effort.

1. Staffing. 1 will take overall responsibility for the project. Specifically, I will be Invelved in
conceptualization, key interviews, presentations and meztings. Jim Meier who has a Master’s
degree in Planning and a doctorate In Education from Teacher's College will be the Praject
Manager, responsible for the day-to-day operations and much of the analytic wotk. Jim was
the key player on the team that did the Yeshiva University Strategic Plan for Jewish
Education, We will essign an Associate to work on data collection and data analysis. In
addition, we will recruit an Educational Consultant whe hns had hands-on experience im the
education of Jewish educators.

2, Timetable. Typically a project of this type can be done in 10 months if we work hard at it.
One of the reasons it cannot be done more quickly is that is a multi-institutiom, multi-
community project, with &continental scope. We envision gbout two months to get the project
underway (Orientation & Reconmaissamce); about three months to do the needs assessment,
another two months on strategic issues ond developing the basic poltlcy statement and three
months on specific recommendations, drafting the final report and building agreement among
key players,

3, Budget.  If the report i§ going fo be meaningful. it needs to be not only "topidowm" but
alse "bottoms-up." This means interviews, data assembly and site visits covering a large
aumber of the eonstituent elements of the multiple arenas for educating Jewish educators.
This requirement significantly drives up the cost of a guality preduct. In my eatly
sonversations with yeu, I indieated that eur experience with the Yeshiva University preject
led me {0 believe that this projeet eould not be done well for under $100,000. Our firse pass
at 8 ¢ost estimate comes in at §118,000 =~ with §21,000 in travel and other diteet eosts and
the remainder in personmel fime.
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TO: Anpette Hochsteln . Virginia F. Levi 7/5°91
m Pﬁé%. o g DATE:'_ N
CEFPRRONALANT LN
DEFVETVERSTATENT LOEAT] T PRMIN mERT/pLART LaeAfien, REPLYING T@

SUBJECT- YQUR MEMO OF-

Follewing is a brief description of each of the participamts in the Jerusalem
Jewinar W@ ave eaming frwm the States:

1. Isa Arpn = Ol WE Locwuiwy X ouf edeo - frm el O nhnal AF F‘A'f”//lqu HM 'B . Hebrew
Union College, Los Angeles. Her academic interests and e‘xg;rtcj:sen’ﬁ?:c%ﬁ
tKe aroa Aif research in Jewish educatiom. She wrote a paper for the
Commisgion on Jewish Education in North America entitled *Towsanth thts

Professionalization of Jewish Teachimg.™

Shulamith Elster - chief education officer of the Council for Imitiatives

2.
in Jewish Educatiom. She has spent the past 33 years as a teacher,
eounseler, and scheol administrator in publie, independemt, and college
settings. Most recently, she served as headmaster of the Charles E. Smith
Jewish Day School fin Rockville, Marylamdl
3. Adam Gamoran - director of the Center for Research on Effective Schools at
His work in the area of the

the University of Wisconsim, Madisom.
sociology of education has been published in education jourmals..

4., Mbavk @Quaniis - diitecitor of seciEl plarmiing ardl seseandh @t e Jesilsh
Community Federation 6f Clevelamd. He is professional director of
Cleveland's Commission on Jewish Contimuity.

5. Stspleen HMdffean - eseutive Wiiee mpresdderic off tttee Jpenisdh Community

Federation of Cleveland and acting directer of the Council for Imitiatives
in Jewish Educatiom.

Fparpyyy Hd ez B apddincadror off titee Médlvon Reeseanth @ereer For dhesisdh
Educatien at ths Jewish Theological Seminary. The Center has been
instrumental in the development of curriculum and materials for a variety

of Jewish educational settings.

7. Joddhem Woosdher -~ exeoiltiive wicee presidient of the Jewiish HEdumsticon Service
of North America (JESHK). He formerly served as assoclate professor in the
Bepjamin §. Hernstein Pregram in Jewish Communal Service and director of
eontinuing edueation for Jewish leadership at Brandeis University.
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RUI_?_Q Daniel Laufer Mandel [nstiftwte 011-972-2.l8-Bi

NAME JEWISH COMMUNITY FEDERATION
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Fax # 216-861-1230
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TRANSMISSION IS NOT READABLE. i
MESSAGE
Dear Damiel,

Thank you for your help with arrangememts for my trip next week, [ willl be glag
t6 joim Alan for Shabbat dinner. Please alsw ask him if he and [ willl be able to
neet sometime duting the week to contimue our discussitwms from a few wesks age.
At this point you wiill know better than me what free time is available.

Also, can you help me with some travel information. [ willl need to visit Kilbtdutz
Na'ale Hxphamiisha, most likely on Saturday. Can you please check on what my
options are for geltting out there and getiting back during the day?

Thank you,

(M
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Ninutes of GLIE Stearing Gommittaz Teleconfaerence
June 19,1991

Participants: Jerusalem - Annette Hochstein and Seymour Fox
Cleveland -~ Bteve Hoffman and Henry Zucker
Washington = Shulamith Elster

1- Yawiah Ageney /Oducabien Anhbm..tgf

SHH was to meet Irwin rield and Avraham infeid in Cleveland at the
JESNA Conference. Field did not come and SHH was not able to meet
with Avraham Infeld. SHH did meet with Alan Hoffmam. He will get
Woocher’s perspective and ask him to introduce him to David Hagmam.
SF noted that the new authority does not have the attention of
Diaspora leadership.

2. Lead Communities

3¥ and AH reported that Jerusalem Fellows have been working on
papers to be ready in advance of the July Jerusalen meetimgs.. Theaa
papers are more than half finished as of this date. SHH asked AR to
prepare a timetable and cost estimates.

3. July in Jerusalem:

The working group from the United States will include Rark Gurwis,
nn&—ry Holts), Fam Aren, Adam Qakasrar, Jomnathem Woooher, Feck Vkelus,

and SE. Joining them in Jerusalen will be SF, AH, Alan Hoffmam,
Zev Mankowitz, Dan Marocn and Daniel Laufer, Michael Inbar will
consult on methodocloglcal issues. Barry Chazan will he asked to
represent the JCCA. (See #12 for agemda)

4. Research

SF and AH have had discussions with Isa Aron re: her proposal.
Initial issues appear to be resolvad. SF and AH will finalize plans
with Isa in July in Jerusalem.

5, Proposals

JCCA: Grant is pending site visit. This may take place the week of
August 18th before the MAF trustees neetimg.

RRC: Richard Joel was consulted and is not in favor of the RRC
proposal. RRC has been askad to present alternative proposals.

6. Calendar
AH and SF to arrive in the United states the week of August llth.
£ 184h! senier Pelicy Advisers at Hefatra.

[ 34 stioned lesatiom. Plana are for the meating to have a format
similar to the finitial maeting with small groups working en issuess.
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Inpertant that papers be distributed in advance of the meetimy.
Eiegaua that Senier Policy Advisors have information about the
woEk in Jerusalem and then ask them to review and make

recommendations in praparation for Board meeting.

Friday. August 23%h: ¥AF Trustees in Clevelamd,

: Steering Committee ((1-5 p.m.)) prioer to
Board Meating.

Thnzada%‘_ugmumt CIJEB Board ((10 a.m. *3%:3@ p.pnnﬂ.)fcﬂdﬂt:ﬁ#."
by debriefing (@-5:30 p.m.).

Notice of Board meeting is to go out on Monday, June 24th.
7. Seymour Martin Lipset ETC.

SHH neted a memo from Ginny regarding a convarsation with Lipseit.

AH and SF will call Ukeles to find out what is happening with the

data in general and they will also call Lipset for a status report.

It was also suggested that a lobby for the work of the CIJE might

energe from the most recent CIJF data. Ukeles will be attending the

gill\u}n Conference prior to joining the planning group in
ar\salen.

8. Foundations

£RA Foundation: Jon Woochar attended the CRB Foundation meetings.
AR will be at August meetings. HLE stressed the importance of
partnerships and the possible advantage of a joint announcement by
NLM, CRB and Crown.

" i Snterested in proposals regarding supplementary
has provided conasiderable funding for the York

®. Personnel

Gerry Weiser to meet with AH in Jerusalem.

Position description for the Chief Executive Officer has been
developed. SHH and Nil¥ had productive meeting in Cleveland with
Philip Bernstein. He was given the names of people who have heen
suggested and will consult with the CIJE Search Committew.

10. Review of Assignments

ELSTER
SE to werk with Holte en preliminary paper prior teo Jerusalem

Serawe.SE €t ceontaet Ukelea on training. BSHH suggested that this

assignment be shared vith someone frem one of the training
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imstitutions. This possibility will be discussed with Ukslesn.
Sk campers have not yet been contacted.

LEVI
List completed.

SUCKER
List completed.

MANDEL
List needs new datas.

1l. CIIE BRmpdl ciff Dimsetmrs

SF: Very inportant that Hirschhorn attend Board meeting in August:.
SF arranged for Twersky and Mandel to meat together recently in
Jarusalem. Twersky suggested that it is important that CIJE hegim
to imitiate programs.

12% Jerusalem Meetings

AH described the anticipated outcomes of the meetimgs. In brief
they are;

) {laecrs £ i Y [ sl A detailed
ﬁ.rst paper is be:l.nq prepa:-ed and addit:loml papers will
come later.

b. Mmmn_mm What has to he done and how to
do it?

c. Evalustiomr clarification of moniterirg, evaluation and
feed-back loop following preliminary meetings with Adam
Gamoran and SB prior to larger group sessions.

d. ZIraining: Further elaboration and clarification of master
plan for training

e, Resesrch: Isa’s prepenl and plam.

f« Timelings and work plan for the GIFE

g% Lav_lesdierghiy: Suggest that Mark Gurvis asaist SKRH in the
development of a master plan for lay ieadership.

For sll of the sbeve: ideas and materials to be presented te Senior
Policy Advisers and Board members in Augwst.

AH snd SBE will discuas agenda further en E‘uem,, June 25¢h.

« Boeedl of pPlresters
Maurice Gorsen has agreed to be en the Board. HEA apeke with Avi
Chal end they may come on the Beard. BF reperted that Florence

Meilten will jein the Beard apnd €hat he will €ry to ebtain funding
prieor to the Beard mestirng.

14. Next SR M.
u. et Eimam hed for Wadnasdedy, by Ik, % MM

gg:%asish isgieh Elgtsr
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ORIGHNATOR VFL DATE &/27/41
ASSIONED OATE EEWAMEETER
WND. DESCRIPTION PRIOGRITY 78 ASSIGHED BUE BATE OB BEHOWED
(NIFIALS) | STARTED DNTE
1. Consider sending someone to represant SE 6/11/91 | 7/10/91
CIJE at Wilstein Institute conference
evaluating the CJF data.
2. Draft paper on goals and objectives with SE 5/16/91 |7/10/91
respect to best practice and on Barry
Holtz's role in accomplishing them.
3. Draft = paper on goals and objectives SE 5/16/91 | 7/10/91
for research.
4, Work with Barry Holtz on developing a best SE 1/23/81 | 7/10/91
practices panal.
5. Develop master plan for training in SE 671931 | 7/15/91
comsultation with Ukeles and others..
6. With SHHIS fidentify other candidates from SE 4/26/91 | 7/15/91
whom to seek strategic plan proposals.,
7. With SHH, meet with D. Syme. SE 4y11/91 | 7/15/91
8. Contact the following board members SE 4/11/91 | 7/15/91
as follew up to April 9 meeting and
send brief report to VFL:
a. Gerald Cohen
b. Alfred Gottschalk
c. 8. Martin Lipset
d. HMelvin Merians
€. Arthur Green
9. Develep eutline fer how to proceed with SE 4711791 | 7/15/91
educational eempenent of lead commmities.
19, Work with SF and AR to develop SE 4/11/91 |ongoing
conerete means of establishing
lead comuunitiiess..

i, Pevelep and maintain list of experts 8B 4/11/91 |engeing

oh whieh CIJE ¢an draw.
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ORIGINATOR VFL DATE  6/27/91
ASSIGMED BT COMPUETED
Mo, BESCRIPTION PRIORITY 79 ASSIGNED DUE BATE | OR FEMDVER
(INITIALS} |  STARTED DA
1. Cenktact Florence Melton regarding SF 2711791 | /191
Foundation support for CIJE.
2. Send SHH s list of suggested menmbers SF 3/20/91 '7/15/91
of & treining oversight committee.
3, Contact the following board members SF 4711491 |8/29/91
as follow up to April P meeting and
send brief report to VFL:
a; GCharles Bronfman - with SHH
k. David Hirschhorn
¢. Isadore Twersky
G, Tnvite Rabbi{ Twersky to prepare an SF  10/30/%0 | TBD
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ORIGINATOR VFL DATE 6/27/91
cescmrron - .
(INITIALS) |  STARTED BWTE
1. Talk with Jon Woocher about next steps Al byl | 6/30/91
for the establishment of a data bank
and to update him on research plams.
2. Try to see planner candidate Geraldime AR 6/4/91 |6/30/91
Weiser in Jerusalem.
3. Send preliminary papers for July AH 6/4/91 7/8/91
meetings to SE and SHH.
4, Call Ukeles about CFJ data in general AH 6/19/91 7/15/9
and Lipset for a status report.
S. Contact the following board members as AH 4711491 |8/29/%1

follew up to April 9 mesting and send
brief report to VFL:

a2, Matthew Maryles
b, Ludwig Jeaselson
€. Norman Lamnm

d. Esther Lesh Ritz
&, Izner Schorach
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SUBJECT/CBJECTIVE HOFFMAN ASSIGNMENTS

