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THE ASSOCIATION OF INSTITUTIONS OF HIGHER LEARNING
FOR JEWISH EDUCATION

February 13, 1991

D ear Colleague:

I am very much looking forward to our Board meeting in Boston on 
February 24th and 25th. The schedule is as follows:

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

Monday, February 2 5 - 9  AM to 3 PM (Brandeis)
The Hassenfeld Conference Center 
(on campus in Waltham)
Lunch will be provided

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

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

P re s ide n t

Ms. Sara S. Lee  
W ieo Hlrsch 5chool 

of Education 
Hebrew Union College  
0077  University A venue  
Los Angeles, CA 9 0 0 0 7  
(2 1 3 ) 7 4 9 -3 4 2 4

e! ary •Tr easu 1 er
1 .uson Shevitz 
t. •isteln Program  
Orondels University 
W althgm , MA 0 2 2 5 4  
(6 1 7 ) 7 3 6 -2 9 9 0

The agenda is as follows:

SUNDAY

1. Discussion of reports from our June deliberation using the 
questions which are listed below. The objective will be to identify areas 
for action and potential projects to be undertaken by the A IH U E .

2. Report from Paul Flexner about the strategic planning process 
which is being conducted by JESNA.
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A IH U E  Board 
Page two 
February 13, 1991

MONDAY

1. Development of focused projects for the A IH U E , for which we 
might seek funding. Discussion of procedures to seek funding.

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

3. Report on CAJE proposal for a "University Without Walls" model 
for the upcoming conference and discussion of the participation of 
A IH U E  in that program.

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

As you may recall, the enclosed reports from our June deliberation 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 
Angeles. After riisr.ussinm with several Rnarri members T rier.irieri that » 
beuer approach wouia be to use !tie reporis to generate projecxs for the 
A IH U E . There have been many reports on Jewish education issued 
recently, and another position paper did not seem to be a worthwhile use 
of our time. In addition, the A IH U E  now needs to move from 
deliberation and discussion to action. I 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 separately, 
allowing us to build a comprehensive agenda for action.

1. What priorities emerge from the report in the following categories:

a. issues or actions which would have signficant impact on
future direction in this area;

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

c. issues or actions which lend themselves to manageable
projects in the short term;

issues or actions which could best be undertaken by the 
A IH U E ?

d.
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better approach wuulll be w use the reports to generate projects ror the 
AIHUE. There have been many reports on Jewish education issued 
recently, and another position paper did not seem to be a worthwhile use 
of our time. In addition, the AIHLlE now needs to move from 
deliberation and discussion to action. I 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 separately, 
a11owing us to build a comprehensive agc:nda for action. 
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2. What topics/questions in this area require more in-depth
discussion? What resources would we need to carry on such a discussion?

3. W hat actions/questions in this area should be pursued in
collaboration with other agencies? What are those agencies? How would 
we move toward collaboration?

4. What project should we develop in this area? What would be the
nature of this project?

I 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 I will be at my
daughter’s home (617) 332-7469. 

Sincerely,

2A c*—

Sara S. Lee

SSL/fj

Enclosures
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August 24, )990

PROPOSAL 

TEACHER EDUCAT ION PROJECT 

fo r

THE A S S O C I A T I O N S  OF IN ST ITUTI ONS OF HIGHER L E A RN ING FOR JEWISH
EDUCATION

submitted by 

Lifsa Schachter

A p relim in ar y proposal emanat ing  from my expe rience at CAJE 

during the summer of !990, some co nversa ti ons at the Tea cher 

Tr ain i n g  Rekuz at CAJE, and reflections on some of the issues 

that have been of concern to the A ssoci at ion of Instit ution s of 

Higher L e a r n i n g  for Jewish E d u c a t i o n . The above led me to think 

of a way for the A s s o c i a t i o n  to have a presence at CAJE which 

would h i g hl ight its teacher training activ ities  and make The 

A s s o c i a t i o n  more vi. sible in ways that individual presenters can 

not achieve, I think we could make a c o n t r ib ut ion by provi ding a 

systematic training effort.

My thinking is that the A s s o c i a t i o n  as an a s s o c ia ti on und ertake a 

week seminar ״ Intr o d u c t i o n  to Jewish Tea chi ng ." This would be 

for people who have never done it before and would be offered
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TEACHER EDUCATION PROJECT 
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THE ASSOCIATIONS OF INSTITUTIONS OF HI GHER LEARNING FOR JEWISH 
EUUCAT I ON 

submitted by 

Lifsa Schachter 

A preliminary proposal emanating f rom my experience at CAJE 

during the summer of 1990, some c.onver11ati.ons at the Tt'achcr 

Training Rcku,: at CAJE, and reflet: t ions on some of the jssue~ 

that have been of concern to the A5 6o cjar.ion of Jnstilutions of 

Higher Learning for Jewish Education. The above led me Lo think 

of a way for the Asi:.<'ciation to havtc- a presence al CAJE whic. h 

would highlight. jrs teacher t l." aining activities and make The 

A s s o c j a t: i o n m o t· (' v i. s i b 1 e i n w a y s t h a t i n d i v i d u a l p r e s E! n t e r s c a n 

not achiev1a1 • J think we could make a contribution hy providing~ 

systematic trai n ing effort, 

My thinkinr, is t:hat the Associatio n as an a ~~ ociation undertake a 

week seminar "Introduction to Jewish Teaching . " This would be 

for people who have never done it: before and would be o(fel."ed 
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four m o r nings during r. he CAJE week. There would be four three- 

hour modules. There would be some selection of modu l e s  based on 

people's entry levels. People would be free to enroll in other 

a c tivi ti es  during the afterno on and evenings. Co ur ses would be

t a u g h t  b y  A c c  o c  i o t i o n  f a c u  L t y  . W c  w o u l d  c o v e r -  t h e  b a c i c t o o  1 3

for initial c l assro om  survival and link them to theory, readings

)
for people to take home, possible long-range act ivities.

This project requires a pl anning committee by teacher trainers 

from the va rious institutions. My feeling is that if we don't 

take this opportunity, the field will be a p p r o p r i a t e d  by other 

groups also doing teacher education.

I am very eager t. 0 think what you think of this idea.

ls /aihl je /p rop
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February 7, 1990

PROPOSAL

Developing Training Protocols for Jewish Educators 

Association of TjLsti Cations of Higher Learning for Jewish i

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

This lack of preparation is widely seen as contributing negatively to 
the state of Jewish Education.

The institutions which belong to the Association of institutions of 
Higher Learning for Jewish Education collectively have the broadest 
experience in training Jewish educators. In addition they are in 
touch with the research in the field and have the personnel trained to 
reflect upon and develop training programs. These institutions 
address most of their efforts to students who come to their campuses. 
Individually member institutions do a limited amount of outreach to 
teachers in other communities.

In the absence of academically based training programs, teachers in 
communities throughout America receive some training either through 
local bureaus, through the efforts of sponsoring institutions and 
through a series of publications produced by various commercial and 
non-commercial publishers. Programs are unsystematic, spotty and have 
no common set of articulated criteria, goals or standards.

This proposal asserts that the Association of Institutions of Higher 
Learning for Jewish Education, because of its accumulated experience, 
can play a significant role to enhance the training of Jewish 
Educators throughout the United States by developing a set of 
protocols that can be implemented in communities which have no access 
to other professional teacher education programs.

In order to develop these protocols the Association will have to 
successfully address the following questions;

Is there a minimum desired knowledge base for all professionals 
in Jewish Education?

Is there a core set of skills which all professionals in Jewish 
Education should possess?
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.Need and Rationale 

The number of teachers who participate in systematic professional 
education whether on the pre-service or in-service level is a very 
small percentage of the teachers who work in Jewish school settings, in 
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touch with the research in the field and have the personnel trained to 
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In the absence of academically based training programs, teachers in 
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through a series of publications produced by various comme~c1al and 
non-commercial publishers. Programs are unsystematic, spotty and have 
no common s~t of articulated criteria , goals o~ standards. 

This proposal asserts that the Association of Institutions of Higher 
Learning for Jewish Education, because of its accumulated experience, 
can play a significant role to enhance the training of Jewish 
Educators throughout the United States by developing a set of 
protocols that can be implemented in communities which have no access 
to other professional teacher education programs. 

In order to develop these protocols the Association will have to 
successfully address the following questions: 

Is there a minimum desired knowledge base for all professionals 
in Jewish Education? 

rs there a core set of skills which all professionals in Je~ish 
Education should possess? 



P.914:34 91-02-20׳ CE5-JDS

Training protocols might include videotapes as well as other materials 
as well as training sessions for the impalements of these protocols to 
be offered in regional locations throughout the United States. These 
protocols would not be a substitute for existing academic programs and 
should not be seen as a substitute for them.

By having an impact beyond the number of educators directly reached by 
their programs, such protocols would greatly enhance the importance of 
the Association of Institutions of Higher Learning for Jewish 
Education as players in the revitalized Jewish Education scene.

ls\aihlj e\proposal

, . 
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M a n d e l  Ins t i tute ן  ו כ מ ל  ד נ מ

the A ־01*1 d v a n c e d  S tu d y  and D e v e lo p m e n t  o f  J ew ish  K d u ea t io n

July 4, 1991 D raft 1

T he Second Jerusa lem  W orkshop of the C U E

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

D ocum ents fo r D iscussion—P re p a re d  by S. Fox and  A. H ochstein 

In tro d u c tio n

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).

L ead  Com m unities

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

1. W h a t is a  L ead  Com m unity?

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
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CUE, 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 CITE 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:

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.

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 
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.
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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 monitoring 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 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 LC.

2. Relationship Betw een the C IJE  and L ead  Com m unities

a. 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

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 chance for significant change to occur.

3. T he C ontent:

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.
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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 o f 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 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.
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d. 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 
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? The 
CUE may have to develop initial hypotheses about the desired outcomes, base its work on 
these and amend them as work progresses.

4. M onito ring , E va lua tion  and  Feedback-loop

The CUE will establish an evaluation project (unit). Its purpose will be three-fold:

1. to carry out ongoing monitoring o f 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. 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. The feedback-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. R ecru itm en t an d  Selection of Lead C om m unities

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.
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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 refined and final- 
ized.