ORIGINATIOR VFL DATE 6/27/91
ASSICNED DATE ESNAALERERD
e. DESCRIFTION PRIGRITY 79 ASSIGNED BUEBDHFE | IR REMENED
(IMTIALS) |  STARTED DATE
TATE N
1. Distribute to Steering Committee, set of SHH 5/16/91 |6/30/91
guestions SE and SHH have developed to
help focus discussion on lead communities.
2. | Comtact Henry Koschitsky regarding SHH {1/23/91 |6/30/81
foundation support and/or board
memversttip..
3. | With SE, meet with D. Syme. SHH |4&4/11/91 |6/30/91
4, Talk to Jon Woocher about consultants SHH {3/20/91 |7/15%/91
to work on benefits package.
5. Follow up with $5id Clearfield regarding SHH |2/11/91 [7/135/91
advisor from organization of national
youth directers.
&, Arrange to meet with SF and SHH 6/4/91 |7/15/91
Charles Bronfman in lata August.
7. | Work with Rabbi Fishman on focusing the SHH |S/16/91 |7/15/91
Torah Umesorah proposal.
B, | Contact the feollewing board members as SHH 4711791 [7/15/91
follew up to April 9 meeting and send
brief repert to VFL:
a&: Charles Broafman ~ with SF
b, TIrwin Field
¢, Max Fisher
d. Nerman Lipoff
€.. Mark Lainer
£. Bepnett Yanowitz
9. | Tuvite Rachel Cewan and Eli Evans to SHH | 6/6/91 |7/13/91
serve on the CLJE beard.
10, | With SE, fnvite Riehard Seheuer to SHH |6/6/%1 |7/15/%1
Serve on the CLJE boaxd.
11, | Falk with Eli Bvans abeut GIJE funding. SHH |6/6/91 |7/15/%1
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ORIGINATOR VFL DATE 6/27/91
no, DEsoRPTION smoary | “To | aswones | sueowie | of RiwouEs
{INITIALS) | STARTED BATE
12. Arrange to place on the GA agenda a SHH 6/6/91 |7/15/91
meeting of communities involved in CJF
Jewish Continuity Commissiem,
conducted by CIJE.
13. Talk with new Koret Foundation diracter SHH 6/6/91 |T7/31/91
about CIJE funding.
14. Recruit a chief professional officer. SHH 8/7/9G | 9/1/91
AS TIME PERMITS
15. | Consider the possibility of engaging SHH 5/8/91 TBD
David Edell to assist in the CIJE-CEO
search process.
16. Meet with Abramzom, Gurvis, Rotmam, Shrege, SHH 4/11/91 TBD
Syme and Woocher to determine how to proceed
on community organization side of lead
communities..
17. Follow up with Cummings Foundatiom. SHH 8/7/90 TED
18. Consider Heinz Eppler for possible SHH |1/23/91 TBD
frnvolvement on CIJE or MIG board.
19. Congider inviting Bud Goldman to serve SHH 3/8/91 TBD
on the CIJE Board.
20. Explora informally with Jerry Strober SHH }2/14/90 TBD
the possibllity of paylng him a modeat
stipend for his work for the CIJE.
21. Consider scheduling a series of meatings SHH |8/22/90 TBD
with the lecal leadership of 15%20 cities
over a period of 6-9 montha to present and
discusa the final report.
22. | Work with staff at CJF to set up an office. SHH | 1/28/90 TBD
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ORIGINATOR VFL DATE 6/27/91
ASSIGNED 171 3 COMRUEETED
IND. DESCORIPTION PRIGRITY L () ASSIGMED DUE DATE G EERDED
{INITHALS] STARTED AT
vFL | e/649t 1073191

meeting at the GA.

Work with SHH on logistics for a CJF-CIJE
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ORIGINATOR VFL DATE 6/27/81
Mo, DESCRIPTION PRIGRITY ASS}%N mﬂgﬁﬁn BUE DAE 1B BEWVNED
(NEFLALS) STARTED BHRE

l. Imvite Btll Barman to serve on the MLM 6/6/91 |(7/15/91
Cl1JE board.
2. | Talk with Mark Lainer about support MIM 12727791 (7/15/91

for CLJE from his fFamily.

3. | Talk with Max Fisher about imcressing MLM 5/8/91 |7/15/91
his commitment of support for CLJE.

4 . Talk with Bill Berman about his MLM 5/8/91 |7/17/91
participation in funding for CIJE.

5. Gall Lester Crown to raquest support MLM |1/23/91 TBD
for the CIJE.

§. | Consider means of upgrading financial MLM |1/23/91 TBD
capability of foundation staff.
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ORIGINATOR VFL DATE 6/27/91L
ASSIGNED BATE CEMMALETTESD
o, DESCRIPTION PRIORITY 10 ASSIGNED DUEDATE | OR REWOWED
(INITIALS) |  STARTED DATE
1. Contact the following beard members as AR /11491 {7/15/91

follow up to April 9 meeting and send
brief report to VFL:

a, Charles Goodman
b, Lester Pollack
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ORIGINATOR VFL ORTE 6/27/%1
ASS1IGNED) TEE ! CEMRIETED
. DESCRIPTION PRICRITY 7@ ASSIGMNED DUE DWATE G BECET
(INITIALS) STARTED DWEE

k. Contact the following board member as IV W/ ksl P/15/91
follow up te Aprdl ¢ mestlng and send
brief report te VFL: 1

@, Neil Greenbaum

o
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ORIGINATIOR VFL DATE 6/27/91
ASRIGNED DATE COWRIETERD
NO. BESCRAIPTION PRIGRETY 18 ASSIGNED DUEBATE | QR REMOMED
(INITHALS) STARTER | Bk
1. Contact the following board members as HLZ 4411491 16/30/9L
follow up to April 9 meeting and send
brief report to VFL:
a@. John Colman < done
b.. Thomas Hausdorff
2. Follow up on a proposal for funding from HLZ |4/26491 |7/15/91
Arnow/Weller family.
3. Imvite Robert Arnow to serve on the HLZ 6/6/91 [7/15/91
CIJE board.
4. |With MLM, invite Heinz Eppler to serve HLZ 6/6/%1 |8/15/91

on the CIJE board,
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Discussioi of Lead Communities Issues
Jerusalem Fellows, June 17-18, 1991

There has been a change in the concept of the r'Lead Community.” The
original idea of creating “prototype” communities, which would demonstrate
how good Jewish education could be if massive resources and state-of-the-art
research and practice were invested, has given way to a more modest,
decentralized approach, A community selected for the program will be
presented with a menu of projects for the improvement of Jewish educatiom,
and will negotiate a memorandum of understanding with the CIJE which
will specify a package of projects to be carried out by the community with
support from the CIJE. A key element of the concept is the centrahty of
ongomg formative evaluation of each project, so that the process is one of
“matural experimentation.” In order for a package of projects to be acceptable,
it must fulfill three conditicoms:

1. It must be of sufficient scope to have a reasonable chance of having
significant impact on the overall educational picture in the
cormnmunity.

2. Planning and evaluation procedures must be specified in order to assure
the high quality of the projects.

3. The core of the package must include the #enabling optioms:”

a. ILay leadterdhiip diemelgpneent: the commuriigy must bee prgpaset
introduce programs to make Jewish education a high commumnal
priority (recruiting and training lay leadership, public relations
effort, new approaches to local fundirrising, establishing a Jewish
education “lobby,” intercommunal networking, lay-professional
dialog, setting an agenda for change...).

b Hessonred] dercdtgpmeent: thve qommuniiyy musst tse wlllirgg teo
implement a plan for recruiting and training educatiomal
personnel and for building the pmfession of Jewish education in
the community (feeder system, using previously underutilized
human resources, serious inservice program, preservice
training, improved salarles and benefits, new career paths,
empowerment, networking...).

Another key component of the lead community agreement will be the
provision by the CIJE of information and guidamce with respect to "best
practices,” so that wherever possible, lead communities will include the
replication of documented "best practices” in their agendas,

The CIJE will make available to the lead communities an extensive "menw”
of program options (including “best praclicea”) which it is prepared te

support, including programs both in the “enabling optiom” eore and in
various other areas.
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Having agreed, as a community, on a plan of action which fulfills the above
conditions, and having clarified the obligation of the community to find and
exploit local resources of expertise and funding, a lead community will
receive services from the CIJH, to be specified in the memorandum of
understanding, in the following categonies:

Facilitatiom of oufsidesfdndingling

Emengency professiomall assistamoe

Access tho mesouress af cantrdl iinatitutiorss ({5, YL, THIEC, ) FEEING JTTOW,
eic.)

6. Setyp and syperiidion of feadizadi hogp.

Boe Wb

S ONCEINE ralsed 1N ¢ XSS IIN
2. Defiming Success

Siince the cornerstone of the the entire concept is an intensive and extensive
process of formative evaluation, establishing criterla for evaluatiom is am
important step. However, this is an extremely difficult task, requiring much
careful thought before the lead community process can begin. Do we focus on
lengsterm, large=seale gnallk aueh as redueing intermaiiiage and imereasing
commitment, or rather on more measurable outcomes such as improving
teacher «« and student « retention? Is success only measured in terms of
student attitudes and achievements, or can it be seen in improvements im
institutional quality without referemce to student behaviors and beliefs?
Must we develop absolute criteria, or is it sufficient to measure chamge
relative to a baseline? Should the CIJE establish a universal set of eriteria for
success, or should each community =- or even each constituency within a
community - have its own standard?

2, Commeunal polities

The CIJE will obviously work through the local Federation. It will thus be
necessary for the Federation to be accepted as the central autheority in Jewish
education, representing a broad coalition of agencies. In some commumities,
there are long-standing attitudes and relationships which militate against the
establishment of such a structure. The lay and professional leadership of
educational institutions may resist relinquishing sovereignty to a eentralized
authority, espeeially when exerted by a bedy which many of them peteeive,
for historleal reasons, as indifferent, or even hostile to their interests.
Mereover, the tensions between “deneminational” greups mag( alse be
obstacles, In general, the process of eoalition-building may be diffieult in
seme communities, requiring Hme, senaitivity, and eare. A eealition which i3
held fegether only b{ the promise of funding may be teo Hddled with
reservations and susplelons to allow the eemmunity to funetion effeetively.

Lesd Communities Disenssion - Jerusalem Fellows; page 2
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The CIJE will need to be sensitive to the danger that projects agreed to by

communal leadership may be perceived by local agency leaders as "imposed
from above.”

3. Inside vs. outside evaluation

What should be the relationship of the evaluation professional to the
leadership structure of the local community and to the CIJE? How will local
agencles and their leadership respond to an “outside evaluater?” Will their
responses be influenced by ego needs and vested interests? Should the
evaluator(s) be employees of the local community? How do we imsure
impartiality and avoid conflicts of interest?

4. Clarification of benefits to community

It will be necessary to make clear to communal leadership that what the CIJE
has to offier is qualitatively different from what existing central agencies can
supply. If the emphasis is on consultative services, on #adwvice,” there is the
danger that the community will not be impressed. It may be that specific
funding commitments will need to be included in the memorandum of
understanding between the CIJE and the community, in order for the
community to be motivated to take on obligations for change and for the
allocation of its own resources (e.g., requiring a community to raise teacher
salaries as a condition for receiving consultative services -- when the
community has been suffering from frustration at its inability te fund the
increased teacher salaries it believes necessary --—may not be an attmactive
bargain).

5. Failures

In the natural sciences, experiments sometimes have "negative. results,*
disproving the hypothesis being tested and thus adding to the overall bank of
knowledge. Will it be possible for the #natural experiments” of the lead
community to have *negative results?” Doe% ongoing formative evaluation
prevent this possibility, by continuously modifying the experimental program
im order to achieve success? How will we relate to and publish informatiom
about programs which #fail’ beyond repair and must be terminated?

6. Replicability

Assuming that part of the purpose of lead community experimentation is te
test and perfect programs which may then be introduced into other
communities, the problem of replicability must be addressed. Means of
evaluation and documentation must be developed which separate out the
effects of generic and specifi¢ characteristics of communities, and which can
identify, in communities wishing to implement a tested program, those
factors which might support =- or sabotage - the implementatiomn.

Lead Communities Discussion -- Jerugalem Fellows; page 3
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THE FUTURE OF THE COMMISSTONY/QIJE

Basie gquestiens raised in the Mandel Institute staff meetimg
on January 15, 1991

1) WHAT IT WOULD TAKE TO SUCCEED AND WHAT IS PRESENTLY
AVAILABILI®E: How much time, fundimg, MAROWEY, , research
background, educational expertise, consultative support, and
vision will be necessary for the recommendatiomns of the
Commission to be successfuly implemented? How do the answers
to this question compare with the present resources of the
American Jewish community in general and the CIJE inm
particular? What can be done to bridge the gap between the
necessary components for successful implementatiom of the
Commission’s recommendations and the current conditioms in
the field?

2) WHAT IF THE CIJE IS NOT CAPABLE OF FULFILLING ITS TASK:
If the CIJE is incapable of implementing the recommendatioms
of the Commissiom, does this mean that they cannot be
implemented at all? Are there a number of stages which must
be passed before the CIJE can properly begin its work (e.g.
locating and/or training people to take leadership roles in
the implementation mechanism or setting the stage for change
by engaging the community in a discussion on the Philosophy
of American Jewish educatian?) Is there any other
implementation mechanism which could take on the
responsibility for seeing the recommendations through?

3) THE ROLE OF ISRAEL: What should the rele of the Jewish
educational community of Israel and the Mandel Institute be
in the implementation of the recommendations of the
Commission? If either or both must take on a central reole in
order to successfully implement the recommendatioms of the
Commissiom, how does this redefine the task of Jewish
education in America and the missien of the CIJE?

4) CONSEQUENCES OF FAILURE AND/OR CHANGE IN ARRROEAM: How
would the momentum and promise of the Commission be affected
ifs

a) the CIJE failed in its task of implementing the
recommendatioeng of the Cemmission?

b) the CIJE only partially succeeded in implementing the
recommendatioeng of the Commission

€) the CIJE develeoped a workplan the first ten years eof
which weuld be deveted te develeping the eritieal wass of
senier persennel necessary feor the implementatien ef the
receommendations 6f the Cemmisgion?

d) the €IJE was replaced by an Israeli-based implementation
meehanism?
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<1 0¢ sikwe Hiektnan
R FROM) Jonaditan Weaedher

Wm SUBJEGE: Lead communities

e cecammeem.  DATE} My 37 Al

Thanks for sending me & copy of thae memo from Annette on
Lead Communities. I think that the approach she sutlines
s actuslly preferable to the original concept in a
wumber of wayll, though there are some additiomal issues I
would suggest we think about as wall.

 — As you recall, a number of Commissioners and advisors bad
some skepticism about whether the notion of investing
Fewmitiec massively in a few communities rsally was the best change
Wil Qb strategy for Jewish educatiom. I believe therse were fout
m relatedl concerns: 1) whether the leval of veduaadtional
engineering® contemplated was in faot realizsihls, givem
Wi Rty what we know about how the educational and sommunal
h;ﬁ*‘:ﬂiﬂ; systens workp 2) vhether the conditions created in the
lﬂg{n?.“ﬂ LA iins 1(uen assuping success) would be ga gui
Wt o asneris that replication would be bay the reaen ocr
QFehi¥ adnnmlife] i

3 3) whether the sro ect would
discourage more limited, kut well=disigrnad zmnd

fmplemented initiatives in a wide range of specific arsas
that cowld produce improvements that would be more
guickly and essily disseminated to larger number@ of
settings; and 4) vhether all but the handful of lead
mithl would feel excluded from the project, and
would fim fact not be in a position to benefit for manmy
years, given the Neope envisioned for the work in the
lead communities.