* * * * *

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.
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I l l:  Es t a b l i s h i n g  Le a d  C o m m u n i t i e s

Many of the activities described above for the building of a pro- 

fession of Jew ish educators and the development of community 

support w ill take place on a continental level. However, the 

plan also calls for intensified local efforts.

bocal Laboratories for Jewish Education

Three to five model communities w ill be established to demon- 

strate what can happen when there is an infusion of outstanding 

personnel into the educational system, when the importance of 

Jew ish education is recognized by the community and its lead- 

ership, and when the necessary funds are secured to meet addi- 

tionai costs.

These models, called “Lead Com m unities,” w ill 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 

w ill function as the testing places for “best practices” —  exem- 

plary or excellent programs —  in all fields of Jew ish education.

Each of the Lead Communities w ill engage in the process of 

redesigning and improving the delivery of Jew ish  education 

through a wide array of intensive programs.
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A T ime  T o A c t

Selection o f Lead Communities

Fundamental to the success of the Lead Communities w ill be 

the commitment of the community and its key stakeholders to 

this endeavor. The community must be w illing to set high edu- 

cational standards, raise additional funding for education, involve 

a il or most of its educational institutions in the program, and 

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

the in itiative w ill come from the community itseif, this w ill be. 

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

A number of cities have already expressed their interest, and 

these and other cities w ill be considered. The goal w ill be to 

choose those that provide the strongest prospects for success. 

An analysis w ill be made of the different communities that have 

offered to participate in the program, and criteria w ill be devel- 

oped for the selection of the sites.

Once the Lead Communities are selected, a public announce- 

ment w ill be made so that the Jew ish community as a whole 

w ill know the program is under way.

Getting Started

Lead Comm unities 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 Jew ish education. They would 

prepare a report on the state of Jew ish education in their com- 

muniry. Based on their findings, a p lan of action would be 

developed that addresses the specific educational needs of the 

community, including recommendations for new programs.
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A  B l u e p r i n t  f o r  t h e  F u t u r e

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 Jew ish  comm unity 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 m ight adopt, 

the com m unity would develop the appropriate training pro- 

gram so that these could be introduced into the relevant insti- 

tutions. An im portant function of the local planning group 

would be to monitor and evaluate these innovations and to study 

their impact.

The Lead Communities w ill be a major testing ground for 

the new sources of personnel that w ill be developed. They w ill 

be a prime target for those participating in the Fellows program 

as well as the Jew ish Education Corps. In fact, while other com- 

munities around the country w ill reap the benefits of these pro- 

grams, the positive effects w ill be most apparent in the Lead 

Communities.

The injection of new personnel into a Lead Community w ill 

be made for several purposes: to introduce new programs; to 

offer new services, such as adult and fam ily education; and to 

provide experts in areas such as the teaching of Hebrew, the 

Bible, and Jew ish history.

Thus Lead Communities w ill 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 of a profession.
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A BLUEPRINT FOR THE fUTIJRE 

An inventory of besc educational praccices in Norch America 

would be prepared as a guide co lead Communicies (and even­

tually made available co che Jewish communicy as a whole). 

Each local school, communiry center, summer camp, youch pro­

gram, and Israel experience program in the lead Communities 

would be encouraged to selecr elements from chis inventory. 

Afrer deciding which of che best practices chey mighc adopc, 

che community would develop che appropriate training pro­

-gram so chat chese could be introduced into the relevant insci­

cucions. An important function of the local planning group 

would be to monitor and evaluate chese innovations and co srudy 

their impact:. 

The Lead Communities will be a major tescing ground for 

che new sources of personnel chat will be developed. They will 

be a prime target for chose participating in che Fellows program 

as well as the Jewish Education Corps. In face, while ocher com­

munities around the counrry will reap che benefits of chese pro­

grams, the positive effects will be most apparent in che Lead 

Communities. 

The injection of new personnel inco a lead Community will 

be made for several purposes: co introduce new programs; co 

offer new services, such as adult and family educacion; and co 

provide experts in areas such as the teaching of Hebrew, che 

Bible, and Jewish hisrory. 

Thus Lead Communicies will serve as pilot programs for con­

cinental efforts in che areas of recruitment, the improvement of 

salaries and benefics, the development of ladders of advance­

ment, and generally in the building of a profession. 
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Exhibit 3

C rite r ia  fo r the Selection of Lead Com m unities 

Senior Policy Advisors

W h at C rite ria  Should  be Used in Selecting L ead Com m unities?

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

i. Willingness of community to take over process and carry it forward 

j. Replicability

k. Commitment to coalition building (synergism)

1. Commitment to innovation

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 incremental change

Criteria for the Selection of Lead 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 

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 

i. Willingness of community to take over process and carry it forward 

j . Replicability 

k. Commitment to coalition building (synergism) 

1. Commitment to innovation 
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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 

o. Agreement with the importance of creating fundamental reform, not just incremental change 



C rite ria  fo r the Selection of LC s

Ja n u a ry  1991 W orkshop

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 period

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: 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 convinced that 
between the community’s resources and our own, success is likely.

Criteria for the Selection of LCs 

January 1991 Workshop 

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 period 

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: 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 convinced that 
between the community's resources and our own, success is likely. 
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The Second Jerusalem W orkshop of the C U E

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
י  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. W hat 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^it^—■aŝ eo- 
fjjja—gnmmunit־y nr a large part-of if —-rhat will undertake a major development and improve- 
ment program of its Jewish education. The program—prepared with the assistance of the
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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 

Draft 1 

During its initial setting up period the CITE 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
clude the following elements (Exhibit 1): 

• Establishing Lead Communities 

• Undertaking a ubest 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 CIJE's approach 
to Lea.d Communities. 

1. ·wbat is a Lead Community? 

In its report A 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 ae~ an en: 
~mmnoity or :'I l:'! rgf" pact Qf i:~ that will undertake a major development and improve­
ment progr<1I11 of its Jewish education. The program-prepared with the assistance of the 
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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:

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

laleL׳
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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.

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 
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.
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CIJE, 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. f \ 
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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. 

c. The CUE'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 
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. 
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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, ' f e > ׳£)  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 ן 
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-
peri mentation. 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 ^  &1"*-

2. Relationship Between the CIJE and Lead C o m m u n ities^

a. The CUE will offer the following support to Lead Communities:

1. Professional guidance by its staff and consultants

ץ

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 S s

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.

e. Scope and Quality: In order for a LC's plan to be valid and effective, it must fulfill two ( ~ 
conditions: ✓-{bU v-W 
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1. Professional guidance by its staff and consultants 

't 2. Bridge to continental/central resources , such as the Institutions of Higher Jewish Learning, 
~ ~ JESNA, the JCCA, CJF, the denominations, etc. 

'<_o~.J.- 3. Facilitation of outside funding-in particular by Foundations 

':/' u 4. Assistance in recruitment of Leadership 1 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 ideological and denominational points of view. 

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

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 ~ ha;~:". J. lie-) 
3. The Content: ~-~-----'· _.,;:,---=-----r­
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. 
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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 o f the 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.

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 of the 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 exampl,e, 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. 
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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 03 
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

1. to carry out ongoing monitoring o f 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-

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. The feedback-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.

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.

these and amend them as work progresses.

4. M onitoring, Evaluation and Feedback-loop v

The CUE will establish an evaluation project (unit). Its purpose will be three-fold:

rect implementation in each LC and between them.

5. Recruitment and Selection of Lead Communities

Several possible ways for the recruitment of LC’s should be considered.

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.

~ utcomes 
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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 o ~ \ 
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? The ~ 
CUE may have to develop initial hypotheses about the desired outcomes, base its work oy 
these anq amend them as work progresses. ,.,l- ':"a~~ 

1
\ _. _ 

~~~ ~ ~~\~ Js_:4,to-- 'o. ~ GV'---

4. Monitoring, Evaluation and Feedback-loop 0 
The CUE 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. 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 ba~e that could serve as the basis for an ongoing assessment of the state of r ewish 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 feedback-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. L l n~ 

~ () ~~~~ \':f .•. 
5. Recruitment and Selection of Lead Communities - • - 1° ~)-'f . 

Several possible ways for the recruitment of LC's should be considered. ~ ~ ,-~ l~ 
I l.c:y 

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. 
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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־5)  \y  I

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.
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III: E s t a b u s h i n g  Le a d  C o m m u n i t i e s
I

Many of the activities described above for the building of a pro- 

fession of Jewish educators and the development of community 

support will take place on a continental level. However, the 

plan also calls for intensified local efforts.

iI
Local Laboratories for Jewish Education

ן
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. 1

These models, called “Lead Com m unities,” will provide a 

leadership function for other communities throughout N orth 

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 of Jewish education.

Each of the Lead Communities will engage in the process of 

redesigning and improving the delivery of Jewish education 

through a wide array of intensive programs.

67
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A T im e  T o A c t

Selection of Lead Communities
j

Fundamental to the success of the Lead Communities will be 

the commicmenc of the community and its key stakeholders to
1

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 num ber 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- 

m ent will be made so that the Jewish community as a whole 

will know the program is under way.

Getting Started

Lead Comm unities 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 of Jewish education in their com- 

munity. 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.
r

I1
I

_____  I
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A  B l u e p r i n t  f o r  t h e  F u t u r e

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 com m unity 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 m ight adopt, 

the com m unity would develop the appropriate training pro- 

gram so that these could be introduced into the relevant insti- 

tutions. An im portant 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 of a profession.
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Exhibit 3

Criteria for the Selection of Lead Communities 

Senior Policy Advisors

W hat Criteria Should be Used in Selecting Lead Communities?

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

i. Willingness of community to take over process and carry it forward 

j. Replicability

k. Commitment to coalition building (synergism)

1. Commitment to innovation

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

o. Agreement with the importance of creating fundamental reform, not just incremental change
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Criteria for the Selection of LCs

January 1991 Workshop

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 period

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: 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 convinced that 
between the community’s resources and our own, success is likely.
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Jewish education as a strategy for bringing about signifi!
chang• and improvement.

Thr•• to five model comntuniti•!! will be established to 
denonatrate what can happen whan thara is an infusion of 
outatanding personnel into tha educational ■yetarn, whan 
importance of Jewish education ia recognised by the 
community and its leadership, and whan the necaeeary fun! 
are secured to meet additional costs.

The•• model■, oallad ”Lead Communities", will provide a 
leadership function for other communities throughout Nor 
America. Their purpose 1a to serve as laboratoriea in wh 
to discover the educational practices and policies that 1 
beat. They will function as the testing place■ for "beat 
practices" - exewpiary*or excellent programs - in all fi׳ 
of Jewiah education.

Bach of the Lead Communities will engage in tha 
prooeaa of redesigning and improving tha delivery of Jew 
education through a wide array of intensive programs.

(k Time to Act, p. 67)
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A 'It.me to Ae,.t. reflacta the Morth American CoanS.■1ion on I Ja, 
Education' ■, recommendation to a■tabl ish local laboratorlle1 
Jew1sh eaucat1on os • 1trat•ff for br1n91ni al:>out sl~ifi1 
change and 1m.prove.Mnt. 

Th~•• to f1Ye model eomaaunttt•• wtll be ••tab11ah~ ~o 
dam.onatrate vhat can happen when there i• an lntu•!on of 
outatandi~v peraoMel into the educational ■ratem. when 
importanoe of 3ew1■h eduo■tion 1• rei=c;ni£~d by the 
eommuntty and its laad•r•hip, an4 when the necaaeary f~n1 
•~ eee\lre4 to m••t •441tlona1 eoa~a. 

The•• ~11, called •L•iad Comunitie■", will provide a 
1eadar■ht:p function foi- other ·communities throughout Na 
Aaierica. Tbeir purpoae ie to aerve a■ 1at>oratorie■ in wh 
to diaeovar th• educational praotice$ and poll~i•• that , 
beat. 1h&y will function•• the te•ting place• fo~ Rbeat 
practiaea• - ue~pl•~•or •~eellan~ program■ - in al1 fi 
of Jewi■h education. 

Bach of the Lead C0-=un1t1•• wt11 en~•;• 1n ~h• 
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p~oae1■ of rede■i;ning and improving th• dei1very ot Jaw 1h 
edUCDtion through a wide array of intenoive program■, 

fb Tim• to Mt, p, 67) 
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Basic Conceptions

1. The process of change la gradual. A long terra project 
being undertaken by the CIJK. The Lead Community Fro: 
1■ s means of bringing about meaningful change in Jawi 
education In North America by addressing those element 
thought to be most critical to improvement.

2. Without community support for Jewish education and !an 
approach to deal with the shortage of qualified parser 
no systemic chang■ 18 likaly. Thes• are the ״building 
blocks or enabling option■14 identified by tha Commlss:

3. The initiative for bringing about community change she 
come from the local community itsslf.

4. Bach locsl community w i n  be encouraged to strengthen 
existing programs and to develop innovative and 
experimental programs to expand thinking beyond exist: 
Ideas and approaches.

9. A local planning mechanism will be responsible
for generating plans and ideas and designing programs 
that have the support of a coalition of the staksho1da3 
key institutions and individuals.

4. In order for a community plan for chance to be valid < 
effective it should fulfill two conditions:

e Xt stust be comprehensive and of sufficient scone ■ 
have significant impsct on the overall profile of 
Jewish education.

• Xt must ensure high standards of qyallty. This can 
accomplished with the assistance of experts in the 
field/ careful and thorough planning, and appropr; 
evaluation procedures.

5. The CXJfi will assist in designing and fleld-teatlng 
solutions to local problems through tha professional ׳ 
technical support of its staff and consultants and th< 
assistance of the many resources of lta co-sponsor8—  
Council of Jewish Federations (CJF), the J e w is h  Commu 
Center Association (JCCA) and the Jewish Educational 
Services of North America (JESn a )-- the national trai: 
institutions, the denomlntlons and the local, regional, 
national organisations.

huq
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s,119 Conceptions 

I 
1. The prooa■■ of cbanga ig g~adual. A ion; ~•rm project • 

being undertakan by the CIJK. Th• Lead Communtty ar:o: :ct 
1■ ■ A1eana of bringing about meaningful ch•~g• 1n Jaw: h 
edue•~iQn in North Ame~1ca by acare111ng tho■a e1emen1 
thouQht to be molt c~it1ca1 to improvement, 

2. Without community aupp0rt tor Jew1ab edueatson ~nd 1 ■n 
app~ch to d.aal with th• abor.tasr• er qual 1 f 1ed P9r11or tel 
no ■ratu!c ehana• is l1k■ly. Th••• Qr• the "building 
blocMI or enabl1n9 option■" id■ntifted by th• Commil■ m, 

3. 'I'lle initiative for bi-inging about QOIM\unity @IM9 ah< lld 
come Crom the local communttr it■■lf, 

4. Hach local coam:n:m1ty will 1)e enoou~aged to atren~hen 
uiating progrmae and to develop innovative and 
azpet1Mnta1 progrua■ to expand thinkin~ beyond eai1t: g 
id••• and approacM■• 

9. A log•l planning machan1■m will be re■ponei~l• 
for gen•rating plans and ideas and designing pro;rama 
that ha"9 the ■11pport of a coal 1 tion of the stak•holdei ,-­
~•r 1natStut1on• and individuals. 

4. in order tor a coaununi ty pl an for ~•nq• to i,e val id i 1d 
effective it ahou1d fulfill two conditions; 

• It aust be comprehensive and of 1ufficient §GQN · 
bave 1ignificant i11Pact on the overall Profile of 
Jewi•h ed~c•tion, 

• %t 1n,19t en■ure high atan4ard• of SJ.AlitY. Thi■ can >e 
accomp11■had with the aaaiatance of experts 1n the 
field, car•tul and thorough plennin9, and appropr: ate 
evaluation procacurea. 

,. the CIJS w111 asai•t in d•aigning and field-ta■ting 
'· •olution, to local problams through th• prote■e1ona1 , 1d 

technical ■upport ot it■ ■taff and consultant• and th 
a■ai■tanc• ot the many ~esourc•• or ita co-•pOn■ora-- ·he 
Council of Jewi■h Fed•r•tion• (C~F), the ~ewiah cosumu lt~ 
Center A1aociation (JCCA) and the JQw1eh Educ•t1onal 
Servioee o:f: North Amerlca ( ilBSNA) ... the national tral, Lng 
in1t1tutiona, the denom1nt1c;ins an~ th• 1oc:al, reqion•l, ind 
nat1ona1 organi■atian■• 

3 



AUG 2 '91 15:06 J£UJ ISH COMMUNITY CLU. PAGE.05

f l u a  02 ׳1 1  ל  I I I 9 I t E M i  U N L  1 M l  T E P  i n c :  P . B S

nc
a

•h
n,

SB
a

on

ed
nu

ce

Tha C U K  mud tha Laad Cornual tY |
. i

I
1

A eoalition of the majority Of the 10041 educational institsuti 
ahould bo required to undertake a planning process and to oak 
commitment to recruit outstanding lay leadership ao as to esta&l 
ft supportive community climate to ensure the auccaas of tha pi

Based on the specific needs of the community and tho resouc 
available for implementation each community ahould proposi 
■pacific program that it ballaves will make a significant imped 
the aoope and quality of Jewish education.

Tho C U B  should offer each lead community1

- pcofessional guidance by stsff and consultants
- on-going consultstion on ©ont«nt and process issues
- liaison to continental and International resources
 facilitation of funding for special projects through th ־

CiJS'fi relationship with foundations
- assistance in the recruitment of community leadership 
Best Practice Project ־
- Monitoring, Evaluation and Feed-back

Bach community should make specific programmatic choices galec 
by mutual agreement from ft menu prepared by the CUE. The C U E  n! 
will Include required and optional elements.

The required.elements will include:

o activities to "build the profession* including in-serv 
education for all personnel

o recruitment and involvement of outstendlng lay leaden 
for "community support” of Jewish educetlon

o maximum use of Best Practices so as to strengthen 
existing programs

o additional and enhanced Israel experience programs
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A coalition of the eajotity of tha local eaucational in■ti~uti 
•hould ba required to undertake a p1ann1ng proc••• and ta mk 
COPAi tawmt to reorui t out■tanding lay 1eac:ler■hip ■o •• to eatai, 
• aupporttv• community climat• to en■ur• th• ■ucca1a of th■ p 

Bas~d on the spec1t1c: needa of tho community -.nd tha ~e■ou 
av&i lable for iaplementatic;m each community ahould propo■ 
■p■cLfic program that it b6ltav•• will makes ■ign1fica.nt i~p•c 
the aoope ana czua11ty ot ~•wteh education. 

The ClJB ahould otter ••ch lead oomauftitrz 