Anngtte’'s new model, if I understand it aorzectily, dosws
gddress these concerns. I prefer the idea that wa will
be guiding and lgporﬁ.nq & series of ¥natural
experiments,” rather than trying (futilely, X feaz) teo
sreate ene, twa, er three ideal laboratorias. I think
the new gueﬁ will alae make i{£ eaaier te work with
the foundatieni (imeluding the Covenant Foundnitiom) to
ﬂm.t:qfeﬁe @ greater pertien ef their agendas into criz's
vork.

e¥eating dramatie, rFadieal, and alli-eaneempasaing chargm
—Wianever, By reading oF the develeoping litsrature on
NEggtrucburingml in ganeral edueatien =- the "het tepigh

What nay be sasrificed te some extent ia the emphasis om
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in currant edusaktional reform and the closest analogus t6 wWhat we
are aiming at =~ leads ma to believe that sven major
restructuring is achieved over a period of tine through a nuaber
of smaller-scala changes, provided that these are guided by end
intecgrated into & larger strategie framewsrk. Thus, I think it
ie possible for GITR to promote a vision of a dramatically
altered educational system, but to highlight equally the
zoncreste, manageable steps by which such change is likely ta take
placs given the realities and limitations of our current

It appears to meée that this is what Annette has in mimd, and X
would support this.

I would alss suggest that the following elements be further
Adavral) ARSATN N Fho naw newoulERLid

1) The concept of networking among the various communities and
institutions engaged in projecta under the Lead Communities
zubri¢cs The relations should not only be to the center
((i.e., CIZB), but among the participants. This is a feature
generally lacking in current new initiatives in Jewish
education, although some progreas is being mada.

2} The idea of trying to seed multiple projects in specific
areas, i.e., encouraging several communities/institutions te
try similar or different approaches to achieving the same
goals. This will be useful both for laarning what works

batter and for assis in dissemination (what factors may
affect tha success of similar programa in different
settings) .

3) The role that movement-gponsored projects might now have
alongside locally based sfforts. Hare is where a project
involving a number of Schechter schools, or Reform
supplementary schools, or JCC summer camps might fit into
the overall development plam.

4) The relationship between the CiJE-developed project list,
and ideas for :grojcotl generated by the communities and
linstitgtions themselves. X would like to see a more
"netunell istic™ evolution of specific projecta cut of the
planning process, with active gquidance and suggestioms
coning €iifes, but not a “ctiiinese menu* of projects that
would ﬂlp1¥ invelve choosing one from A and one from #.
Fhis part of Annette's proposal is not clear to ma.

$) The reie eof the natienai agencies, particularly JESEA, the
J6C Asseciationm, and cJr. I don't see any mention of this
in Annette's prepesal, and, as you might expect, 1'd like to
see this thought thro and clarified as we develap the
plan, and net as an aftaerthought.

T hepe these somments ars heipful. To reiterata: I prefer the
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new formulation to the old, and would be happy to bs part of thae
discussion@ aimed at Fleshing it out.

I look forward to seeing you in a few wanilcs.




#1 17-MAY-1991 18:24:56.03
NEWMAIL

From:  HIIICI: :ERIMNERBS @mmssw "

To: MNFFRHTIITVMES << GAMORANONISISSHIC (¥ GAMOREN. MATLL
EBCDI))

CC:

Subijj: RE: mail

Received: by HUJIVMS via NJE ((HUgMail-Véa):; Fri, 17 May 91
18:24:55 +0300

Date: Fri, 17 May 91 10:23 CDT
From: <GAMOFRAANEIH BOSSEC>
Subject: RE: mail

To: ANFITTHILIITMSS

Original To: Jnet%"ANET@HUIIVMS"

I would be happy to continue our conversation in a conference
call.
However, I’m not available June 2 or 4. ((Ironically, I'll bhe
in Cleveland
for the Jewish education research network conferencs!!; How
about later
that week: June 5, 6, or 7? Or, we could "converse! via e-

! mail..

MAIL>



SUMMARY OF INTERVIEW WITH HUGH CLINE, DIRECTOR OF RESEARCH

AT E,T.S. IN PRINCETON and with
EZRA SULEIMAN, I.B.#. PROFESSOR OF INTERNATIONAL RELATIONS &
DIRECTOR OF THE COUNCIL ON REGIONAL STUDIES
AT  PRINCETON UNIVERSITY,, PRINCETON NEW JERSEY

Aprill 15, 1991

The imterviews were individwall ones with SF and AH.

The most important thing that T think we learned out of these
imterviews is that we have to get our group that's goimg te
undertake the thinking and deliberatiom about this going right
away. I see what could have happened if we already had had am
encounter between Suleiman and Mike Inbar today, as te what we
would have gotten from that. And the seriall interviews and the
meetings that we're having with Ami and Zeev are of the greatest
importance; this can simply enrich them. And we have to begim to
get a group of people. This fits into the kind of questioms I was
asking Cline at E.T.S. about who he would bring together. So who
are the people? They probably are some of the people that Ami and
Zeev have interviewed successfully to this date. Amd it may be
that this is the time already to bring in the CEisenstadts and
others into the conversation.

What did we find out in these two interviews today? First of alll,
we found that nobody is doing nothimg - that except for what's
going on in France and Cline said something about Scandinawia —
I'm not sure it's worth looking into — but Thorsen Huseim, whom
I know in Stockhelm, is probably worth at least correspomdimg
with. We had heard from Mike already about the Italiam attempt.
Today we heard from Suleimam that it failed. After we read
Suleiman”s book, we may find about some other examples. I was
reminded today about England by Suleimam and I think we should
Took imto what took place there because certaimly am “old bows
network™ has been established there.

Now going back to my memory of the conversatiom with Clime, whiidh
will be probably supglemented by our notes, Clime remimded_us off
the army. And 1 think we have to look into the army both im owr
country and in this country, and talked to us about the different
kinds of command colleges.. He also told us that he would let us
kmow -—— and I think we will have to write to him about that evem
mow -— about somebody on the E.T.S. staff who had worked im ome
of the command colleges. They seem to be successffull places for
developing the leadership of the armed foreces. It is probably
true in Israell as well.



Them he was not able to find any other places that were
particularly usefwl,, except the short-term programs that were
used in industiry. I don”t think that Cline's answer was complete
enough about the corporate world. And I think we should look into
whatTs going on in the Ph.D. and M.A. programs of the corporate
world to see whether there 1is anything there of significance.
It's eertain1¥ worth a conversatiom with Rand and he gave us the
names of people at Rand that could be helpfuil.

As to the curriculum, both Suleiman and Clime saw the strengths
of the Ecole Normale approach and the meore practical Harvard
Business Scheeoll case study approach, and added to here since mid-
career with mentorships that we would use. From Cline we learned
that there is little research, and he claims little theoreticall
literatwre. Suleimam on the other hand claimed that the
theoretiicall literature was ample, but had stopped at a certaim
point. And 1 think when we write to Suleimam we should ask him
for what that literature 1is on elites in relationship teo
intervention and training for them.

Cline argued strongly for developimg a research program from the
very beginning mainly leading to horizomtall researdh, long-term
research. His suggestion for a portfolio for the interview really
is not much far advanced tham what we have beem doimg for the
Jerusalem Fellows,, but I think we ought to reconsider that., And
certainly the notion of developinmg a team of people that would
look dintiw, woulldd bodth dewmellgp what @ees ihn tthe portfolio amd
would evaluate that portfolio more systematicalllly.

I don”t think there's anything else that Cline had to offer to
us.. Suleimam, besides us discoverim% that he wrote the book in
English on elites called Elites in French Society, which we now
have a copy of. warned us about the trade—offfs in undertakimg
this program ﬁmlthough he made it very clear that he was
supportive of the idea, particularly in a centralized socﬁety?.
Among the dangers that he mentioned was the questiom of the old
boys netwonk becomiing @ souree of coonservatiism and a vested
interest unto itselff.

Both offthésecpeepbéewaeshbulddremadn initoechcwithitl. tHinkitkeghey
are ceatdimlly bodtth imtterestteld #m amy kimd of ongoini
relationship that we might suggest if we wanted it, and I thinm

we Should continue the conversation with them.

None of them had too much to say about curricwlwm,



Fellows Simulatioen

Monday, June 17 &8: 30022 390
Tuesday, June 18 1122: 00311 390

Backup Materials ((Carolims))

1. Pads & pencils

2. Background papers of Commission on lead communities
3. Time to Act

4. Inventory

5. LC paper (@H)
6. AH — additional paper

7. Simulation paper —-—— AH
Program (@B:30-10:30 — 2 hourws))
1. Intro

2. Discussion on contract

3. Write outline of contract
4. Discuss process

(10=30-12:3@)

5. Contract — Presentation of current cancept

6. Introduce brainstorming

7. Brainstorming session on mandatory programs and optiomal
8 Lotus — Estelle

9: Lunch — 12:00-12:30
((12:30-2:30)

10. Ranking principles
11. Ranking exercise

12. Tabulate results
13. Open discussion on principles

Day 2: 12:00-1:30

1. Results to be discussed
2. New ranking?
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April 30, 1991

To: 5.F.
From: A.H.

Re: Lead Communities
We are now looking at modified strategies for the Lead
Communities, as well as for the monitorimy, evaluatiom and

feedback loop. It is these modificatioms that I will attempt to
descrriilbe..

1. Strategy for the Implementation of Lead Communities

Descriptiom: A Lead Community will be a site that will undertake
the implementation of a major development and improvememt
program of its Jewish educatiom. The program -- developed with
the assistance of the CIJE, will involve a package of products in
the areas of lay and professiomal leadership, of educatiomal
personnel development and of Israel experiemc®. It will be
carefully monitored and evaluatedi,, and feedback will be provided
on an ongoing basis. Several Lead Communities willl be
established. Among this 1list there will be reguired elememnts
(e.g. Universal in-service educatiem; recruiting and inveolvimg
top lay-leadership; maximum use of best practices; etc.)) Each
Community will also choose from a list of programs that will be
considered optional but importamt:. Each will select a package of
projects most suited to meet its needs and resources,, and likely
to have a major impact on the extent and guality of Jewish
education provided. The CIJE will make a master list of projects
available and will determine the conditions for participatiomn as
@ Lead Community. This will ensure that each Lead Commumnity
undertakes a program of a scope and guality likely te bring about
major improvement .

The CIJE's inventory of ideas and projects may also be eoffered to
several additional communities for the implementation of limited
programs of improvement. The CIJE will determine the conditioms
for participation in this "second tier" progmram..

The goal of the above strategy is te bring about a large number
of experiments in diverse communities whe will be offered
significant choice, while they are being carefully guided.. These
experiments will be accompanied by an extensive data collectiom
and analysis effort aimed at determinimg which programs amnd
combination of projects are most suecessful and whieh ought te be
changed. The more succesesful ones will them be effered for
replicatien in additienal eemmunities.



This strategy differs in several ways from the origimall
conception of Lead Communities (which was never fully articulated

=- 3ee background papers to the February 14, 1990 meeting of the
Commission on Jewish Educatiom, p.18-24):

1. The original conception entailed comprehensive developmartt,,
with massive investment of human and financial resouraoess,, in one
to three commumittiies.. The presemt strategy involves more
communities in large scale developmemt ~- however not
necessarily as comprehensive as previously considersd..

2. The origimal conception was more centraliized],, with the
concept of Lead Community developed by CIJE staff amd
consultants. Lead Communities would then plan the implementatiom
in accordance with local needs. The present strategy leaves a
much larger margin of choice to local commumities.. They will
decide which projects to select from a master list for
implementatiom.. Moreover, communities not defined as Lead
Communities may decide to implement experimentally a small number
of the above projects.

B. In the original conception Lead Communities were viewed as
"labs" where solutions to problems would be developed under
nearly-optimal conditioms. Currently we are suggestimg a less
directed approach, where alternative conceptions will be tried in
a process of "natural experiments™.

4, In the original conceptiem, evaluatiem -- playimg its
conventional role — would assess implementation and its impacit,
and successful programs would be subsequently offered te the
community-at=-large for replication. The current coenception places
data-collectien on implementation at the heart of the endeawwr..
Its role is to identify -- as early as possgible =- but alse for
the longer term, those programs and mixes of projects that appear
to be most promisimgy, and to recommend peolicies for their
diffusion and replication as early as possible. Research =- the
ongoing monitoring and evaluation of the many projeets underway,
has as one of its goals the rapid identificatiem of the mere
successful programs. The othere may be dropped.

2, Implementing the Strategy

Implementation of the proposed strategy invelves several steps
prier to the selection of Lead Communitiew, as well as changes in
the selection and implementation process:

i, Thestgwregegyitil bebe rrtcidaleted (1ni Wi ifdhg prand igirdetated
fOF Comments.

2.  Irtwiillbse dilscwssed with MY, with stteff, and Shsagvently
with thee Seeritar PolieyiadvAdersoahdand thi tthetBvaieb et ahetltx JELIE.

3. Tiige roster of potential resurees for the content weork with
communities must be develeped and peeple Must be reeruited. This



reguires & definitien eof the tasks involved and, designimg am
indwetion and on-going work proegram.

4. The Best Practices process should be initiated as soon as
possible.

5 An imventory of elements to be included (the comprehemsiwve
list} must be established.

&%, The conditions for participation in the project must be
carefully determined and spelled out.

7 A strategy flor the recruitment of Lead Communities must be
determined. It would appear that the curremt approach lends
itself easier to a broad "call for proposals.™

8. The entire process requires a careful simulatiieon. Staff will
play out this strategy in particular as regards the implicatioms
ffor ffumding and for personnel. (Is this a feasible stratemy, for
what sogpe?))..

D, The research program must be establishedl: A director
recruited; a steering committee established.. It is importamt that
the researchers be imvolved in setting the terms for the project,
simce these terms will impact significantly on reseatrdh.

10. The respective roles of CIJE staff and of Mandel Institute
consultants needs to be re-defimed.

B. Suggested Schedule

1. Plammirgy: May-July 19%h
2. Board and Senicr Policy adivieresAuguglist 1991 1991

3. Publijestiion of wtilee Prhan, call fPoprpeepesals nisisiaeionfof
the candidacy/selection process: September 1891

4, Plamming the communmitics

B, AnroineeieIits



MEETPING =— MLM-SF-Rd, NEW YORK, APRIL 7, 1991
RE: CIJE

1. The HUE prepesal will be apprevedl.

2, We discussed the role of JBU as possible Yeop" for traimimy
ehdieavors..

3. A masterplan will be prepared on trainimg (possibly JBUY)..

4, The statement will be made forcefully that quality comtiel
iz the role of SF/AH.

5. The JESNA database proposal was discussed and the issue of
the difference between a database -- essentially a repository of
imformation and a easy retrieval and access system -- was
discussed versus the notion of building a research capalility for
North America, which is certainly not what we had in mimnd for
this proposal.

®. The CIJE:

a. The 3 alternatives were presented by SF. The clear choice is
the second alternatiwve. The implication is that we hawe to look
ffor a good leader instead of a "great mam."™ Searchimg for the
good leader is mow a key task of ours.