- p:r:of•■ai.on&l ;uidanae by ataff and conau1 tant• 
- on-going con■ultatioc an content &n4 p~oce11 isiue, 
- 11a1aon ~o cont1nantal and international re■ource& 
- tactlitation of funding for 1pe01a1 projacta through th 

CIJl 1 e relat1on■hip with !owidstiana 
- •••1•tanca in the recruitment of coAJmUnl~J leader■hip 
- Be•t Practice Project 
- Monitoring , Svaluation and Peed-back 

Bach C011111Uft1ty abculd make apectfio programmatic cho1ce■ aalec ed 
by mutual a;reamant from a unu prepered by the CIJi. The CIJB m nu 
will include required end opt10n&1 •lementa. 

Th• requ1;o4 ••om,nta •111 inclWS■: 

o ac:t1v1tt•• to "wtld the profe■■ion• including tn-•• c• 
.«iu~tion for all peraormel 

o r•c:r:uitment and involvement of O\it■tandin; lay 
for wCOIIWW'lity 1upport" ot Jewiah educ:■tion 

o maximum use of Bast Pract1c,e■ ■o •• to strangtun 
~1ating F~o;ra.a 

o additional and anbanced l1ra■1 ••~~1ence program■ 
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Peraonnfll OgyatQgaant;

Coaanunitiee should develop •nd implement a plan for the recruit□ 
and training 0t personnel and for activities to "build 
profession". The plan should consider the community's vax
settings for formal and informal Jewish education and plan for p
service and in-service activities for teachers, principals, ran 
end ell personnel working in the field, either as professionals] 
as avocational educators. It should include a plan to recruit 1 
train previously under-utilised community human resources, I

Specific examples of personnel development activities include 
development of policies end programs to improve salaries 
benefits, to develop new career paths and to empower educators! 
creating new roles for educators in decision-making in schools
in the community.

The C U B  will recommend elements of an effective pereanj 
development program and assist communities in the planning 
implementation stag■s.

Community Support:

Bach leed community should leunoh a major effort at build 
community support. What is required is leadership at ' 
congregational/school, agency board level and Federation level 
This requirement includes the recruitment of top leadership 
financial support for Jewish education so as to create a support 
community climate to influence funding decisions and prov 
effective leadership for lead community activities.

Some possible approaches to developing stronger leadership hi 
been identified. They include:

- improving the statu■ of leadership in Jewish education
- providing mentors for younger leadership from among the 
well-established and influential community leadership

- training of school and agency boards through a 
community based training program

- recruiting leadership from active adult learners
- community leadership development programs designed 

specifically for Jewish educational leadership
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Commun1t1e• should develop and implement a plan for tha recruit t 
•nd training ot personnel and for act1vit1•• to ftbu1ld ha 
profae,ion". The plan should con•ider the cQIZURUnity' 11 v&x ed 
eattinga for !orzaal and informal J•w11h ~duaat1on and plan tor p •­
eervioe a~d in-■ervice ~ctivftiee for teac~ete, pring£pa1s, roq 11 
And all personnel working 1n the f1elG, either as pr0teee1ona1■ 1 •~ 
a• avocational Aducator1. It •twuld 1n01uda a plon to reer~it nd 
train pravtouelr undar-utiliae4 community awa~ ?eeeuroaa. 

8peoifio example• of personnel developmont activit!ee includ• ha 
devalopmant of pol-iclal:I end program■ to improve ■alaries nd 
t>-anefits, to develop new career patbl ~d to em.power educator by 
creating new roles tor edugato~• 1" decis1on-mak1ni in achoola nd 
in ttM codlalunity. 

ih• CIJ! will re00111Und ~1amante o! an eff•ctiv• peree el 
development program ancs aaaiat comd\\lnit1•• in the pl•nnln; nd 
imp1ementatton ata9••• 

SaOh lead community ehou14 leunob a major effort at bulf.14 ig 
coamrunity eupport. What ie requir•d 1• l•acS•~•hip at e 
eongregat1onal/echool, agency boarc 1av6l and Federation level . 
Thia raquirement 1ncludaa the recruitment of top leaderehip , r 
t1nancial suppc:rt for Jew11h ecsucation 10 a• to ci-eate a support ire 
community c11mate t o influenca funding dec1a1cn1 and prov ,e 
effective leaderahip for lead c~ity activtt1a•. 

Som• s.,o•aib1• appi-oachaa to developing strons,•r laader1hiP h ,e 
Men 16entified, Th•y include; 

- tmprov1ni tha ■tatu■ of leader■hip 1n Jew1eh adu~atton 
- providing mentora for 70\'&nger 1eadarahip from among the 

well-eetabliahecl and influential cozmmmity leaderah1p 
- tro1nin; o~ school and agency boatde thrc~gh • 

co•unity baaed t~a1n1n; »~ogram 
- recr,iiting leadereftip fros aotive odult l••~ners 
- community leadership development program.■ deeignad 

apeci!ieally tor Jewish educational leader■hip 

I 
I 
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Among the •pacific activiies that should be consider•* 1• 
Adoption of a formal agenda for COMMUNITY SUPPORT that includa

- now financial commitments with specific appropriata 
approaches to local fund-raising

*establishment of a formal education ”lobby ־
- development of regional or inter-communal networks
- formalisation of lay-professional dialogues 
■public relations effort ־

optional a1!»— w»■ may include the enrichment and/or modi float 1 0! 
esisting programs and the development of innovative 
experimental programs for a variety of settings.

The C1JS should formalise ita relationship with each lead commui 
specifying the programs/projects to be implemented - the go 
anticipated outcomes/ and the additional human and finam 
resources that the community will make available. The agree! 
should likewise specify the support that can be expected from 
CUE.

The CXJE should provide each lead community with timely feed-
through the study of programs and project®. At a later stage, 
successful programs may be offered to additional communities 
replication or modification in other settings. Others may 
iropped altogether.
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Among the •P•o!f 1c activ:L iea that ■bould be con•idered ia he 
oOopt1on of a formal agancSa ror COMMUNITY SUPPORT thClt incl\ldl 1

: 

- new financ1~1 commitments with apeg1f1c appropriate 
appraacba■ to local fun4-ra11ing 

- ••taJ:>1tshMnt of a formal education •1obby• 
- develOime.ftt of regional or int•~-comunal n•twork• 
- foral1aation of 1ay•prof•••tona1 di&loWUBS 
- publlQ relation■ effort■ 

QRti'on•l • 1 szsns• may 1nc:1\14e the ~riohment and/or IDOdif tciattc ot 
esioting pt'oc,rama and the davelopmant ct innovative d 
e&per1mant&l program, tor~ variety of eettinge. 

The ClJI •hould formalise 1ta relattonabip with each lead 0O11111111111a 
■peQi fying the programa/p~oje~t, to be implemented - thA g 
anticipated outeome1, and tbe additional hWRan and finan 
ra■ource• that tha eommunity will make available. The a;re 
should 11kawi■a •s,ec1fy the aupport that can be espacted from 
Ct.JI. 

The CIJI •hould provide each lead community with timely f•ec- ack 
througl'l the atudy af programa and pro::leete. At • later ■ta;e, ·h• 
1ucce11ful programs may~• offera<t to add1t1onal co11munitl•• or 
replication or modi'ficat1an in othei' -,ettin;a. Otha~• m&:11' be 
Jroppad altogether. 

I 

I 
. I 
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A wldo variety of possible options reflecting the 
commitment*/ concern■ end interests of the commissioner■
were considered ־ any one of which could have served as t 
be■!■ for the CommiMion’a agenda. It was recognised that 
the option■ could be usefully divided into two large 
categories! enabling options and programmatic options.

The Commlaaion decided to focu■ it■ work Initially on two snah: 
options a■ major approach■• to change without which other prot 
option■ wore unlikely to achieve their goals. The enabling opt: 
are to ,*build the profaBBlon" so es to deal with the ■hortagi 
qualified personnel and "th■ community ־ its leadership, _■tructi 
and funding" ■o as to provide the support essential for commui 
change* Bach community will be required first to plan for 
"enabling options'4, the required elements of the community pi■!

The Commission identified programmatlo areas for Intervention < 
means to Improving existing programs, strengthening Institut: 
and developing innovative and experimental projects, 
programmatic areas Include the target populatlona (early 
childhood through senior citizens), settings and framew< 
(Informal and formal - e.g.! schools, centers and camps) 
■peeiflc content and methods.

Each community should ohoosa tha programmatic area■ through w 
they plan to *ddre■■ these option■.

*Enabling options" should be reflected In the programmetlc a 
selected by the community, those most suited to looai needs 
condition■.

Two examples help clarify the critical relationship bet 
.enabling options" and specific programs״

.Training programs for principals improve schools ־
- Individual schools benefit when supplementary school 

K teachers participate in required in-service training
programs.

"A■ the l!ead Communities begin to develop their plan■ of action 
Best Practices inventory would offer a guide to succes 
programs/sltea/curricula whloh could be adopted in the 
Communities. • (The Best Practices Project by Dr. Barry W. H01 
Thus a community choosing to undertake a specific program/pro 
will be offered models of suaceasful programs/projects by the
so as to incorporate experience in the field in planning 
decision asKlng. The community can than either replicate, mod If 
develop unique programs, keeping in mind the standards tot by t
—— .. a  _  «  _
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A wide varietr of POS•1ble option• reflecting the 
CQIDll1t111tnt•, concern■ cand int•r••ti of the co11111is•ioner1 
were considarel2 .. any one of wbieh could have 1erved •• t 18 
ba■i• for the coznmi ■aion' ■ agenda, lt wa• recoaniaad that 
the option■ could ~a ~•of~lly divi~ed int~ two la~ge 
categoria•i ena~liDi option• and p~g9~a.aunatic options. 

The C0mmi111on 4-cided to focu1 it■ work initially on two--~ 
options a■ major approaohe1 to chanqe without which other pr 
opticn1 we~e unlikely to achia~ theit Qoala. The enabling opt: 
are to ~build the nr0z1p11on" •o •• to de•l with the ehorta;t 
qualified per■onnel an4 i - 1 rue 
AP4 fupdiQa" ■c •• to provide tb• 1ur,i,,ort aaaential for comm 
cban;e. Each community will be requir•d fir■t to plan for 
"tmabling option1 11 , th• r-equt.red e1araents of tba coJa&Nnity pli 1 .. 

The ComMisston identified progr4!Dfflat1c area■ for 1ntervantio~,, A 
meana to 1.mpz:oving exi1ting prog raJDS, a:tren;thening inatitut: ms 
and develcping innovative aA4 exparh1enta1 project•. na 
pr09ramaaatic area■ include th• target popi.ilation■ (early 
childhood through 1eni0r e1t1zane), aetting■ ana !ramawc ~k• 
( in!o:rmal and fcrul - e.;., achool■, center• and Qmrtps) t.nd 
•peciiic content and meth0d1. 

Each eommunit~ ahould 0boo~Q tha programmatic area■ through w Leh 
they plan to 4ddr••• these option■, 

•snoblin; option$• •hould be reflected in th• pro;rumetic • ••• 
••lec'ted by th• commwH ty, thoff moat su1 tad to 1ocal need• l.ftd 
concU t 10111 • 

Two ezample• h•lp c:l ■ri fy the critical relationahip bet1 Han 
••nabling optionsft end •P.Qifio program•. 

• rratning programa for prtnc1pa1■ iMprova achools. 
- Individual ■choola ~•nefit when aupplesnentary achool 

teacher■ pGrticipate in required in-service training 
progr .... 

"A• the i..ad ComnNnitit• begin to O.evelop thtir plan■ of acit·io t:be 
Be•t Practice, inv■ntory would ofter • guide tc ■ucce■ rul 
pro;rama/■ita■/c~~r1cula which co~ld be adopted in the ••d 
Communitie■.• (The hat Pr•ct!cea Project ~y Dr, Barrr w. Ho1 1). 
Thu• a community cl'\OO1ing to undertake a specific program/pro ■ot 
will be offer•d IQOdel ■ of aucc•••ful program•/projecta by the IJB 
so •• to incorpoz-o.te axperienc:e 1n the f 1ald in planning and. 
4ec1alon ma1dn11. The community can than either r eplicate, modi! or 
develop unique program■, keeping in mind the standard• ~cat t,y t ••• __ ... _. -
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Monitoring, gvaluatiop, and Feedback
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Ongoing monitoring of progress -- collection and analysis of 
data —  should assist community leaders, planners and educators 
improve and adjust implementation activities in tha communitie

The C U B  should establish an Evaluation Project to provide!

• 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 ־
- evaluate the effectiveness of the Lead Community Concept 

aa a model for change 
 create indicators and a data base to aarva as the basis f ־

an ongoing assessment of Jewish education in North *meric!

Zt is 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 loop(s) w i n  □u 
information available on a continuous basis for daalslon-mak 
purposes. The feedback loop(8) provide for the rapid exchange 
knowledge and the ability to use information in both planning 
practice, it is anticipated that this approach will result 
ongoing adjustments and adaptations of plans.
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M.Qnitortnq. Bva1ua~1og, onO feedback 

on;o1ng 110nitcrin; of progre•• -- eoll•ctton and analyai■ of 
data -- ■bould a■■iat couunity laader■ , plann•~• and educator to 
improve n.nd ad~u•t 1~plamantation actlv1t1ea in th• commun1t1e , 

The C131 ■hould e■tabliah an Bvaluation Pioject to provide1 

• ongoin9 monitoring of act1v1t1aa and element• or the 
0omm1m1ty plan 

e evaluat1on of pra;r••• in appropriate form/a 
ea rae~back 1ogp(a) to •c;onnect practical re■ulte •1th a 

proc••• of reth1nking, ~P1&niii~; and ifflplemantation~ 

Deta will a eollected loc•lly Md nation~lly to: 

- eveluate the impact and atfactivene•• of 1Adiv1dua1 p~ogr n■ 
- evaluat• th• e!!eot1v~••• of the ~•ad Cammuntty Conoept 

a■ a model fer change 
- create indicator s a.nd • aata baa• to aerv• •• the ba■ 1 ■ f 

41ft ongoini •••••a11a11t cf ~ewi•h •d~oat1on 1n North ~ric, 

It i■ antici~t•d that ttlia work may contrU:,ute to • 
"State o! ~aw1ah ~ducation Repo~tu •• Tacomm■nded 
Camm1,a1on. 

Re•••roh finding• provided through the feedback loop( ■) will m• 
information available an a c:ont1nuou• haaia tor de0i1&gn-mak 
pur~oaa■ • The feadba0k loop(a) provide for th• rapid axchan;e 
knowledge and th• •~llity to uea information in both planning 
practice. lt: 1~ anticipat•d that this approach will roault .n 
ongoing adjuatmentn and adaptation■ of plane. 
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UPDATE! NEXT STEPS

During Ite initial months the CIJB has succeeded in eatabllshiij 
organization and infrastructure that la now rsedy to launoh worl 
tha rsoommendations of tha Commission. The Senior Policy Advii 
and the Board of Directors of tha CIJE have held their inii 
meetings and reviewed preliminary papers and conceptions. 
Education Officer has begun worn on a full-time basis and a see
is andrway for tha Executive Director and Senior Planner.

Two deliberations were held at the Mandel Institute in Jerueal<
January and July 1991־ with CIJB staff, advisors and consults! 
A working group of educator■ and planners haa been formed to 
tha CZJS In ita work.

A first workplan for tha C U E  and time line have been estebli! 
that iaoludaa the following elements:

Establishing Lead Communities - as outlined in this pi

Undertaking a Beat Practices Project■ as outlined in 
tha enclosed C1JE paper by Dr. Barry W. Holts

A paper now being prepared towards the astabliahment < 
research capability la North America

A project to building community support including tha 
preparation of a strategic plan

Development of an approach to a Continental Strategy : 
Preparing Jewish Educators as outlined in the propose 
from Dr. Jack Ukeles

1

Developing and launching a monitoring, evaluation and 
feedback program for the C U E

Separate papers will be forthcoming on each of the above alem 
df the CXJS'e program.

Acknowledgements 1

Professor Seymour Pox and Annette Hoahstein! implementing 
Reoonmendations of the Commission for Jewish Education in N 
America: Documents for Discussion for the Second Jerusalem 

Workshop of tha C U E

Mark Gurvls and Dr. Jonathan Woocher: Enhancing Jewish Educat 
Through community Development 

Dr. Barry w. Holt»: The B*8t Practices Projoot 
י•״ י ־ *** ■‘■' The Lead Community — A Concept, A Prooe■
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UPDATB! HIXT STEPS 

I 
Duril\; tta 1nit1a1 month• the Cl'7B baa r.acc;H4ed in ••tabH.,hi1 a 
orvan1 zation and 1nf ra■tructure th.at 1• now :r■aay to laungh wor on 
th• raccmmendationa of tha Co1Umiaa1an. The Senior Policy A4vi r1 
and the Boa'°d of Ditector• of th• CI-71: have held their lni1 al 
maet1ng1 anc1 reviewed preliminary papers and eon.ception■, be 
Education Off teer ba■ l)eg\\n work on a ful 1-t 1ma baai.a and a ••e ·ch 
1, undrway for tba Bxecut1ve Director and Be11ior Planner. 

TWo de11J:MlratiOft9 w•r• held at th• Mandel lnetituta in Jarucalt 1 -

J-.nuary anlS JU11' 1991- with ClJ! ataff, a .dv,1or1 and con1lJ.ltai :1. 
A working (lroup of QdUe&tor• and planners baa bean foi-med ta M st 
the C%JB ln itl work, 

A tir1t workplan tor the ClJ:S: and time line have bee;., ••t•bli• 1ad 
that ino1udaa the fellowing eleaant■: 

latabl :lahing Lead Communities - aa outlined in thi■ pi ,.: 

Und.Arta>cin; a B•at Practical Proj■0t1 11 outlined in 
the enclo■ed CIJ! paper by Dr, Ba,;y;ry W. Hoit, 

A paper now bein.g prepar ed toward.a the er,tablS.1hment < a 
research c apabilit1" in North Am•io·ica 

A project to buS.l~ing community support including th• 
prep•r•ticn of• ■t:rategic plan 

Devalopment cf an approach to a eont1nenta1 Bt.ataQ"Y : :>r 
Preparing Jewi1h B~ucator• a■ outline~ in the p~opoaa 
f~OID Dr. Jack UJce1ea 

Developin~ and launching• monitorlng1 evaluation and 
te.Cack p:o;z-am for the 0?.18 

Sepal'Gte p~r• will be forthcom1n1 on aach or the above alam ~t• 
d! tM CIJI'• progru. 

Ackncwteoa--,at•; 
Prote■■or 8el'Jll0Ur Poa and Annett• Hoc,h■tein: implementing tbe 
Re0o•end•tion1 of the Coui■■ion tor Jewi1h Education in N rtn 
Americat Doc\Ulkffltl tor Di1cua11on for th• Sec:ond ~•ruaalam 

Wo~kabop of th• ClJE 

M~rk Gurv11 an4 Dr, Jonatban Woochert Bnbancing ~1wi1h Sduca on 
Through community Dev■lopment 

Dr. Barrr w. Holtm: The Beat Practice■ Project 
- - ~---·~-- ~~"~ho~• Tbs Lead Community - A Concept, A P~oce•, A 
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APffttnfltli ? Th© Ricruitoent And S&18cti0A of Lead Comnunitiii

The foilowlnfl approach has been proposed for the recruitment 1 
■•lection of lead communities through a two round ■creen 
proceaa.

ABPlicfttlop end Selection

Hound onet Raqueet for proposal• (RPP)
I [

Following « public Announcement and communication to the loc 11 
federation, which will include Information about criteria •rid tie 
selection proceaa, communltlaa will have alx week* to prepare a 
latter of Intent which will be proceaaed by CIJB ataff, reviewed! !y 
Senior Policy Advlaors and a committee of the Board of Director!

Bslectlon Criteria;

A. City Sijsaj minimum population of 13,000 to maximum 
population of 250,000

B, Commitment j
In the Letter of Intent the local federation will be aakel 
to provide evidence of: j
1. the community'* capability of a joint effort by alii 

elements of the coanunity
* 2. commitment to involve all stakeholders

3. an axlatlng.planning proceaa
4. initiative■ and progrese in Jew!eh education in rocan

yeara (5 yaar■) ׳
* 5. a ■erlou■ commitment of lay leaderebip

6. potential to recruit strong community leaders 
 potential for funding for lead comunlty יל

eat1vltie■
u 8. underatanding of the importance of creating an !

environment conducive to innovation and experimental irii 
9. commitment to developing personnel,

* Letter• of support ahould be included from a sampling 0  
the stakeholders - educational end communal leader6.

Communities will be •elected to perticlpate in the aecond round

Following dlacueeion and approval by the Senior Policy Advisors ajd 
the Board of Directors, the CXJS eteff will begin tha recruitment 
process as outlined above. I
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Appancug: 

Th• following 
■aleet:tor. of 
proce■a, 

The R■cruitment and Selection ol Lead comznunttie■ 

approach na■ been proposed far the reorui tl'Glllnt • ltC! 
lead coszmnmitiea through a two round 1ereen 1g 

Application IPA selectlgp 

RQUQd Qnat Ra,;rueet for Propoeal• (IU'P) 

Following a public e.zmouncemmt ln4 co11111Unlcat1cn to tba 1oc 1 
federation, 'WbiGb w111 ~nclude informat10n about criteria azt4 t a 
••lection proce8•, commwi1t1e• will bave ■ia ~aeka to ~r•par 
latter of intent which w111 be procaa1ed by CtJI 1taff, reviewed 
Senior Policy Mviacre and a ooam1ttae of ~h• Board of Director 

&■l■ct1QQ Crit95iat 

A. C1t7 811a1 minimwn population ot 1s,ooo to l'llAlCimwtt 
population cf 2s0,000 

B. C01111stant I 
In th• Lett•r at lnt9nt ibe 1ooal federation will be ••k 
to provide avid.nee of: 
1. tlwi cotmNnlty'a capability ot a joint effort by a ~l 

elwnt■ of tbe e0111NDtt7 
* 2 . QODIIIIS.tmant to .s.nvolv• al 1 ste.k•holdara 

3. an azieting _planninO »~oc••• 
,. initiative, and progr••• in ~ew1ah educ~tion in rm: 

yura (5 yaa~•> 
• 5. a ■er1ou■ coaa·:lt1111aDt of lat la&der•bip 

6. potential to racn1t ■trot1g coaxrunity lead•r• 
7. potutial ior funding tor lead coanmlty 

eattvit1•• 
"" e. unde~etonc:U.ng o! tbll importance of areatlag an I L 

8Aviromtent conducive to innovation Md azper1mentati 
9. oomttiaent to davelopinv per■onnel. 

• tettara ot support should be 1nclud•d from• ■ampling o 
th• •takeboldara • educational and coauwnai l■adera. 

Ccaauniti•• will b9 lel■cte4 to pert1e1pate in the aecon4 round 

Pol lowing 41acuaas.on and approval by the Senior Polioy Advisor• a ·r1 
th• DoarC! of Directors, tha CIJ3 ateff will ~agin tha racruit, 
proce•• ae out11nad above. l 
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Round Two: Formal Application

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

Following *eraaning by the C U E  staff; conzaenta will ba alio; 
from tha 8anior Policy Advisors and all applications, matariala 
comments will ba reviewed by a committee of the Board of Dirac
and recommendstiona mad* for approval by tha Board.

XiBitifali. £2e  aacm33aftat and Mnotion;

1. Requests for Proposals (RFP): aarly September 1991
2. Round On* application• due; October 15, 1991
3. Decision by CIJfi Board: aid November 1991
4. Seminar for Round Two Communities; aarly Decambar 19 

Round Two applications dua: late January 1992
6. Decision by CIJB Board: by March 1992

SRI
8/91

1 .

AUG 6 '9 I 7 : 1 6 

AUG 2 ' 9 l I 5: I 0 J tWI SH CO MMUNITY CLV , 
PAGE. 12 

PAGE. 12 

I • 

. I 
ffpypd Twp: roru.1 Ap~lication ! 
Coannunitie■ ••lacted tor Rounc5 Two will be invited t incl 
tapr•••ntattn• to an .tnformattone1 ■a1111nar in praparatilOn f ~oi; 
"ount:i '1'wo and a mcra dAtailed applic:•tion process that will inc: da 
a ■ite viei~ -oy CIJB staff uz,on recei~t cf tbe eomplet■6 form 

Fol1owiag •~r•enin; by the CIJ! 1tafi, coinment■ will be alic' 
f~om tbe S~ior Policy Advi&o~• and a11 app11cationa, mat•~ial■ 
comment■ will be revio-4 by• committee ot the Boa~d of Dirac 
and. recomman\1atica.a made for approval by tha Board. 

liatlD1t for geg.:µitMPt IPO Se&1QSiQQ; 

1. R1czuast■ for Propo■al■ (Rl"P): aarly septeu.r 199.1 

ID 
8/91 

,. 

2. RQund One appU.catiooa due: Octol)er lS, 1991 
3. Decl■icn by CIJ1t Boa~t .mid Hovtllllber 1991 
~. Seminar fer Row14 '1'wc Collmun1t1a■; early Dec:emher l 1 
5. aou.nd TWc application• due: lata January 1992 
6. Deoiaion by ClJB Beard: !)y March 1992 

. 
f 
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July 30,1991

The Best Practices Project 
Barry W, Holtz

L Introduction

In describing its "blueprint for the future," A Time to Act the report of the Commission on 
Jewish Education In North America, called for the creation of Man inventory of best 
educational practices in North America" (p. 69). The primary purpose of this inventory 
would be to aid the future work of the Council, particularly as it helps to develop a group of 