7. REVIEW OF MY MARCH 1991 REPORT

Discussion of the last paragraph re: the mamagement: of the
Imstitute

A candid conversatiom. Distinction between TEACH and TRAIN versus
DIRECT AND CONTROL. See notes about who te relate to, in whatt
mode and when.

8. We discussed the budgets.
3. We discussed the presentation on Wednesday mormimg at MAF.,

SF will give a historical overview of how we got to where we are,
whereas I will present the projectss.



CONEEDENTIAL CONFIDENTIAL CONFIDENTIAL

10/3/91

VARIOUS CONCEPTIONS OF THE CIJE

During the past weeks a review was undertaken of the CIJE, its
work, the role of the Mandel Institute in this work, prospects
for the future, anticipated outcomes.

Discussions involved several issues:

* What would it take to implement the recommendatioms of the
Commission and bring about the transformation hoped for by the
Commission? What level of professiomal leadershiip, visiwon,
drive, expertise are required? What resources,, what power amd
what communal support will make good of expectatioms?

* Does the CIJE - as currently conceiwved, hawve the resources
{fuman and financial)) to meet this challeage. Can the transfor-
mation of the Commissicm's vision into actual programs be carried
out within the framework of the mechanism now in motiom? If yes
what will it take to get actual work started? If not, whaitt
alternatives are available? Should the targets be chamged?
Should a different level of resources be made availalle?

* What should be the role of the Mandel Institute in the work of
the CIJE. Advisor, at about half the intensity of the work for
the Commission? The source of all written materials? The source
of imitiative? The locus of expertise? The place where decisions
are taken? Should it rather have a more remote and re=-active
role: respond to the work of the CIJE, give advice and guidanee,
ensure monitoring and evaluatiom? What preportion of the Insti-
tute's — and that of its key staff - should be directly alleocated
to the CIJE and what proportiom indirectly (most Institute
projects are of direct importance to the work of the CIJE, but at
a higher level of conceptualizatien and generalizatiem (e.g. the
education of educators))

* What is the place of Lead Communities under various ecenarios?
The Lead Community should be considered beth within the eentext
of the need of lab fer the Mandel Institwit®, and the eptiwmal
setting for the implementation of the Commissien's recommenda=
tione. It is NOT discissed here =- will be in the next versiun.

Several alternative responses are being develeoped for considera=
tioen. The follewing is a brief everview.



systemie

2. It is ney apparent that implementing the Commissiom"s plam -
and thus affeecting the guality of education and the directiom of
the trendlines =-- will take a gigantic effort. The persomal
leadership, vision and drive of a professional head seem to be a
pre-requisite. What would it take to find and recruit such a
person in North America? A paper will be prepared to outlime
what is imvolved in implementing the plam, however it is already
clear that this great effort will require appropriate staff and
appropriate resources, beyond what was initially plammesd.,

s Implementing the full plan =- with a view of brimging about
chanae.,

b. This "full implementation” alternative would probably involwve
a collaborative relationship betweenm the CIJE and the Mamdel
Institute, with the Institute helping to launch the work, pro-—
viding expertise when turned to and taking responsibility for
the monitoring and evaluation functiom.

can be accomplished

a. Raflherr than undertake the whole plam, a hard look should be
taken at what can be accomplished under the curremt temrms.
Elements of the original plan should be selected for implementa—
tion (e.g. selected personnel traimimg;; recruitment;; selected
actions for affecting the climate; targeting new leadership and
recruiting them). New targets should be defined and assessed —~
understanding that the scope of the impact will be different from
that envisioned, but also that the more limited plam will only be
undertaken if likely to bring about agreed upon results.

An amalysis will be undertaken of what can be donme and of what
this will require.

b. This "limited implementatiom™ alternative will require that
the Mandel Institute work closely with the CIJE staff at defimimg
and lawnching the work. Expertise and guidance will ke provided
on an ongoing basis, some CIJE staff training may take place in
Jerusalem, setting up a monitoring and evaluation process will be
the responsibility of the Institute. This altermative may re-
guire substantial invelvement until the €IJE is fully at work.

3, Focus pn facilitation and coordination of the work by ethers,

“on a limited version ¢f the recemmendation eon persommel and on a
"seducational indicaters'l prejeet

a. The "facilitation amd ceoffunicatiens! alternative takes a
minimalist view of implementatiom. The CIJE will become a facil=-
itator and a soiirce o6f cemfunications on Jewish edueation. A
project will be developed to devise indiecators for the field eof
Jewish eduecatiom. Thie project, based perhaps at the University
of Chicago, will moniter e€hanges eeeurring in the field of Jewish
education (e..g.increased feundatien moneys for educational pro=
grams, rise in enreliment in training prograns, ifproved profile



of teachers, decline of supplementary schools, rise in participa-
tion in Israel programs, declining intermarriage figures...)) and
will disseminate its findings. 1In addition the CIJE will focus
on a limited personnel training project..

b. In this scenario the Mandel Institute will have a very limited
involvement, giving guidance to the "indicators™ project, and the

personnel project only. The issue of Lead Communities would
arise, but within a different context.
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TOWARDS THE SECOND COMMISSION MEETING ©)
OCTOBER 4, 1988

CASE STUDIES OF OUTSTANDING PROGRAMS IN JEWISH EDUCATION
DRAFT PROPOSAL

It is proposed that the Commission undertake to prepare and
publish a volume of ™"Case Studies in Jewish Educaticm".. The

project would entail seeking out examples of outstandimg
education programs and offer them as cases from which toc leamm,
from which to draw encouragememt,, and, when relevant,as examples
to replicate.

The final product will be published for distributiom amongst
community leaders and educators..

It is anticipated that the effects of this endeavour will
imelndgke::

* to illustrate programs in areas of relevance to the work of
the Commission

* to help raise the morale of the field by recogniziimg,,
describing and crediting valuable achievements

* to encourage guality endeavours

* to raise expectatioms as to what can be dome in Jewish
Educatiom.

THE PROCESS

1. A steering group should be set up to guide the emterpmriises.
Members of this steering group should include ((not mutuwally
exclusive) :

a. Commissioners

b, People with the methodological know-how to guide such an
endeavour

€. People well acquainted with the field.

(It may be diffieult = though impertant -~ to avoid pressures to
effer a seleetion 9f eases that is "balanced" to represemt
interest groeups. This sheuld be berne in mind whem deciding om
the compesitien of the steering group].



/fq‘\
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1. Identify outstanding programs ((should we make a public call

for "nominations*? Use professional and commumal chanmels to help
identify the appropriate programs? Use staff and consultants and

their networks?))

The "Case Studies" process will include the following elememmtiss:

2. Define criteria for selectiom;

3. Define short-cut methods of assessment ((How much evaluatiom
should be done to ensure validity of informatiom? should a team
be charged with site visits? Should professionals be asked to do
site-visits? Ete...)-

4. Define guidelines for case-descriptions;

5. Set up a screening and selection process

®. Do the actual work

7. Write, edit, present, publish, distribute.

%]



COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Board of Trustees
Expected Attendamce
April 9, 1991

Charles Bronfman
Gerald Cohen
John Colman
Shulamith Elster
Max Fisher
Seymour Fox
Charles Goodman
Alfred Gottsehalk
Arthur Green
Thomas Hausdorff
David Hirschhorn
Annette Hochstein
Stephen HolLfmam
Martin Kraar
Mark Lainer
Norman Lamm
Virginia Levi

$. Martin Lipset
Merten Mandel
Matthew Maryles
Melvin Meriams

Lester Pollaek

Esther Leah Ritz

Arthur Rotman
Isadore Twersky
Jonathan Woocher

Bennett Yanowitz

Hemry Zucker
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{Tamperary Axiingy,

TO: CIIE Board Members
FROM: Morton L. Mamdel

DAME April 1, 1991

.................................................................

Preparatioms for our first meetimg of the beoard of the new
Council for Initiatives in Jewish Educatiom are movimg ahead,
Our gathering is planmed for;

TUESDAY, APRIL ¢, 1991
12 NOON & LUNCHEODW

COUNCIL OF JEWISH FEDERATIONS OFFICES
730 Broadway
New York City

Our Aeting Direetos,, Steve Hoffmmn, has been workimg with a
number of eensultamts and education preofessiomls, They hawe
given seme initial thought to how we might preceed im
twplementing the major recommendations of the Commissiomn's

taport, A Time to Act.

Enclesed are a draft mlssion atatement and the minutes of two
advisery greup meetimgs, The first meetimg waz held im
Jerusalem with a few of our cemsultamts im early Janumyy.

The second was held reeently in New York, by our mewly formed
prefessienal advisery group. I am emclosimg a list of oum
professienal advisers. Many of the mames will be familiar to
yew, hut 1 ¢hink you'll be pleased to find some mew omes joiiming
iA euf werk,

Our staffing effert eontimues. As previously ammoumostl,

Be.. Shulamith Elstews, Headmaster of the Charles Smith Scheol im
Washingtom, D.€.., will be ecoming aboatd ax eur ehiefl eduweation
afficer sn July 1. Ve are eontinuing to seareh For a plamniltg
difeeter, Alse, at eur beard meetimg we'll discuss a seardh
preeess for a Eail time direetwr.
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Here’s the prelimimary agenda forr our meetiimg:

T. CIJE OPERATICKS

A. Structure
B. Finance and administrative Issues
o. atwfTingy,

IT. ACTION PLAN FOR_NEAR TERM

A. Lead commumities

B. Pre-professiomsl and in-service trainimg

C. Research capability

D. Best practices
T11. FOUNDATION COMMUNITY CONTACTS AND ISSUES

A. Initiall bridging efforts

B. Current Foundation initlatives
We've matte good use of the time simce the Commission ended im Fowemian:,
Apd, we have donme so with a part-time stat®, and generous assistamce f{rom
our partners at CJB, JESNA, and the JCC Asseciation. The enclosed!
materials frame a numbetr of questioms as te how we should proceed with
lead communities, developing a research capability, and the like. We plam
te have g number of propesals for actiom te put before you om the 9th. We

should have & full and fruieful discussion,

Warmest regards.

Enelesures




Couneil for Initlatives in Jewish Educatiom
Board Hembers
As of 3/28/91
(In Formatiem)

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

Mix, Charles Bronfman
1170 Peel Street
Montreal,, Quebec HREH urv
ph: 514-B7B-5201

fax; 514-B78~5296

Mr,, Gerald Cohen
Central Metals

950 Marietta Street
Atlanta, GA 30318
ph: 404-874~-7564
Farx:: 404-885~-7515

Mr.. John Colman

4 Briar Lane
Glencoe, TL 60022
ph: 708-835-1209
fax; 708-835=4994

Mr. Irwin Field

Liberty Vegetable Oil Company
P.0., Box 4236

Cerritos, CA 90703

phy 213-921-3567

fax: 213-802=3476

Mr. Max Fisher,, Honorary Chalr
Fisher Buildimg,, 27th Floor
3011 Grand Boulevard

Petroit, M1 48202

ph: 313-871-8000

fax: 313-871-5634

Mr., Charles Goedmam, Viee Chailr
222 Noerth LaSalle S$t.., Suite 2000
Chicage, IL 60601

ph: 312-899-5020

fax: 312-899-5038

Dr. Alfred Gottsehalk
Hebrew Unien Cellege

3101 €liften Avenue
Cineinnati, OH 452202483
ph: 513-221-1875

fax: $18-221-2810

Dr.. Arthur Greem

Reconstructionist Rabbimical College

church Rumd mid Guocuweed dveune
Wymcote, PA 19095
ph: 215-576-080¢
fax: 215-576-=GL43

Mr. Weil Greetdbaum, Wice Chainr
Sachnoff & Weawar, Ltdl,

30 S. VWacker Driwe, 29th Floor
Chicagn, IL 60606-4784

ph: 312-207-3852

fax: 312-207-6400

M. Themas RausdowfE

The Jim Joseph Foumdatiom
494 Salem Street

Paramus, NJ 07632

ph: 201-599-0674

fax:

Mr.. David Hirschhomrm
The Blaustein Buildimg
P.Q@. Box 233
Baltimore, MD 21203
ph;: 301=347-7200

fax: 301-659-03%2

My Ludwig Jesselseom
Philipp Brothens,, Imc.

1221 Avemue of the Americas
New Yeulhk,K NY 10020

phi: 212-275-3%00Q

fax: 212-5375-3120

Mr., Mark Laimer

17527 Wagmolia Boulevard
Encinm, €A 91316

ph: B18=-787-1400

fax: B18-787-@719

DBr., Nerman Lath
Yeshiwh Yniversily
500 West 185th Street
New Yok, NY 10033
ph: 212-960-52%0

fax: 2172-960-0049




Mr.. Norman Lipoff

Greenmberg, Praurig, Hoffmam, Lipeff,
Rosen and Quentel,, P.A,

1221 Brickell Avenue

Miamii, FL 33131

ph: 305-579=0500

fax: 305-579-0719

Proressor Seymour narcin Lipset
Institute for Public¢ Policy (wntil §/91)
George Mason University

4400 University Drive,, Room 203

Fairfax, VA 22030

ph: 703-323-2503

fax: 703-323-2504

Mr.. Morton Mamdel,, Chair
Premier Industrial Corporation
4500 Euclid Avenue

Clevelamd,, OH 44103

ph: 216-391-8300

fax: 216-361-9962

Mr.. Matthew Maryles, Vice Chair
Oppenheimer and Compamy, Ine.

1 World Finanmecial Center

200 Liberty Street

New Yerk, NY 10281

ph: 212-667-7420

fax: 212-945-236%

Mr., Melvin Meriams
10 Bonnie Briar Lane
Larchmomt,, NY 10538
ph: 914-834<321%
fax: 914-834-321%

Mr.. Lester Pollack, Viee Chair
Lazard Fretves & Compamy

One Rockefeller Plaza

New Yorlk, NY 10020

ph: 212-632-4829

fax; 212-632-484G

LS. Ebblivs Leali Ricz

929 N. Astor Street;, #2107-38
Mitwaules, WL 53202

ph: 414-291-9220

fax: 414-291-0207

Dr.. Ismar Schorsch

Jewish Theological Seminavy
3080 Broadway

New Yourlk, NY 10027

ph: 212-678-8072

fax: 212-678-=8947

Rabbi Isadore Twersky
Harvard Umiversity

Center for Jewish Studies
6 Divimity Avemue
Cambridiges, MA 02138

ph: 617=495-4326

fax: 617-496-8904

Mr.. Bepmett Yarewitz

Kahn, Kleimman, Yamewitz & Armsen

2600 Erieview Tower
Clevelardd, OH 44114
ph: 216-696=-3311
fax: 216-696-1009



PLANNING GRANT PROPOSAL
foF
NORTH AMERICAN JEWISH EDUCATION DATABASE

Buckgiound

In recent years the organized Jewish communily in North America has come to see Jewish education as the
key ko Jewish comtinuity and survival and a primary guarantor of ihe quality of Jewish life. Consequarniiy,
providing effective Jewish education for all segments of the population has attained a high priority om the
communal agenda, Jewish education is no longer viewed as a “private entenpiise” (of concern omly to parents,
chilldren and Jewish educators) and as an ideclogical or school-based respomsibility, but rather 25 a commuwmal
fiocal point.