model Lead Communities, "local laboratories tor Jewish education." As the Lead 
Communities begin to devise their plans of action, the Best Practices inventory would offer 
a guide to successful programs/sites/curricula which could be adopted for use in particular 
Communities. Hie Best Practices inventory would become a data base of Jewish 
educational excellence 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 Council "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 parties.

What do we mean by "best practice”? The contemporary 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 projects which have weaknesses and do not succeed in all their goals, but which 
have the strength to recognize the weaknesses and the will to keep working at getting 
better. "Good" educational practice, then, is wbat we seek to identify 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 know, 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 network, as described 
below, we can begin to create the Best Practice inventory.

Theoretically, in having such an index the Council would be able to offer both 
encouragement and programmatic assistance to the particular Lead Community asking for

l
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In describing its ''blueprint for the future," A Time to Act. the report of the Commission on 
Jewish Education in North Amerlc~ called for the creation of Man inventory of best 
educational practices in North America11 (p, 69). The primary purpose of this inventory 
would be to aid the future work of the Counci~ particularly~ it helps to develop a group of 
model Lead Communities. "local laboratories tor Jewish education." As the Lead 
Commuaities begin to deviSc their plans of action. the Best Practices inventory would offer 
a guide to successful programs/sites/curricula which could be adopted for use in particular 
Communities. Toe Best Practices inventory would become a data base of J ewiih 
educational excellence to which the Council staff could refer as it worked witb the various 
Lead Commwuties, 

Thus the planners from a Lead Community could ask the Coundl "where in North America 
is the in-service education of teach~rs done well?" an.d 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 parties. 

What do we mean by "beat practice"? The contemporary literature in general education 
points out that seeking perfection when we examine educational endeavo~ will offer us 
little usistance 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 tbil in his paper for Commission, these arc 
educational projects which have weaknesses and do not succ:~ed in all their goals, but which 
have the strength to recognize the weaknesses and the will to keep working at getting 
better. "Oood" educational practice, then, b what we seek to identify 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 know I 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 network, as described 
below, we can begin to create the Best Practice inventory. 

Theoretically, in having such an index the Council would be able to offer both 
encouragement and programmatic assistance to the particular Lead Community Qking for 

1 



P A G E . 15
P. 3/9

AUG 6 ’ 91 7 : 1 8
AUG 01 10:20 91׳AM MELTON JTS

advice. The encouragement would come through the knowledge that good practice does 
exist out in the field in many aspects of Jewish education. By viewing the Best Practice of 
"X" in one location, the Lead Community could receive actual programmatic assistance by 
seeing a living example of the way that "X" might be implemented in its local setting.

I say 1*theoretically" 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 
situations. Certainly significant stumbling blocks will have to be overcome. In 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: T hat may be fine for Boston or Atlanta or 
Montreal, but in our community we don’t have ‘A״ and therefore can’t do ‘B1."

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 
in their localities, no matter how good their intentions. The issue of translation from the 
Best Practice site to the Lead Community site is one which will require considerable 
thought as this project develops. What makes one curriculum work in Denver or Cleveland 
is connected to a whole collection of factors that may not be in place when we try to 
introduce that curriculum in Atlanta or Minneapolis. Fart of this project will involve 
figuring out the many different components of any successful practice.
As we seek to translate and implement the best practice into the Lead Communities, it will 
be important also to choose those practitioners who are able to communicate a deeper 
understanding 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 
interrelated dimensions. First, we will need to create a list of experts in various aspects 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 a Lead Community to 
offer guidance about specific new ideas and programs. For shorthand purposes we can call 
this "the Rolodex." The Rolodex also includes experts in general and Jewish education who 
could address questions of a broader or more theoretical sort for the benefit of the CUE 
staff and fellows- people who would not necessarily be brought into the Lead Community 
itself; but would help the CUE think about the work that it is doing in the communities.

The first phase of the Best Practices project- stocking the Rolodex•״  has already begun as 
the CUB staff has begun working. It will continue throughout the project 85 new people 
become known during the process.

2
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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 
call this "the long-range plan." The long-range plan is a major study of Best Practices in 
Jewish education- locating, studying and documenting in detail the best work, the "success 
stories," of contemporary Jewish education. (I say *,contemporary" here, but a research 
project of this sort might well include ft historical dimension too. What can we learn about 
the almost legendary supplementary school run by Shrage Arian in Albany in the 1960s 
should have important implications for educational practice today.) Such a project should 
probably be located in an academic setting outside the CUB. 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 "free-standing" research center. Obviously, this project intersects with the 
research plan that the CUE is also developing.

 Best Practices for assisting the Lead Communities" and "the long-range plan" 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 detail. 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 rich documentation 
central to the long-range plan.

1L Best Practice and the Lead Communities

Of course there Is no such thing as *,Best Practice" in the abstract, there is only Best 
Practice of "X" particularity: the (good enough) Hebrew School, JCC, curriculum for 
teaching Israel, etc. The first 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 a number of different ways. We could, for example, look at some of the "sites" 
in which Jewish education takes place such as:
-Hebrew schools 
-Day Schools 
-Trips to Israel 
-Early childhood 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
Hebrew •י
-  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 predfct the Lead Communities will want and need, based on a survey of 
knowledgeable people (see step 1 below) and b) what we can get up and running quickly 
because we know the people and perhaps even some actual sites or programs already, or 
can get that information quickly.

m . Suggestions for a process

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

1. Define the categories
To do this we should quickly poll a select number of advisers who have been involved in 
thinking about the work of the CUE 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 personnel for 
Jewish education ("building the profession"). (A second enabling option־  mobilizing 
community support for Jewish education- will be dealt with as the Lead Communities are 
selected and as they develop. Although in principle the "Best Practices" approach might 
also apply in this area-e.g. we could try to indicate those places around the country in 
which community support has been successfully mobilized for Jewish education- 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 community 
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 see it in 
relationship to the ongoing work of Jewish 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 action were identified. These were called 
the ,,programmatic options" and the list included items such as early childhood education, 
the day school, family education, etc. Although the Commission decided to focus its work
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on the enabling options (rather than any specific programmatic options) because of their 
broad applicability to all areas of Jewish education, it is appropriate for the Best Practices 
project to turn now to explore the specific programmatic options which can be of most 
benefit to the Lead Communities. Indeed, it is this list, coupled with the enabling option of 
building the profession, that can help us begin the process of deciding what specific areas of 
best practice we ought to analyze.

Hie method of work will be to use the enabling option of ״building the profession" as a lens 
through each of the chosen programmatic options (from the original list of twenty-three) 
are viewed. Each chosen programmatic option 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 building the profession within the domain of the programmatic option called 
"adult education" or "early childhood education."

2. Commission a document (& 1'definitional guided for each option.
The definitional guide is a document which is prepared for each category. Its purpose is to 
offer guidance as we seek to determine best (i.e. "good enough") practice within the 
category.

One advantage 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) recruitment, 2) developing new sources of personnel, 3) 
training, 4) salaries and benefits, 5) career trade development, 6) empowerment of 
educators.

These six subcategories can be the filter we use in looking at the programmatic options 
under consideration. Thus, if one chosen programmatic option is supplemental school 
education we could ask: where are the good programs for recruiting personnel to the 
supplementary school? who does a good job of developing new sources of p* ־sonnt, for the 
supplementary school? where is the training of personnel for the supplementary school 
done well? who has done an interesting job in improving salaries and benefits? Has any 
place implemented outstanding programs of career track development? Are there 
examples that can be found of the empowerment of educators? The same six points of 
building the profession can be applied to any of programmatic options.

The definitional guide will take these six subcategories and flesh them out and refine them 
as an aid which can be used by the 'location finders" (see below) who will help us locate 
specific examples of current best practice in the field. The guide should also include a 
suggested list of "location finders" for each area. The CUE staff would react to these 
papers but we anticipate that this should be a fairly fast process.
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, Identify the location finders 
Once 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 brainstorm places, sites, people as well. There 
probably also should be a group of well-traveled Jewish educators who could suggest the 
"location finders" to the CUE.

4. Get the Hats
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. Hiis 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 is a "bottom up״ attack on this issue. 
The CUE 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 Network, an 
organization in general education which seeks to disseminate examples of best practice 
around the country through this bottom up approach. We would need to explore how the 