Deeision making about Jewish education is widespread and decentralized. Mamy decisions are being made and
many people and bodies are making those decisions. <Examples>

It iis self-evidient that decision-making can only be mast effective when informed by ... <lBxamyiles of kind of
info needed upon which 1o base decisions>

< General areas of Jewish educational decision-making, and data that is needed.>

< What is the most effective and efficient way for the Jewish community to collect and disseminate the kind
of timely, sufficient data needed for decision making?>

In arder to make informed decision re: best ways to provide such timely, comprehensive andl accurate data we
need information re:

8 informatiiom mesdls of potomnitd] dedisionmddorss ant it athikess
® models for colleciing data and information (centrdiizad w. sub-contrattor)
® maodidls for organizing andlyzing data and infermadion (@fher datdbasss and clearinghowses)
] modidis Ror poowiliing aremss to ant] dissemimatiing: diaea amnt! imfomnmeiion
Praposal

We are applying fior a grant to support a planning process (o determine how to develop the most effective andi
efficient data resource on Jewish educational matters for the North American Jewish commuriiy.

Areas of inquiry:
. identification of poteniil wsers
. inventony of pormtiial wser's datr andl information moetls and dedires
» collectiom amndl review of existing medidls for collleatiing ditra adl imfommdiion

e collection andl review of existing moddls for engamive el avdlying dkdra anl) infomeison



* collection and review of existing models for providing acsess to and disseminating data and
infermation

Based on analyses of resuits of inquiry, will propesed model for North American Jewish Education Database

Timetable

Envision six month process.

Month 1-2 tantification o [pateniial wesss and iinvantory ol thledin ddasaaaad | ifformation needds
and desifes

Month 3-4 Calbaation and denisw off eeiigting conpatai te daidbasesaanid ctteaninphayses

Month 5-6 IDravatapmeent off oopesed rmeibe! (ot NNotbh Admne riaan) dewish Hiduealbon [aidkase

Staft

Director of Research, JESNA
Director of Research, JCC Association
Research Imtern



PARTIAL LISTING OF TOPICAL AREAS ANI) PROJECTS FOR
NORTH AMERICAN JEWISH EDUCATION DATABASE

Educational Institutions and Secttings

1. Systamatic, o] inated meathel féer upsiding enumeratiom andi lstimgs off firnmell Jewisth education
providers, including information on ideological sponsorship, age/grade levels served, contact howrs&ays
per week
a. 1Banyy @Hilldhodd
b. IDaycare
c. Supptemvenisyy i eeHarAat N i rmadh
d. Supptemonsayy RosiEBarBal Nvlitowdh
e, gy Hbemenaayy
[ Dy Seomndayy
B Sipedia) Hedueeation
h. ((RamibtyFodwoaatnn)

i. Institidass odf bewish Higlen Leaming (induding programs for training Jewish educatars)
. Abhui M Gontnwi irpg i eeation
k. Cdltegeaand Whiveessivy) ewridh Suddies IR pagrams

2, Systomdiic, cowodind ted muztheld for wpdating emumenation @nd listings of informal Jewish education
providers, including information on ideological sponsorship, arefgrade levels servedl.
a, Campps
b. lisra¢|HRpperionce 'R oggearns
€ (FEamhlyHeduosioon )

d. nn

3 (@yggariizdidonalsstneturre

Students

1. Sysstanmtiic, cewndinaed matiod ffor conducting enmollment census for formal Jewish education
including:

a O@ravd | aoiliment figuness

b. Bined et by educationdl ssiting

() Biresdicdowrss for at:risk subpopulEiions (@g., dhikdnen of diverss, dhiltheen of iimtermarrizge,
new Americans)

d Caggrabiiiyy tro tyredk down figuness accoxding 1o a warityy of waridbtes (@ealie ltevdls, setuigg,
ideology, comparisons between speeific eommunities, ete.)

2. Systamatic, coordinated method for conducting enroliment census for infermal Jewish education

jneluding:

8 @wezrd]] ceveol oreeit ffiguess

b: HRvird ] e Wy celheadiioned] sedting

&: Byradicoovins foradtrisdk ssutsopu idifons (e, @hieen of divoege, dtilteen odfinteerrearidage,

new Aperieans)



3 Analysis 6f enrollment irends (inclvding longivginal padians, fetationships to ganaral demogeaphic
wrends, ete.)

4. Student recruitient
5. Student relention (especislly post BarBad Mikzvah, ttacking firam ome type f sglueation] sating o
another)
Educniors
1. Senior educators (Central Agencies for Jewish Edweation)
a. Census
b. Educational Background and Qualifications
. Job Deseriptions
. Salaries and Benefits
e. Personnel Register
. Career tracking
B Seaff development
I, Job satisfaction

!J

Semior educators {(Schools)

a. Census

b. Educational Background and Qualifications

C. Job Descriptions

d. Salaries and Benefits

€. Personnel Register

f. Career tracking

3 Stalf development

. Job satisfaction

i Supervisory practices
i Teachers

a Census

b. Educational background and qualifications

(X Job descriptions

d. Salaries and benefits

€ Personnel register

f Career tracking

& Staff devellopment

.3 Recruitiment

i Pre-service training

je Retention

h. Job satisfaetion

il Turn-over rates
Finuncé®

L. Budget analyses foF various settings and institutions



Tuition and fees

3 Federation allocations to Jewish edueation (amounts andl pellidies)

4, New sources for funding kewiish edweation

5. Financial aid and scholarships im kewish educations] setiings
a. Rolbiies and praciiess
b. Qleatinghouse «ff availdtile souress for fimaretid] idanid sedhd lasstipps ((paridoddaidy fforhhghker

education)

6. Per pupil costs im warious setiings

Govermance

L By-laws and muission statenmants

2. Board make-wp

3. Rajtes and] regponsibilitics of eadth of the srdlodtoiitber groyps (@eif-peregions aswed] laas jpevegpioons
of other groups)

4, Ralaiionships (schooll/centrd] agency/federation/denominaiinTed| opgarizaiion )

5. Ewpamiannes iin aommuriiyyswidke plaming SorJbwiith eshuediion

6. Bxpariences iin sdhod Hasel iplarming for JPewith esthweedifon

Learning Programs and Curricula

For each type of institution or program:

L

2

3J

Rihweationd ] guodis ant djetiiess
Srasued | awd asoritarit angdyyess of sttasd | ppeegrams aawld ceur ricdda

Qleadirgitowse dfwiritten curiialia invaaidossageeas (fegp., Hbbeww, lBtie, Duseomsaadd (Cecomondes,
Theology, Jewish History, Israel, Jewish Civies, Arts and Culture, ctc) ete.)

reeyrram dffedivoresss ((see cvahdifon)

@rearrirggtrouse odfddeseripsidons cifcaxenmpdary pypagramsoonctlass- ssbivodi- aaddcesmmuiitysidde bhsigs

Materials and Resources

l.’

25

@rearivegtingsecd P Sewibheddgeditond inmaceridisaandr peouugess koo aphtkcitl ranggob Msdiia xealhide

@rearivggivonse ((@ddaaebhiess yod ) $ewibhcddseaionnilreesaaebh (fimbiart eoERRIC)



Exalwation and Assessment

Other

€learinghonse of evaluation and assessment instruments and methads

Student achisvement and/of other appropriate owsainas for each dype of educational fragram (long-
werm offiects and short-teFm outcomes)

Student attitlndes (including modivations for enrailing, expestations, satistacginn)
Parenal attitvdes (including motivations for ensiling shulants, expectatinnms, satistantion)

Educator attitndes (including perceptions of student and parental metiivation, @xpestations,satisfaction
with student performance)

Curriculwm evahvaiian
Program evaluation

Relatiomsthip hetween Rewish edwcatiom ant agpaats of Dewigh identiyy

Cemntrd] MAgrendies for Tewigh Ewcaiion (@rmeenrees, funeiions antsserviess, ggorennanes,ssd 4ff,bhddger,
effiectiveness, etc.)
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wi/ SipdniiviihEltor

Rabbi Jack Bieler

Hebrew Academy of Greater Washimgtom
2010 Linden Lane

Silver Sprimg, MD 20910

Dear Jack:

I believe that the first meeting of CIJE senior policy advisors
on March 12 went well and wamt you to know how much I appreciate
your participatiem. I found the discussioms constructiwe and
the outcomes useful and lock forward to working with you as we
begin to implement the recommendatioms made at the meetimg.,

Enclosed are the minutes of our meetimg, I will be in Couch
with you about next steps and a future meeting date following
the April meeting of the CIJE board.

Best wishes for a happy Passower.
Sincexely,
Stephen H. Heffman

Enclogure



MAR 26 *31 15:34 PREMIER CORP. ADMIN, PRGE . TH

MINUTES
COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
SENIOR POLICY ADVISGRS
MARCH 12, 1991
10 AM. - 4 P
COUNCIL OF JEWISH FEDERATIONS
NEW YORK CITY

Attendance

Jack Bieler, David Dubim, Shulamith Elster, Sylvia Ettemhemp, Joshua Fishmeam,
Seymour Fox, Irving Greemberg, Stephen Hoffmam, Richard Joel,, Martim Kraar,
Sara Lee, Virginia lLevi, Daniel Pekarsky, Bernard Reismmm,, Arthur Retmam,
Alvin Schiff, Barry Shrage, Stephen Solemder, Eliot Spack, Jomatham Woocher

Copy to

Robert Abramsom, Josh Elkim, Robert Hirt, Morton L. Mamdel,, Hemry L. Zueker

I. Intreductory Remarks

The chailr noted that the senior policy advisors of the Coumcil for
Initiatives in Jewiah Education (CIJE) is a group in formatiom. We
anticipate additions to this group from the Reform movemsnr, the
Orthodex movement, and the Association of Natiomal Youth Group
Directeors. This group will work with the board and staff of the CII¥,
contributing individual and collective expertise to the CIJE effontt.

Tt was noted that the Commission en Jewish Education in North America
chose to focus on the areas of persommel and community in am effort to
enhance Jewish education for Jewish conmtimwity. Throughout its
delikeratioms, the Commission noted a lack of adequate data and the
importanee of establishing 2 mere far reaching research componemt for
the field of Jewish educatiom. The role of CIJE is to take the ideas
ef the Commissien and make them eoncrete through demonstration awnd
implementation activities.

Sinece the final Commissien meeting in November 1990, Dy. Shulamith
Elster has been designated chief educatien eofficen, effectiwe July 1,
1991, and a seareh is under way fer a planning officer teo hrimg
expertise in community erganizatien and seeial plamming.. Negotiatiions
are ynder way for spaee at CJF and funds are being raised to cover the
cere budget of CIJE fer a peried of three yeans.

A prsliminary planning meeting teek place in Jerusalem in Jarwamy., The
minutes of that meeting were distributed to senior policy advisors and
served as a basis for discussion througheout the day.
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The purpose of this meeting was to determime how to move ahead with the
establishment of lead communities, with efforts to build the
professiom, and with the building of a research capabilitty;,. It was
anticipated that the day would result in praposals to the CIJE board of
a game plan which CIJE staff and identified experts could proceed to
executhe,.

Im the discussion that followed, it was agreed that the three
directions to be discussed are interconnected and that ome role of the
senior policy advisors and staff is to maintain the linkages amomg
them. Another role will be te bring the expertise of regiomal and
national organizatioms to work with lead communities in accomplishimg
their goals.

$everal advisors raised questioms about the role of the CIJE in fundimg
its fmitiatives. It was noted that lead communities will be expected
te support a local planning effort with local funds and that the CIJE's
role weuld be to provide expertise and to help identify funders to
#ssist with specific implementation actiom. The concept of the lead
community itself should energize a community and its persommel to take
action for Jewieh educatiom. Advisors noted that some pocl of fumds
avallable to the CIJE for implementation of lead community efforts
could be important and should be suggested to the boamd.

Review of Working Papers

Senier poliey advisors spent most of the day in workimg groups, each
revieving preliminary papers on one topie, and concludimg with the
£ollewing recommendations..

A. Lead Communities
1. aw will Lead Communities be Identified?

Twe pessible appreaches will be recommended to the beandi. The
firsth " deseribed as the buekshet appreadth, weuld invite any
community in Nerth Ameriea te apply te be a lead commumilty.
The secend appreaech is te ask senior peliey advisers to
identify 10-12 communities with the petemtiall te suceeed), and
te iRvite them ¢o 2pply. Frem the applieasftis, 355 ceemuuniities
weuld be selected.

2. What €riteria sheould be used in Seleeting Lead Communikies?

The foliswing criteria will be considered iR selecting lead
compuaities

8. CEity size
B. Gesgraphic locatisn
€. Lay leadership commitment
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3.

4,

The existence of a planning process

Financial stabiliey

Availshility of academic resources

SHvermygbh off exedisttitmg ifrsttitoelbons

Ereseames off somee sstivoomp, priofbssd boand ] Deaaideshipp

wililllli hpygmesss off @ commmusniiyy too Hakdee arear ties proeesss amwd

carry it forward

Commitment to coalition building {synergism)

,  CCoowmmiftmeartt oo dmmeowegttioon

Commiiteerit too a "sesdbess apppoeacth ' dmreddige &l agges,
formal and informal education

n, Commitment to the notion of Clal Yisrael - willingmess to

imvolve all segments of the community
o, Agreememt with the importance of crestimg Suntawerttdl

reform, not just incremental change

L I

e

P

What will CIJE bring to Lead Commmunities?

a. Eupntises off (JUEE stafff ansd lmhavimin pteamsms
b, Help wiitth the cosdt off aubsildée expexpeExrts
€. The ability to link preojects with potemtial funders

Requirad Preogr Areas to be Addresged bv a Lead Communi

a. Hoogreass to tredim peoseaned L

b. Iay lesttmsttifp dieredbppeartt

€. Temamd] pancggeam denedoppreattt
There was dissaisssiiom gthanit e wadluee off pedinitiitg tto a a
single program area. It was suggested that mot all leledd
communities need foecus on 2 single program area. This is
to be discussed further.

d. Bm orgoing feeuss am gorlss and piHillosapityy
Advisers felt that this area should be a focus of plammimg
teams, but might net be a neecessary preconditiom for every
lead community.

Best Practices

It was agreed thhat wiodk sthailldl heglim mer the lidiapdify man sanray
ef suceessful aprwaadhes for presdiee inplementadtion By lekehd
communities., Each "best practice™ would be accompanied by the
names of one or more experts te be conswlived,

It was suggested that the CIJE periodically convere
representatives of the lead commupities for werksheps om how
best ¢te treat a program area such as early childheedl, family
edueatiom, nedia and technelegy, ete.
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it was supggested that each community be assigmed am "accoumt
executive” and a team of experts to work with it. It was
Further apreed that the senior policy advisors would maimtaim
close contact with this team and with the lead commumities to
provide guality contrael.

Training

The working group on training identified the followimg concerms for
further consideratieom:

1!

Recruitment

What type of recruitment activities should be undertakem? Hew
can these reflect the variety of needs withim the field? Hew
many students can current programs accommodate? What efforts
can be undertaken to enhance the profiles of the trainimg
institutions?

Definitions of "professiopmal”

How should "professional™ be defimed? What are the elememts of
a working definitiem: full-time vs. part-time, prefessiomall
training programs, certificatiem, appropriate compensation?

What fis the role of the professiomal schoel in the buildimg of
the prefessien? What rele can professiemal organizatioms
play? Hew can this definitien refleet the "stratificatiom™ of
the field and differentiated staffing withim institutiomg?

Training objectives

fhat is the missien of current programs? How is this missiom
artieulated? What is their "vision™ eof the professiom? Whart
should be the ebjeetives of training pregrams? Should programs
tEain for cur¥ent needs and eurrent delivery systems? Should
institutions he working ¢e design pregrame to prepare perseansl
¢te meet future Aeeds?

Traifning

The tzaining ef prefessiemals for Jewish edueatiom sheuld be
theught of as a sentinuwm: pre-serviee/profesyienal
training--iR-§@EVice/ continuing edueatim.

ffhat s1terpatives exist &o degree grapting pregrama? Wealk
tr2ining nesds fan be met through coptipwing sducationm WRILS?Y
How can these Brograms be implemented--leeal sites, CAJEY
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How can standards of "execellemce” be implememted¥ " "Good
enough' is not acceptable.™

&, Seleared saareh sues

Identification 6f the qualities, or character traits, of highuly
regarded educators to serve as models of professilorsliism,

Identification of inhibiting and enhancing factors that
contribute %o participation in in-service amd comtimmimg
education programs.

The impact of participation in continuing educatiom activities
and fin-service programs,

JRuiilding the Profession should include a thorough examinatiom
of all of the above.

7. Next steps

a. The important first step iIs the mapping of the
field--including a full description of training
opportunities and identification of the needs of those
currently working in the field.,

A study should be made of available and unfilled positiwmrss
in the field and projectioms made as to meeds fiwve and tem
years out.

b. Recruitment strategies should be developed to meet these
needs and programs developed at the traiming institutioms
te meet the training needs of the recruiits,.

€. The reeearch agenda should include issues related to the
building of the professiom.

In the diseussion that followed, it wag suggeated that it will be
diffieult for communities te previde professiomal traimimg to
part-time edueaters in the same way that full-time educators are
prepared., Each lead eommunity might look at particular ways of
training and upgrading part-timers.

It was suggested that ene geal eof the effort te build the
profession might be te ereate eareers withim the synagogue
sekting. There sheuld be reem feor ene te twe full-time people im
mest synagegues fteo feoeuz en glassreem edueatiomn, family edueatiiom,
ete. These positions weuld require a special kird of traiming.
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In this same ecoentext, it was noted that we anticipate the lead
comiunity concept identifying new kinds of persommall,, which will
require new training systems. We need to think creatitwellyy..

€.. Research and Development of a Data Base

It was suggested that priorities far research imclude the
following:

1.

Development of an A da

A researcher working with staff and an editerial boarxrd showld
map out what is currently availasible, creatimg a blueprimt or
framework for further study.

a. A research agenda should be defined in referemce to the
CRJE's other agendas.

b. Any mapping or planning process should involve those
currently working in the fieldl.

€. This study should be dome in the context of varieus
definitions of reseaxch, e.g. experimemtal research
antieipated in the framework ef lead communities sheuld be
included,

d. THss sheulld stheow how messandh can lead the better practice
and professiomalism, Tihe ciwlllenge il cote fditer thampge,

There is 2 need to develep a data base as gquickly as possilille.
This can be accomplished by bringing together a group of
experts ((JESNA and JCCA have peeple available)) for
brainsterming, consultatiom, and preparatiom of a papenx.. They
sheuld identify the audience--the key decisiommakers--amd
determine what they need te kpow. They sheuld indicate what
this data bank will de fer Jewish edueatieom,

Buring the ceonsultation phase the team sheuld talk with the
experts invelved in data gatheringy, talk te peeple in the field
te be sure that the data is needed), anrd be hemest abeut what is
available and what is nee. It will be impertamt te clarify
such terms as formal and infermal edueatien so EtRat everyere is
t2lking abeut the same issues.

Research $houhdplAn? £eudedalrdflelnithehe witddk folththe IGWE .
The CIVE shotlldl 28598 5 a mIwdel siederipothat goed educatien
planning flews £rom 3 sSE¥ang researeh program, It was
suggested that one membst of the €PA: staff serve as
&eordinater of the researeh effext,
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4. Neast: Stans

Based on the foregoing report it was suggested that a
researcher be identified now Co prepare a map of the field amd
that a group of JESNA and JCCA staff be asked to mowe ahead
guickly to prepare a paper on the data base for possible
presentation at the April 9 CIJE board meettiimyg,

General Discussion

In the short time that remained at the conclusion of the reports,,
general comments were fnvited.

It was suggested that an issue to consider in the future is the need to
create a market. This encompasses the issue of how to attract to
Jewish education those people not at all involved with the curremt
system. In this context, it was suggested that each lead commumity be
encouraged to include a marketing compomemt in its efforts.

The CIJE staff will now move ahead to implement some of the specific
steps recommended st this meeting. This will be dore in consultatjom
with senior peoligy advisors.

Future meetings of the senior pelicy advigors will be scheduled for
eaerly summer and early fall.
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R _POLICY z NOT FO TRIBUTION
FOR THE DEVE
OF LEAD COMMUNITIES
S8OME ISSUES TO BE CONSIDERED

I. BACKGROUND

The Commission on Jewish Education in North America has
recommended the establishment of three to five lead
conmunities..

A. Lead communities will be model commumitiies.. In the lead
communities, the CIJE hopes to demonstrate what can happen
whem:
© a community has cutstanding personnel
o Jewish education is recognized as important

— - byt thec communtiyyaahdi it sl deddertsid p

— o necessary funds are available

These communities will serve a "leadership function®
for other North American commumities. As laboratories
for educational practices and policies, they will functiom
as test sites for "best practices* —- exemplary and
excellent programs in all fields.

Each lead community will be required to undertake a
process to redesign and improve a wide array of intensive
educational programss..

Through feedback, evaluation and close monitwriirg, the
innovations developed in the communities will be
diffused througheout the contiment.

1I. THE CIJE ASSIGNMENT

A planning process will systematically develcop the concept of
"Lead Communities™. A CIJE sub-comnittee staffed by educators
and planners will quide the process.

The plan should inciude:

1. A description of alternative conceptions of a lead
communiity.. Two models are discussed in
Appendix A.

2. A re-examination and amplification of the assumptions
upon which the concept is based.

3. Recommendations to quide the work with lead
communities (( Appendix B).
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12,
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14,
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€riteria for the selection of lead commumilttiiess.
A methed for the selectlion of lead commumitices.

Suggestions for an appropriate local mechamism
£0F Work with CIJE to establish the lead community
and to coordinate on-going activitiies.

An assessment and diagnostic tools to assist
communities in self-study and the preparatiom of a
local educational profile..

A program for the development of best practicss.

The rosters of experts for work with the commumities
in each programmatic area (e.g., supplementary
school, day schoel, ete.).

For training and consultation purposes: A design for
the relationship between lead communities and
continental and regional institutioms, the
denominations and their training institutiors.,

Recommendations for the developnent of
community leadership te guide and support the
lead community..

A process for building contacts with foundatioms
interested in supperting specific eategories of
innovative prograns.

A mechanism to maintain=- in partnership with CIJE =
a feedback-loop te menitor and guarantee ongoing
program evaluation.,

Reeemmendations for diffusien of the findimgs on the
impact 6f pregrams in the communities. This should
irelude recemmendatiens en the ideal relationship and
methed ef ceommunication between lead communities and
other interested eommunities, and betweem
institutions and erganizatiens during the peried when
ideas and pregrams are being develeopwd.

Al€terpative scenaries ef hew a _
lead cemmupity might werk (( Appendix C).



APPENDIX A

LEAD COMMURITIES: TWO POSS§IBLE MOBELS

A. A lead community could be all of the Jewish educatiemal
institutions of an individual commumity. One te
three such sites could be established. Each would require
the participation of minimum number of institutions OR a
substantial number of the educational institutions in
the community (e.g., early childhocod programs, supplementary
schoels, day scheels, JCCs, Jewish studies programs of local
colleges and universities, adult education programs).

B. Several lead communities could be established each of which
could have a different focus within Jewish education by
ages (e g., elementary schoel age), by institutions (e.g.,
day schools), or sone combinatiom..

For example, three lead communities could decide to focus on
early childheod, supplementary and day schools. Three others
would focus on the high school and college-age programs, and
three additional on JCCs, summer camps and Israel EXperiences.
Thus, a significant portion of the map would be covered by
this approach.



tested, they will be carefully monitored and subject to
¢ritieal analysis. Openness and creativity, monitorimg
and aceeuntability are not easily accomplisihwd,, but are
vital to the concept.

EVALUATION

Work will be monitored and evaluated to discover what can be
achieved with a massive systematic investment of thought,
energy, and funding. The results will serve as the basis for
diffusion and dissemimatiom.

DISSEMINATION

The results of work and lessons learned will be diffused
throughout the North American Jewish community and to other
imterested communities through the world. This can be
accomplished only with documentation of all aspects of the
work. -



APPENDIX B

WORKING ASSUMPTIONS

The Lead Community concept is based on several assumptions.

1.

&,

LOCAL INITIATIVES

The imitiative must come from the local community and

the key participants must be fully committed to the endeawor.
The community must set for itself the highest possible
standards and guarantee necessary fundimg. The community
selected will have to develop a local mechanism to be
responsible for the initiation of ideas, the desigm of
programs and program implementation.

LEARNING BY DOING

The notion of a lead community assumes that it is possible to
demonstrate effective apprcaches to specific community
problems and that these can then be replicated elsewhure.
Significant questions concerning innovation and implementatiom
can only be resolved in real settings and by careful
consideration of the many processes involwed.

BEST PRACTICE

An inventery of 'hwst practice” will be an important resourwe.
Examples suggested by the denominatiomal bodies, their trainimg
institutions, educational organizatiwns, JCCA, JESNA, CJFE,
and ether groups, tegether with their staffs will be

hranggirh £ £he site, integrated and funded.

CONTENT

The educatienal program will be guided by a carefully
artieulated philesephy develeped by reflective

deliberatiens en educational goale and implementation
strategies. Leeal institutiens werking with the natiemal
c¥rganizatiens and C€IJE eco-spensors and ethers will be invited
te partieipate and will preduce backgreund papers on the
philesephy te guide the effert. These papers will address:
the preplem of translating philesephy inte curriculu,

the texts te be studied and the teaching methods te be

4ged. They will alse be used te guide the evaluatien of the
program.

ENVIRGNMENT
The community will be characterized by innevation apd

éxperimientation. CEreativiey will Be esneeuraged. Programs
#itl Ao B& iimited to 2KiEEiRg iF%aw. 2a 1desa Avd




ABPEWDIX €
AN EXAMPLE OF A LOCAL COMMUNITY AT WORK

After establishing selection criteria, the Board will consider

several possible commumities and choose from among then. Each
community Ssdéulesd will umedsis a structure to Work in partnersnip

with the CIJE. If a local commission already exists, it could serve
that function.

A study of the community must be undertaken to learn about the
community — the market for Jewish educatiom, the commitment of lay
leadership, and the current level of fundimg.

A preliminary plan would then be developed. Some cof its elements
must imclude:

1. PERSONNEL

A personnel study will show the number of filled positioms
full-time and part-time in all areas of formal and informal
Jewish education in the commumity.

The study will also identify the gaps - positions that need
to be created and ultimately filled. The denomimatiwrs,
organizations and training institutions and others will be
imvited to join in developing a plan for recruitimg, trainimg
and retaining persommel.

a.. RECRUITMENT

All of the recomnmendations on recruitment in the
Commission report and the results of a future natiemal
recruitment study will be reviewed and the community
required to act on those recommendations..

Some examples:

© Recruit appropriate local college students and

contract with them for several years of work
in the supplementary schoels, day schoels and JCCs

© Recruit people interested in career changes.

o Engourage general educatore to train for pesitiems
in Jewish educatiom.

© Recruit ocutstanding educators( e.g., Jerusalem
Fellows, Senier Educators) froem outside the

community to assume key peositions.

© Recruit persennel from natienal erganizatioms and
build a program to prepare them for positions.



b.

o
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TRAINING

New people will be prepared for the field.

Everyone currently in the field will be involved in
in-service training and professional development
activities.

For example:

© All non-professional teachers will be individually

assessed (current knowledgr,, individual potemtiial))
and a program designed to meet their needs.

o All professional teachers, principsls, and informal

Q

Q

educators will be involved in continuimg educatien
planned jointly by the national and local
nechanisms..

Special fast-track programs will be developed for
retraining general educators or career-changers.

A consortium of training institutions each with
a specific assignment = could adopt the commumitty..
The training institutienms, the local universitiles,
imstitutions in Israel, and other appropriate
groups could be invited to participate.

Lay leadership training programs will be
established.

As a result of the community study, a new map of
the educational needs in the community will be

developed.

This map will include positions for special
education; for experte in early childhoed
sducatien fe¥] taadhuriepainare., feoir Evadglalicte
israel experience pregranms; consultants .
on jewisn programming ror JLtsy aauit ana ramily

educators.

;'#1 nay s~ aﬁaﬁw-ﬂn-a sk Ehawe i\':" hh#‘*f&h -
increase in the number of positions in the
community. This coeuld include more full=time
positioms. This could be the beginning of a new
conception of the professian!

heeofipanying this should be a descriptien ef the
trainimg, salary, benefits and status appropriate



to each positiom. Thus, a Bible expert may
earn the same salary and be granted the same
status as a principal. This would expand the
possibilities of advancement beyond the
conventional linear pattern of teacher,
assistant principal, princigsal.

d. RETENTION

The study may point to the need for improving the
relationship between lay boards and educators;; the need
for better compensation, sabbaticals, trips to Israel as
well as on-the-job trainimg. The local mechanism will
determine the conditions that are necessary to retaim
outstanding people in the field.