Network deals with questions of quality control to see if it is applicable to our needs.

5. 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 important element 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."

6. Write up the reasons
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 on to 
another stage. We have to go beyond mere lists for the inventory $0 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 some 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.
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7. Translate to Action for the particular Lead Communities 
What in each Best Practice case can be translated to the Lead Community and what 
cannot? This is a complicated question and requires the job described in #6 above, at least 
for those cases in which the Lead Community is planning to implement action.

It then requires a careful monitoring of what is going on when the attempt to translate 
particular Best Practices actually is launched. This monitoring is the intersection of the 
Best Practices project with the research and assessment that will be conducted in each 
Lead Community. How the two matters are divided•• Best Practices Research and Lead 
Communities Assessment- is a matter that needs further clarification as the work 
proceeds.

But another issue that forms the background to all of this work is an important additional 
research project that probably should be undertaken by the Best Practices project (in 
consultation with the researchers working on the Lead Communities). That is an 
Investigation of the current knowledge and state of the art opinion from general education 
on the question of implementing change and innovation into settings. A second and 
related issue is the question of research on implementing change into sites which are larger 
than school settings since this seems to be applicable to the ambitious goals of the Lead 
Communities project.

IV. Timetable

What of these seven steps can and should be done when? Probably the best way to attack 
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 know, then 
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 
up 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 Best Practices would get more and more refined as the exploration continued. On 
successive investigations we can refine the information, gather new examples of practice 
and send out researchers to evaluate the correctness of the choices. The important point is 
that the Best Practices project can be launched without waiting for closure on all the issues. 
Thus we will 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 to Act the "Lead Communities would be encouraged to select 
elements from the inventory" (p. 69) of Best Practices as they developed their educational 
plan. It is 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 CUE.

"Best Practices" should be only one dimension of Lead Communities. The crisis In Jewish 
education calls for new thinking: Bold, creative, even daring “new practices" must also play 
a role in our thinking as the Lead Communities search 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 out 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 laboratories established by the Lead Communities.
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through Jewish education. Under the banner of the Best Practice, 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 inve,tigation mentioned above of ideas that 
have written about, but never tried out. The Beat Practices project gives us a chmce, in 
other words, to dream about possibilities as yet untried and to test out these dreams in the 
living laboratories eftablished by the lead Communities. 
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PU RPO SE

The purpose o f  this project is to assist the Council on Initiatives In Jew ish  Education 
(CIJH) in its efforts to expand and improve the education, developm ent and training o f  current 
and future Jewish educators in continental North America.

Specifically, the project hfl$ three objectives:

■ To assess currently available resources and needs for pre-service an d  in-service 
training or professional development in the field o f  Jewish education;

■ To develop a five to ten year strategic plan to expand and improve training for Jewish 
education in North America. This plan will incorporate an overall v iew  o f  the future 
training system; priorities for the use o f  resources; and recom m endations for policy 
directions and programs to be promoted by CUE; and

■ To  develop a three year implementation plan specifying organizational, staffing and
financial resources required to carry out recommendations in a timetable. ?

f ׳

B A CK G RO U N D

The field of Jewish education in North America is plagued by a severe  shortage of 
trained and qualified educators for its numerous formal and informal settings. It is estimated 
that there are 5,000 full-time positions for Jewish educators and another 20 ,000  to  30,000 
part-time positions. A t the sam e time, all training program s for Jewish education  (outside of 
the Charedi scctor) graduate together approximately 100 people per year -  a figure woefully 
inadequate to meet the needs of the field. Improvement Is contingent upon a significant 
increase in the num ber of well-trained educators. This will include training for matters such 
as; competence in Judaica, proficicncy in Hebrew, mastery o f  theory and practice of 
education. It is estimated that today than half the educators in the field possess these 
qualifications.

The Comm ission on Jewish Education in North America in its report, A  Time To Act. 
cogently describes the "crisis" in Jewish education and identifies the interrelated problems that 
must be addressed:

• sporad ic  par t ic ipat ion
dcf ׳ ie icnc ies  in content
• inadequa te  c o m m u n i t y  suppor t
u ׳ n d e r d e v e l o pe d  profession
• unre l iable  data
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PURPOSE 

The purpose of this project is to assist the Council on Initlc1t1ves In Jewish Education 
(CIJE) in its efforts to expand and improve lhe education, developmeni and training of current 
and future Jewish educators in continental North America. 

Speclficully, the proje¢t h{IS three objectives: 

■ To osscss currently available resources and needs for pre~service and in-service 
trnlnln.: or profcs~iunal tl~velnprnt:nt in tht, fi(!ttl of Jewi~h educallon; 

■ To d¢velop a five to ten year strattglc plan to expand and improve tr.alnlng for J'ewi1b 
educmion In North America, This plan will inc<>rporate an overall vfew of the future 
trnining system; priorities for the use of resources; and recommendations for policy 
directions nnd protram~ to be promoted by CUE; and 

■ To develop a three year Implementation plan specifyina oq1anizntional, staffing and 
flnnnclnl rt:sourc.es required to carry out recomm"ndntlons in a timetu'ble. ;, 

BACKGROUND 

The field of Jewish educathm in North America Is plnaued by a severe shortage of 
tralned and qunlificd educators for its numerous fonnal and informal settln~s. It ls estimated 
that there are S,000 full-time positions for Jewish educator, and nnother 20,000 to 30,000 
part-time positions. At the scime time, nil training programs for Jewish educfttlon (outside of 
the Chsrcdl sector) graduc1te together approximate!)' 100 people per year •· a figure: wotfutly 
inadequate to me~t the needs of the field. Improvement Is contln;ent upon a sisnificant 
Increase in the number of wcll-trulned educators. This will include training for matters such 
ns: compet~nce in Judaica, proficiency in Hebrew, mastery of theory and practice of 
education. It I~ estimated that today • thnn htilf the cdocntors in the field possess these 
qualifications. F"'-" 

The Commission on Jewish Education {n Nort.h Americ11 In its report, A Time To Act. 
cogi:ntly describes the "crisis" In Jewish edl1Cation and identifies the interrelated problems 1hat 
must be addrcs!it:d: 

· sporadic p.1rticip,Hion 
· ddicicncics in content 
· inaclequnt~ communiLy support 
• undl!rdcv~lopcd profession 
· unri!lil'ble data 

1 
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O f  oil o f  these problems, addressing issues related to the profession of Jewish 
education is key. Accordingly, personnel in Jewish education is one of the m ajor  arcus of 
concern for CIJE. This includes a focus on recruitment, career developm ent (salary and status 
enhancement), creation of new types o f  jobs as well as the preparation o f  educators. W hile 
recognizing the inter-relationship o f  these different dimensions of personnel and building a 
profession, this proposal focuses on one dimension -י the education, deve lopm ent and training 
of educators.

O V E R V IE W  O F  T H E  A PPRO A C H

Jewish education in North America is increasingly being seen as a life-time 
experience; encom passing Yaldenu day care and ElderHostel. It incudes in tensive 5 year 
post-graduate degree programs and a lunch-and-learn experience in a dow ntow n  law firm in a 
major city. It takes place in schools, but also in a variety o f  non-school settings ■■■ the home, 
summ er camp, Jewish Com m unity Center, college Hillel Center.

In such a complex enterprise, the programs, resources and needs w ith  respect to the 
preparation o f  Jewish educators are diverse, diffuse, and decentralized. In the absence o f  a 
deep well o f  resources, an approved set o f  professional standards, and an acknow ledged /! 
course or method for training o f  Jewish educators, a patchwork of solutions h f f ^ a r l s e n T  ’ 
These surely run the gamut in quality, creativity and relevance for other settings, They 
nonetheless complicate the task at hand.

Those who have studied to become professional educators m ight ho ld  an advanced 
degree in Jewish education from a national institution (e.g. Jewish Theologica l Seminary); 
have a degree from a regional or local College under Jewish auspice (e.g. Spertus College); a 
degree from a secular University (e.g. Stanford University) or a certificate from  a charcdi 
Teachers seminary (e.g. Beis Yuakov). The training possibilities for peop le  involved In 
informal Jewish education are even more wide-ranging,

This proposal will consider the need for, and training of, educators  at all levels (from 
graduate professors to early childhood teachers); in a variety of settings (formal, informal and 
mixed); and for different types of positions (e.g. teachers, principals, specialty  area experts).

W orking with the F ield: In order to cope with the complexity o f  this field it will be 
necessary to work closely with existing institutions, without necessarily b e in g  unduly limited 
by what has gone before.

Specifically, e ch o״ f  the institutions o f  higher education ( IH E ’s) w ith  Jewish education 
programs will be asked (both by survey instruments and field visits) for in form ation  on their 
program resources, plans, aspirations, assessment o f  needs, and recom m endations for national 
level action. This will serve sev«rnl purposes. First, it obtains the benefit o f  some of the best

ר
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0£ oll of these problems, addrcssinc issues rel:-ited to the profession of Jewish 
eduention is key. Accordingly, personnel in Jewish education is one of the major arcus of 
concern for CIJE. This includes a focus on rccruhment, career devdopment (salnry and status 
enhancement), creation of new types of jobs as well ns the preparation of educators. While 
recognizing the lnter-relntionship of these different dimenslons of personnel nnd building a 
profession, this proposal focuses on one dlmensi<m •· the education, development and training 
of educatorll. 

OVERVIEW OF THB APPROACH 

Jewish education in North America is increasingly beina seen as a llfe-tlme 
experience; encompnsi;lng Yaldenu day cnre and ElderHostel. It incudes intensive$ year 
post~~raduatc degree proiirnms and a lunch-and-learn experience in a downtown law firm in a 