2. COMMUNITY - LEADERSHIP,, FUNDING, AND STRUCTURES

Appropriate community leadership will have to be involved
from the onset. These leaders will develop the community
plans for oversight. The community will create its ownm
evaluation program or accept a national program so that
success can be measured and appropriate decisions made.

Only with well-informed and totally committed leadership
will necessary funding and overall support be obtaimed
for the work. A partnership between the lav leadership,
educators, and educational institutions must be created.

5. AN EXAMPLE OF AN INSTITUTION - THE SUPPLEMENTARY 3CHOBL

The cupplomentazy caheoelc im a cpeceifie community aze
offered below as one example of how the CIJE and local
group could work ta implement appropriate
recommendations..

A community taskforce comnposed of the acknowledged
leaders of varieus movements is created to help the
local group examine the schoels. They bring

examples of "best practice" and invite their

developers and thinkers in the area te join in
deliberations on the supplementary school. Togetihwy,
they plan an approach to improving the supplementary
school..

The follewing might be included:
¢ elaboration of education philosophies.

© scheool's relationship to synagogus,
informal educatiom, summer campimg, trips
to Israel, family and adult eduecation.



o definition of legitimate and anticipated
educational ocutcomes.

© Scope and Sequence of curriculum and its
content

o available methods and materials to be introduced.

0 problematic areas for which materials must be
developed

Each denomination is given the opportunity and

appropriate support to develop a plan based on one of the
elements listed above.

The local group amdd thiee CITE: reviews, nodifies, amd
adopts the plan. Funding amd criteria flor evaluation are
agreed upom. The approprlate institutions are asked te¢
undertake responsitillity for traiming the persommell and
“aaecompany thes paperimentt &8 aa whicde.. FoRorxexanple,fofor
the Conservative schools, the Jewish Theological Seminary
and fits Melton Research Center works with the staff
helyiirig thef #n Apriivie Am materials and to develop a
training program for its teachimg. They would be
involved with the local schools on a regular basis to
monitor progress and to consult.

Although denominations work individually with their
schools, there are areas where all work togetirr. On many
issues-such as integration of formal and informal
education and the use of the Israel Experiemce and family
educatiom, and, possibly even in certain content areas,
such as the teaching of Hebrew, combined effort yield
significant results.

Within a few years, we learn what can be achieved
with an investment of preper thinking and traimimgy.
We also see how informal education, the Israel
Experienee, family eduction and other elements
combine to increase the impact of the supplementary
school..

CITE, in addition to its role in plamming, evaluating and
overseeing the entire project, weould, as quickly as
pessilble, extrapolates principles from the experience.
The public debate lead te the development of policies
on important issues (uch as salaries, benefits,
pr@fessizﬂ%} statusq sabbatics, etc.) Specific lessons

Lwwmassned - assvmplished awre dismamimal A Fn

other @@mmunatﬁas



III

BACKGROUND

The field of Jewish education in North America is plagued by a
severe shortage of trained and qualified educators for its
numerocus formal and imnformal settimgs.

It is estimated that there are approximately 5,000 full-time
positions for Jewish educators and another 20,000-30,000
part-time positioms. At the same time, all trainimg programs
for Jewish education - with the exception of the Haredi secteor-
graduate together approximately 100 people per year -- a figure
woefully inadequate to meet the nheeds of the field.

An improvement in this situation is contingent upom a
significant inmcrease in the number of well-traimed educators.
This imcludes training for competence in Judaica, Hebrew
language proficiency and mastery of theory and practiice.

It is estimated that today less than cne-half the educators im
the field have these gualificatiomns.

The Commission on Jewish Education in North America has
developed several recommendations to improve Jewish educatiom
imcluding the recommendation to Build the Profession.

The Commission has identified the need to significantly
expand the training capability as a cornerstone of its
current program.

THE ASSIGNMENT
A planning process must be undertakem for the

systematie development of pre-service and in-gervice traimimg
for Jewish educators for North America.

The product will censist of alternative short, medium and
leng=term development strategles and their policy implications
and plans for implementation.

Rec@mmendatiens might lnclude,

©
proaramns
e lipks with existineg eduecator t¥ ramg at
eral universiti
& ise of Israel ag a resource feor trai existing

programg and new programs



III.

® recommendatiens for the creation of new and innovative
pregramns, any combination of the above and more..

The pregram will also include recommendatioms for the:

@ recruitment of candidates for training

@ Strategies for dealing with the current shortage of
faculty of training programs

@ 1improvement of the curriculum of these programs

@ finanecial aspects of the entire endeavor =-—- e.g..,,
above costs as well as tuition costs, studemnt
scholarships and fellowships..

Policy recommendations will deal with issues such as the
relationship between pre-service and in-service education:
the relationship of pre-service education to salary increases
and to professional advancememt; sponsorship of training = in
particular in-service trainimg.

Is this an activity appropriate for the bureaus of Jewish
education? for individual schools? for community cemnters? for
national organizations? training institutiona?

What is the most appropriate role for Israeli institutioms ?

What kind of partnership should or could be built?

What imcentives should be made available to encourage
participation?

THE PLAN

The planning process will include the preparation of a pap of
the field of trainimg, including an overview eof current
training opportunities in both Jewish and general institutiems
in North America and in Israel.

Parts of this map are already available, in particular in
the area of pre=serviece trainimg. Mapping eurremt
in-serviece training programs ig a more cekplicated assignment
because of the variety, geographie distributien and lecal
nature of much ef the trainimg. Relevant erganizations—
sueh as JEENA feor edueatien in fermal settings, the

JEE Asseciatien fet education in informal settimys, bureaus
of Jewish eduetieom, the training institutions in the United
States and in Israel, the WZO educatien departments- will
11 need te be censulted en the secepe, contenmt, quality

and availability ef trailning.

The mas will previde & pieture 6f the eurrent resource

and witi j§dentify chalienqes and eppertunities, Key lssues
facing the training 6f educaters will be identified and

ahalyzed.

Hey wiiiafééaiEy £6r training pregrams be recruited and
trained?
What specialized pregrams must be develeped?
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Where should these be developed 3

A detalled needs assessment will be preparsd. This is a

complicated as very little exists in most areas, and a great
deal is reguired fer all.

How much pre-service training is required? (e.y., the field
presently needs "% early childhood teachers and will heed "X"
more wWithin five years)..

For im-service trainimg, teachers of subjects in Jewish
schiools -~ Hebrew, histery, Bible, prayer, ete. =-
probably need to be imvolved in regular, systematie
upgrading programs.

New programs are required for informal educators whe are mew
faced with the need to intensify the role of the JCC as a
Jewish educational institutiom.

The need .for Ffaculty training will have to be addressed for
the different assigmmemts. Faculty for in-service educatien
is likely to be more readily available tham faculty for pre-
service educatiom.

Alternative strategies will be desigmed. In order to infozm
the staff's analysis, Key individuals {lay

leaders, heads of training programs, experts in the fields
of Jewish and general eductiom, members of the CIJE

board) will be interviewed. The interviews will identify the
problems, ideas and visions that should inform decisioms and
lJead to preferred policies and directioms for developmeant.

The setting of priorities will be particularly importarit:
o With what segment of the field should we bhegin?
© With teachers of Hebrew or teachers of history?
o Should we concentrate on didactic skills or on the
commitment ©6f teachers to Jewish values?
© What will be the respective scope of efforts im the
area of pre=-service and in-service traimimg?

Recommended policies need to be spelled out and must include
anticipated ocutcomes, required fasources =- hmmwn, finamciial,,
organizatienal =- and the time frame. The various
recommendations must include detailed implementation plars.
The pian must allow the CIJE teo select appropriate policies
and to have a c€lear piecture of their implicatiors,

A steering committee will be set up by the CIJE to review
planning prepesals and to guide the plannimg procuss.
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1.

RY WORKING i FOR DISCUSSION PURPOSES BY CIJE
ADVI 2 N STRIBUTION
VELOPING A CAPABILITY IN ICA

SOME TIBSUES FOR CONSIDERATION

The Commission on Jewish education pointed to the lack of
reliable data on Jewish educatiom.

"There is a paucity of data about the basic issues,
and almost no evaluation has been made to assess the
guality an impact of programs.

Because of this, decisions are taken without the benefit
of clear evidence of need,, and major resource are
invested without sufficient monitorimg. We do not know
what works in-Jewish educatiwn. We do not evenm know much
about what students know at different stages of their
education. There are not enough standardized achievement
tests., There is not sufficiently accurate informatiom
on the number of teachers in the system, their
gualifications and their salaries.

We also need more extensive investigation inte the
history and philoscphy of Jewish educatien im order to
enrich the creative process that will help design the
Jewish education of tomorrow.™

As a result of its findings the commission adopted, as one
of its five recommendations to develop a research capabiliity:

wA research capability...will be developed at
universities, by professiemal research orgamizations,
as well as by individual schelars. They will create
the theoretical and practical knowledge base that is
indispensable for change and improvement. A
comprehensive, long-range research agenda will be

out lined....."

The staff of the Council on Innovatioms in Jewish Education
(CIOD) suggested that as a first step a
distinguished/eutstanding researcher be asked teo map and assess
the existing research capability (jpeople, institutiors,
forums, resources) and te recommend approaches te the
develepment of an agenda. The researcher would work with an
sctive steering er editorial committee. The work would be
breught te the Senier Peliey Advisers and te the Board of CUFE
fer approval.

- L - - +

1, mreie ls & smaull Hul girowiny pumder of
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peocple actively, involved in research on
Jewish education in North America..

There is a group of academics in general educatiom
who are Jewish and have expressed great interest
in Jewish educatioen (e.g., Gammoran and PeKarsky
at the University of Wiscomsim; Fieman Nemzer at
Michigan State University).

There are researchers in general educatiom who are
Jewish, who might be recruited to the task (e.g.,
Henry Levin at Stanford University).

There are subject matter experts - primarily
professors of Judaica who could be invited to

contribute their expertise (e.g., Prof. I. Twersky
at DiErvard Univemrsityy) .

What can should be done to expand the pocl of individuals who
devote themselves to research.

b. The Research ﬂgenda:

1‘.

3.

There is a need to map existing research and to
address its validity. In the continuum from basic
to policy research there are enormous gaps in
knowledge - far beyond what that in general educatiom
or in other areas. (See Appendix A - from the
Background Papers to the Fifth Commission meeting)-
These gaps should be defined and documemt=d.

Sond early attempts have haeh made te dafime the
agenda. These often consist of extensive lists of
poseible research topies. There is a need for a
reasoned agenda. Researchers and others should thimk
through the needs and prioritizing them.

o What is already available?

o What will make a differemce?

¢ What is most urgemt?

The researcher will need to consider the
situation from several perspectiwes. From
statistical data (profile of the teaching foras)
to the questien of indicators.
6 Hew are we impreoving knowledge and ekills
this year?
6 What is the true relationship of tuitien to
day=-schoel enrollment?
© How much dees it cost to run an educationmal
iastitutions?
6 What are alternative medes of financimg?
6 Hew effeetive has this innevative = or
ongeing pregram been?



4.,

6.

In the area of curriculum there are examples of
attempts to prepare subject matter for curmiculum.
In general, the curriculum for formal and

informal settings is underdeveloped and - except
for the Haredim - lacks a contemporary historical
and philosophic foundatiam. In most settimgs work
is done without an overall syllabus or set curricula.
Programs often depend on the ingenuity of the
individual educatar.

Needs, desires, expectatioms - the market - have
not been addressed.
o What do parents want forxr themselwezs? for
their children?
o What do students want?
o What do rabkis and lay people wamt?
o What is the fit between what exists what is
wanted?
o Do the North American Jews have the
education they want?

What are the policy implicatioms of the above?
Additional gquestions?

c. The Assignmemt:

1-

2.

3,

The researcdher Should wordk tgpetttser wiitth a Steesriing
or editorial committee and undertake an assessment of
the state of research in Jewish education. The
product should consist of a paper that offers an
overview and assessment of the current state of
research, guidelines for an agenda, and suggestions
on the development of existing and new settimgs for
research. This should take about 6 menths te
complete.

The paper will be presented te the Senior Policy
Advisorg and to the CIJE Beard for discussien
and recommehdations..

The ciyz will {nvelve the apprepriate feundations in
this process with a view te securing funding for the
development of research eppertunitiess. It will decide
if the research endeaver will be the demaim ef

one foundatien er whether several feupdatiomy will be
approached for specifie grants censistent with each
feundatien's interests.

Added here is Appendix/Researeh
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Bennett Aarcn

{lor Miriam Schnierqow)

Mona Ackermam

Rebert Arnow

Bill Berman

Charles Bronfman
teerelld Cohen
Joehn Colman

Rachel Cowan

Lester Crown

Ely Evans

Irwin Field
Max Fisher

Charles Goodman

4, ffeed Gottschalk '

Artfivir Green
Neil Greenbaum
Thomas Hausdorff
David Hirschhorna
Ludwig Jesselson
Julia Koschitzky

Mark Lainer

§F

Open

MLM

VFL
SHH
VFL

SHH

MLM

$HH

MLM
MEM
MLM
VFL
VFL
MLM
VFL
SHH
VFL
SHE

VFL

Prospective CIJE Board Memhars

Description

MLM letter of invitatiom.

Follllcow up aon Fourddat on
support & board membership

Holdl wmitill] fourdiing is weguesstmdd

Gall], afitegr Fisgtear support
is econfirmed.

MMM Tetosr @f corfiimmdtddbon.
@Gd1l ree Boeard meembeshipy .
MM Detrirer oF inwitedddon,

Coreadt ree Hourkdddbon syppatt
and beard membership.

G2d1l ree ffourdddbon syppatt

Qrtestt rpe THoumidA S Don ssypppat T
and beard membersthiip..

(@4 ll ree beoarld memnbesbhip .

Cadll ree ffurdd hgp coomaimmoht.

Ihiwitee too dee bbsxddvetee cbRaLT.

MM ledtresr off ifrveiastdon.

MIMM lkdteer odf ivetesidon.

Ihirtee teobbebbarddvedee cohatr.

Due Date

Qutcome

271 0/A

done YRS
2/11/9

done YESS

2/11/91 NO Fdm. Support

2/11/91
2/11/91

Zynen

doraone YES
Z/nu/%L

dordone YES
domione YES

Z/11/P1 YES

MAM lesteer oof ibreteaioon, Z/mu/%1
Cgallteo ffdlbowuppoonibmitgatdon, 2211 F91 YES
MAMH 1patesr odf ihndtattdon. 2/11/91
Caallreebboaddmeehbesisiy . 27/11,/91
MEMe 1egtesr of £ coofifimmbtdon, dowmne YES



%. Martin Lipset
Norteon Mandel

Matthew Marylas

Florence Melton

Lester Pollack
Esther Leah Ritz
Ismar Schorsch

Daniel Zhapiro
Isadore Two rc'f.y

Bennett Yanowitz

VFL

MLM

SF

MLM

VFL

VFL

VFL

SW

VFL

FRollllbow ugp tho idmwitsataen,

DONE

Thwitee too Hee dooadd vites chbitr .

mhsatc:t e foundad bon sspppent
and board membersiim..

Thwitee tto be HomarH wiibee otladtr,

FRallbow wp to iimiitatdon.
MM larteer off iimrddisstdon.
Fedlkow ugp to ibmisatdon,

malll res Hesardd meabbesbipy |

MM Ieetttoar off ifmwitvatdon.

domene

2/1L/91
2/11/%1

2LV
/1%

domiene
2/11/%1

2/11/91

dowene

YES
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f-or the Adlvamce‘?il_Study' and [_)ewelm]nmmnli of Jewish Educatiom

Planning Workshop with the
Council for Initiatives in Jewish Education

January 7-10, 19®1

Held at the Mandel Institute, Jerusalem
Participants:

Ami Bouganim, Stmlamith Elster, Seymour Fox, Annette Hochstein, Steve Hoffman,
Alan Hoffmann, Danny Marom, Marc Rosenstein, Arthur Rotman

Introduction

$. Hdfitmaareeveevedhis papeenort tleemisssoon me¢Hoatlod bprewtitm amtkstunttinecod £ HeeCIVE
(Exhibit 1).

There was a discussion of relative priorities of the recommendations of the Commission in
order to determine where to begin: lead communities, building the profession, research, and
building community support.

There was general consensus that all areas interact, but that lead communities seems to serve
as a focus for the others, as well as being visible, concrete and proactive. Therefore, it was
agreed that this area should be our first priority. At the same time, there was consensus that

the lead communities effort does not entirely subsume all other areas —and that we therefore
must move on the other fronts too,

Lead Communities

Some concerns and dilemmas which arese in the diseussion of how te implement the local
communities project:

a. We cannot ignore other efforts underway and foeus only on lead eommunities; there may
be other community and foundation projeets deserving of our interest and suppost.

b. In choosing candidates for lead communities, do we prefer these whieh have weaknesses
(e.g. lack of top leadership) which we can remediate as a demonstration, or do we ehoose
communities whieh are already strong, to model exeellenee (but pessibly net signifieantly
replieable)?
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c. There may be a tension between the local perception of the community’s priorities and our
view of what must be done to fulfill our goals for the lead commumity as a demonstration
site or model of excellence.

d. Possible considerations in selection process:

1. city size

2. geographical location

3. lay leadership commitment

4. planning process underway

5. financial stability

6. availability of academic resources

7. strength of existing institutions

8. presence of some strong professional leadership

9. willingness of community to take over process and carry it forward after the initial periodl.

In general, there was difficulty in conceptualizing a clear set of criteria for choosing lead
communities —and in deciding among the goals of replicability/demonstrability/models of
excellence. What emerged from this discussion was consensus on the idea of differentiated
criteria: diffierent communities might be chosen for different reasomns. On the other hand, we
clearly cannot afford to fail: however we choose candidates, we must be convinced that
between the community’s resources and our own, success is likely.

There was agreement that the CIJE needs to clarify what a lead community is: what are the
specific categories of actions and/or programs and/or processes which form the heart of the

lead community effort. However, there was no closure on content, Two aspects were con-
sidered:

a. The lead community is characterized by a certain type of planning approach, involviag
comprehensive, systematic planning; a national perspective and involvement (via various

national educational institutions, mevements, ete.); and the bringing in of outside resour-
ces, human and material.

b. In addition to “a,” the lead community would be required to make certain educational,
programmatic commitments (e.g., to in-service training, leadership development, ete.)

The following peints were agreed upon:

a. The centrality of systematic assessment and planning and the role of the CIJE in providing
resources and ineentives for this process.

b. The full suppert of tep 1oeal 1ay leadership as a sine gua nom.

¢. The overall goal of ereating fundamental reform, not just ineremental ehange; of ereating
new approaehes, net just extinguishing fires.



The impertance of an approach based upon research, analysis and national decisiom-
making.

10ad communities serve as laboratories, but not as the only laboratories: we might be
supporting experiments elsewhere for eventual application in a lead commuumity.

The need to establish a contractual relationship between the CIJE and the lead commumitty..

The disscwssion moved on to the issue of what the CIJE would provide for a lead commuumity:.
A mode] which served as a basis for discussion was that of an account manager: someone who
must work closely with a client and understand all of his needs in depth and who must be
creative in bringing in various other resources to fulfill those needs.

Thus, the CIJE would serve a facilitating, matchmakimg, guiding, managing role. Closure was
not attained on an exact role description, but a number of specific applications of this concept
were discussed:

a.

Providing a “roster of experts” (persons and institutions) on whom the lead community
can call for specific assistance.

Arranging for the seconding of staff resources from existing institutioms to the lead
community.

Providing up-to-date information on developments in general and Jewish educatiom
relevant to the communities” planning process.

Finding and “certifying” best practices is a valuable service which the CIJE needs to
provide to assist lead communities. This turns out to be not as simple as first appears. The
CDE will have to invest resources and energy into studying the whole concept of best

practice, and developing procedures for finding, certifying, and communicating best prae-
tices to lead communities and others.

Serving as a broker between lead communities and foundations, for providiag funding and
fior particular programs relevant to the communities’ needss.

Guiding the local planning and researeh proeess, providing assistanee as needed, qualily
control, monitoring and feedback.

There ensued a discussion of the essential “building bloeks” which would have to be part ofa
lead community’s plan of aetion. At this stage of our work, the following were suggested:

a.

b.

€:

d.

Programs to train personmel.
Lay leadership development.
Istael program development.
A framewerk or frameworks for deliberation en edueational philosephiy and geals.



Ik was agreed that the “tone® set by the CIJE is important: we need to embody and stand for
oxeclienee, continuously to hold before the communities a model of thoughtful, seriows
planning, research, and implementation.

The consensus was that the CIUE has a responsibility to set the very highest standardls possiblle,
demanding tough quality control, never “settling” for compromises on work quealiisy..

ACTION AGENDA FOR IMPLEMENTING LEAD COMMUNITIES

Recruit plmmimg tezm (n-howse amdior harmowead) to mep et owaed | roggpmam .
2. Develop selection procedinre and anttrrig, am “wsiting ttearni " fmeees saayy.

3. Prepare assessmemt/diagnestiic tioaiks to assigt cormmunii idssiimsed B nady(( ‘Cethocd toordl
profille™).

5. Settwpproeecsss forittmiffying, dwomesingg, antdisemiedtigg tess ppeatiics’”

6. Settuyp fivaneswaenk for tredinings and asssistirgg coommumiyyl ealéesbiyppiindewebdppigg:
1) propasals, 2) community educational plans, and 3) local monitoring/feedback loop.

7. Esablshframewoikiorardiing fpregrammadtiomamss tediedipoconmuniiics chioosse
new ideas and programs for implementatiomn. |

8 Senttergoingpasesssaifacsumu dige tpstesrad foanpratss™ —commagtsd it hkeagadderitic
world (and other worlds) who ean provide assistanee to communities in self- examina-
tion, planning, and introducing innevations,

9.  Sumttangiggpescsssadibbiiddgpcenitstssvitbhibomdasivonsvilhtiteesistd irsvpposit-
ing specific categories of programming, In order to help find fundiing for lead
commynities” innovations.

10, DreedtypMeyycdteneaiissdtocunitesétddéinigeretitivankinpbseneeanl caddcasmnaifides
and CIUE; what are the speeifie requirements of the lead eemmunity and of the CUE?

1. Qredectransprsiidoadiscassionssviibiradpanepgcontinesahnggpaided (g /IENNA,
JECA, denominational edueation bodies, ete.) regarding a) their ﬁ%ﬁ@ﬁ%ﬁ@%&%
to lead communities; b) the identifieation of “best practiee” prog famm%% ich Yy

and may

exist on 8 eontinental level under the auspices of these ageneies wielul i
lead eommunities.




Building the Profession

All participants contributed to a list of components of the process of building the profession
of Jewish education:

recruitment

pre-service training

in-service training

senior personnel development
retention

image and recognition

certification

compensation

professional organizations and networking
career development

supervision and evalmation

research

the contribution of general education
empowerment

paraprofessionals and volunteers.

Of these, five received highest priority ranking by the group:

1. Pre-service training
2. In-service training
3. Reeruitment

4, Compensation

5. Networking

In discussion of how to attack this list, the issue arese of the tension between the CIJE’s
inelimation to do its own process leading to a master plan for, say, pre-serviee training, and the
need to involve other “players” in the planning (e.g,, Y.U,, J.T.S,, HU.C, J.C.C.A,, federation
planners, etc.). What will happen if there are conflicts between CIJE’s standards, methods and
directions and the possibly less exacting approaches of existing institutions? The Mandel
Associated Foundations, the Wexner Foundation and others must also be integrated into the
picture singe they have decided to invest in pre-service education. It was agreed that thig is a
diffieult issue, requiring sensitive and ereative thought.



Moving to pre-service training, several suggestions were made:

1. We should see what we ean learn from work being done in general education, and possibily
use scholars and institutions from that world in our planmimg.

2. We should talk to all the current “players” to get a picture of the state of the art.

3. We oould involve other foundations (Bronfman Foundation to fund Israel Experiemce
compoments of teacher- training, Wexner Foundation for the trainimg of elites, efic.).

4. The Mandel Institute in Jerusalem may be running a world-wide plammimg seminar in the
spring, of which we could take advantage.

5. We must keep all options open and under careful scrutiny and look at all passible optioms
including those in gemeral education.

A. Hochstein accepted the assignment to produce a paper defining the questions and issnes
which must be addressed in developing a master plan for pre-service traimimg, to guide the

CLJE im beginning the process. A, Hoffmann accepted a similar assigmment for in-service
education.

With respect to0 compensation, discussion was brief; no closure was reached on ajplan of action,
or even wihether the CIJE should remain in a study/advocacy role or actuallly become involved,
fior exanmple through encouraging the setting up of a national pension plam.

Networking was also discussed briefly; while there was consensus that networks must be
studied and supported, no specific suggestions were made.

ACTION AGENDA FOR BUILDING THE PROFESSION

1. A Hochstein’s paper to guide development of a master plan in pie-seirwice traiiniig.
2. A Hoeffmann’s paper to guide development of a master plan in in-service tigiinig.

3. Covrdinate efforts with MAF in developing plans with existing pie-senviee teiibing
institutions.

4. Establishing contaet with interested foundations to become iRvelved in paits of the
PrOgFam.

S:  Setup a planning team te map eut efforts and assign reles in puiswing the five ep
prierities (and ethers).




Research Agenda

Two aspects of educational research which are necessary were presemtedt:

e Policy research, including monitoring, evaluation and program design.
e Pure research including the education of educators, the philosophy of education, ete.

Participants sugpested a number of areas crying out for research attemtiom:

standardized achievement testing

market research

research itself—a “map” of the field is needed
best practices

data about teachers

evalmation methods

history and philosophy of Jewish education.

And they proposed several diffierent ways in which the CIJE might serve the needs of Jewish
educational research:

a. Coordination of research efforts; influencing and stimulating.

b. Reaching out to research institutions to create centers for Jewish educational reseaieh.
¢. Making useful connections among research needs, researchers, and sourees of funding.
d. Modeling research-based planning,

e. Work to create new centers of research and train/recruit new researchens.

Three concrete results:

a. The CIJE will commission a preliminary paper, preferably by Israel Sehefflex, on the state
off Jewish educational research. This will serve as the basis of the work of a high level task
force whieh will reeommend a course of action in order to establish a research capabiiy:.

b. J. Woocher will prepare a thetight paper on the issue of maintaining a data base of Jewish
educational research.

¢. There is a need to pay special attention te eurrent good research while the lenger tewm
approach is being developed.



ACTION AGENDA FOR RESEARCH

1. Commission a preliminary paper, preferably by Israel Scheffler, on the state of Jewish

education research and on the need for strategic planning.

Based on this paper, set up a high level task force which will recommend a course of
action in order to establish a research capability.

J. Woocher will prepare a thought paper on the issue of maintaining a data base of
Jewish educational research.

Seek to develop connections among and support for existing researchers, on specific
need-drive projects, while waiting for the entire system to be rebuilt.

Actively model research-based planning from the beginniag, commissioning research
and borrowing researchers to provide a research base for every project we undertake.

Make it clear, to our lay leadership and to that of communities (e.g., lead com-~
munities) and agencies interacting with us, that we do not move without reseairch.

Developing Community Support

A number of suggestions were made regarding models and directions for pursuing this goal:

a.

¢

The model of the Commission on Jewish Education in North America: give top leaders
important decisions to make and let them work with outstanding professionals.

A constant flow of special events, programming, support, and personal cultivation is
necessary to keep lay leaders enthusiastie and invelved.

We need to select and cultivate first-echelon leadess in the federation and UJA worlds and
bring them into education.

We should use exciting and dramatic methods to interest our target leadership; e.g.,

prestigious retreats, meetings with high-status leadexs and scholars like Nobel laureates,
university presidents.

We should capitalize on the headway already made in this direction, by working te invelve
people who already have been touched by the Commission.

Sysiematic ereation of a supportive elimate by PR and marketing aetivities; e.g., wide
distribution of A Tirme 16 Ak, newsletters, materials for rabbis, eneouragement of Cowr-
mission members to speak and write.



% Weshould develop new programs for educating lay leadership, and work with existing ones
(e.g, CLAL, JESNA, JCCA).

h. We need to cultivate the heads of the three religious movements.
No specific plan of action was agreed upon, though there was consensus that we need to

develop one. Meanwhile, S. Hoffman undertook personally to work to involve several key
leaders off national stature in the work of the CLJE.

ACTION AGENDA FOR DEVELOPING COMMUNITY SUPPORT

1. Marketing plan for’d Time to Aet.

2. Efforts to cultivate top echelon continental leadership from non-educational settimgs
for involvement in CIJE.

3. Reach-out to existing top leadership with interest in education (e.g., denominations,
Commissioners).

4. Planning team to develop series of high level programs for attracting new top
leadership and keeping those already involved excited (e.g., retreaits, prestigious
meetings, ete.).

5.  Establish systematic ongoing public-relations program.

Putting It All Together

The final session was devoted to considering some of the elememts of a rough strategic plain,
connecting priorities in a logical order and fitting them to a calendar.

Several general prineiples were agreed upen:

2, Work of CLJE must be characterized by expertise, quality, and exeellence.

b. We must focus on ehange —planned, systematie, monltored ehange.

€. We must have a eamprehensive sutlook.