major city. It tnkes pince in school~, but also in a variety of nonvchool settings •· the home, 
summer comp, Jewish Community Center, colleiio Hillel Center. 

In such a complex enterprise, th~ progrnms. resourcos ond needs with respect to the 
prepnration of Jewish educators are diverse, diffuse, and decentralized, In the absence of a 
deep well of resources, an approved set of profcsslonnl stnnd11rds1 and an acknowledged 11 

course or method for training of Jewish educutors, a patchwork ot solution• ~ arisen. -- 1"4', :, 
These surely run the gnmut In quality, creativity nnd relevance for other settings, They 
nonetheless complicate the tnsk at h;md. 

Those who have studied to become professional educgtors might hold an adv11nced 
degree in Jewish education from a national institution (e.g. Jewish Theolo~ical Seminary); 
hove a degree from a regional or locul College under Jewish auspice (e.g. Spertus College); a 
deiree from a secular Untversity (e.g. Stnnford University) or a certificate from a charedi 
Teachers seminary (e.g. Beis Yuukov). The training possibilities for people involved in 
informal Jewish education are even more wide-ranging, 

This proposnl will consider the need for, and training of, educators at all levels (from 
graduate professors to early childl1ood teachers); in a variety of settings (formal, informal and 
mixed); and for tilf!crcnt types of positions (e.g. tenchers, principals, specinlty area experts). 

Workin{! with the Fl~ld: In order to cope with the complexity of this field ft will be 
necessary to work closely with existini: institutions, wilhout necesSi1rily being unduly limited 
by what hns cMe bdore. 

Specifically, e··ch of the institutions of higher educntion (IHE's) with Jewish education 
prosrams will be nskd (both by surv~y lnstruments nnd field visits) for information on their 
program resources, plans, nspirntlons, assessm<::nt <>f needs, and recommendations for nntlonnl 
level action. This will serve sevcrnl purposes. First, it obtains the benefit of some of the best 
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thinking about preparation and training in Jewish education from  practitioners w ho are close 
to the field, knowledgeable about best program practices, details end constraints; second, it 
provides data essential for a typology of current resources; and third, it is an important source 
for Innovative Ideas.

Project Com m ittee : A  committee will be formed to guide the w ork  o f  this study. To 
be comprised o f  distinguished professional and lay leaders in Jewish education, the Project 
Com m ittee will review progress at major stages of the w ork  plan (see below ). In addition, 
committee mem bers by virtue o f  their stature and positions are likely to  play significant roles 
in prom oting recom mendations and supporting implementation.

W O R K  PLA N

1.0 O R IE N T A T IO N

The project begins with review o f  project purposes, methods, and w ork  plan with the Board 
of Policy Advisors, staff of, and consultants to CIJE; defining w orking assum ptions and 
priorities; establishing and m eeting with the Project Comm ittee; and review ing background 
materials.

2.0 R E C O N N A IS SA N C E

An interview schedule will be prepared, including a com prehensive list o f  topics on 
preparation and training o f  Jewish educators, to obtain key informant -  lay leaders, 
professionals, subject area experts ״  v iew s about strengths, weaknesses, priority needs, 
opportunities, issues and important choices facing the training o f  Jewish educators.

Key Informants will be selected to ensure a cross-section o f  all sectors o f  interest and 
involvement in Jewish education (e.g., professional and lay groups, geographic  areas, formal 
and Informal, etc.). Interviews will be conducted and responses compiled.

The results of the reconnaissance will be used to help focus the w׳ ork  in the remainder 
of the project, The suggestions for improving the preparation o f  Jewish educators will be 
reviewed from the point of view of probable benefit and probable feasibility or risk. This 

j preliminary assessment will be used to 
/  j assess wh i c h  areas of the preparation o f  Jewish educators should receive Intense analytic 

\ effort and which ones less.
T h e  m os t  p ro m is in g  avenues  - h i g h  potential benef i t  and re la t ively  h igh  p r o b a b l e  feas ibi l i ty  --
wi l l  get  the mos t  Ht tcmi on in la ter  phas es  uf  work.

3
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thinking about preparation ond trtiining in Jewish education from prnctitioners who nre close 
to the field, knowledgeable about best progrnm practices, details end constraints; second, it 
provides data esscntinl for a typology of current resources; and third, it is an important source 
for Innovative Ideas. 

Project Committee: A committee will be formed to guide the work of this study. To 
be comprised of dJ!;tlnguished professional and by leaders In Jewish education, the Project 
Committee will review progress at major st:iges of the work plnn (see below). In addition, 
committee members by virtue of their stature nn<1 positions are likely to play stgniflcant roles 
in promoting recommendations and supporting implem~ntation. 

WORK PLAN 

1.0 ORTENTATION 

The project beGins with review of project purposes, methods, and work plan with the Bonrd 
of Policy Advisors, stnff of. and consultaots to CUE; defining working assumptions and 
priorities; establishing Md meeting with the Project Committee; and reviewing backaround 
m41teria ls. 

2.0 RECQNNAJSSANCB 

An interview schedule will be prepared. including a comprehensive list of topics 011 

prcpan11ion and trnining of Jewish educators, to obtain key informnnl •· lay leaders, 
professionnls, subject area experts •· views about strengths, weaknesses, priority needs, 
opportunities, issues and important choices facing the training of Jewish educators, 

Key lnformnnts will be selected to ensure a cross-section of all sectors of interest and 
Involvement In Jewish education (e.a,, professional 11nd lny aroups. ~eographic areas, formal 
end tnformnl, etc.). Interviews will be conducted and re5ponses compiled. 

The results of the reconnaissMce will be u:-cd to help focus the work in the remainder 
of the project. Tile suggestions for improving the pr<!paratlon of Jewi~h educators will be 
reviewed from the point of view of prnbable benefit and prnbahle feasibility or rl5k. This 

I! preliminary asSe$smcnt will be used to 
/ I/ nssess which are,1s of the prc:pnration of Jewish educators should rt!ceive Intense Annlytic 

\ effort and which ones less. 
The most ~romising avenues --high potenti:tl benefit and relativdy high probable ft!asibility •· 
will get the most nttl!ntion in l.ttcr phas<!s of work, 
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3.0 R E SO U R C E S A N D  N E E D S A N A L Y S IS 1

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

Given the weakness in existing information, it will be very difficult to develop reliable 
quantitative estimates o f  existing needs (e.g. lacking reliable data on teacher turnover and the 
creation o f  new  positions, it is difficult to estimate the num ber o f  annual teacher openings, let 
alone to project forward into the future), It should be possible to get approxim ate  numbers 
and qualitative information utilizing existing information and the ju d g m e n t  o f  experienced 
observers.

On the resource side, some data *• e.g. estimates of the num ber o f  people  receiving degrees in 
Jewish education from institutions o f  higher learning «״ will be relatively easy to assemble. It 
will be  m uch m ore difficult to get useful information on the num bers rece iv ing  various levels 
and types o f  in-service training; the training resources being utilized to p roduce  educators for 
informal Jewish education , or to get estimates o f  the numbers coming out o f  a variety of 
non-degree programs In the charedl community.

The information about needs and resources will be put together to g e n e ra te /e s t im a te s  o f  
program gaps ~  both qualitative and quantitative -  for different types o f  positions, settings 
and parts of the country.

4.0 STR A TE G IC  ISSUES

In charting future directions there are a num ber o f  important policy choices? i.e., strategic 
issues. These will emerge from the key informant interviews and the analysis o f  resources 
and needs.

Issues will be classified into!

■ Fundamental Issues -  i.e. choices relating to the vision o f  a national approach 
to education, development and training of Jewish educators, and the desirable 
size and structure of the training "system" given current and em erging  needs in 
the field. Examples o f  such issues Include: Should w e  be thinking o f  one 
integrated t ra in in ^ sy s tem  or several? a competitive m odel or cooperative one? 
What should b ^ e la t io n s h ip  between training for the form al and informal 
scctors? What should be the role o f  different types o f  institutions in relation to

1See 3A below for an alternate, more systematic and 
elaborate, approach to the effort to estimate needs and service 
gaps.

4
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3.0 RESOURCES AND NEEDS ANALYSIS1 

Based on the reconnaissance, an assessment of In-service And pre-service training needs and 
resources in both formt1l and informal settings of Jewish educators will be carried out, 

Given the wcnkncss in existing inform4ltl(')n, it will be vecy difficult to develop reliable 
quantitative estimates of existing needs (e.g. lacking reliable data on teacher turnover and the 
creation of new positions, it Is difficult to c.stlmat~ thts number of annual teacher openings, let 
alone to project forward into the future), It should be possible to get approximate. numbers 
and qunlitutive information utilizing existing infurmation and the judgment of experienced 
observers. 

On the resource side, some data •· e.g. estimates of the number of people receiving degrees in 
Jewish education from institutions of higher lenrnin~ •· will be relatively easy to assemble. It 
will be much more difficult to get useful information on the numbers receivina various levels 
and types of in~servlce trnining: the ttnining re~ources beina utilized to produce educators for 
informal Jewish education , or to set estimates of the numbers comina out of a variety of 
non-degree programs in the chnredl comm\Jnity. 

The informntion about needs nnd resources will be put together to generilte/:stimates of 
progrnm gaps ... both q1.inlltative and qufintitative •- for different types of positions, settings 
and parts of the country. 

4.0 STRATEGIC ISSUES 

In charting future directions there are a number ot important policy choices: i.e., strategic 
Issues. These wUI e.merge from the key informant interviews and the anol)'sls of resources 
nnd needs. 

Issues will be classified into: 

■ Fumfomcntal Issues •· i.e. choices r~lnting to the vision of a national approach 
to education, development anti trnining of Jewish educators, and the deslrnble 
size and structure of the trnininti "system" given current and emerging needs in 
the field. Example$ of such issues Include: Should we ~e thinking of one 
integrated trainin~<i)'Stem or several? a competitive model or cooperative one? 
Whm should h~~lntionship between training £or the formnl and informal 
sectors? What should be the role of different types of in:-titutions in relation 10 

1See 3A below for an alternate, more systematic and 
elaborate, approach to the effort to estim~te needs and service 
gaps. 
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different types o f  needs? Should institutions be encouraged  to specialize?
W hich elem ents of the continental tw ining  system should  be  local, w hich  
regional, and which national?

■ Policy and Program  Issues ״  i.e. choices relating to specific  policies and
programs. Som e of these choices relate to existing p rog ram s (e.g., w hat are the 
best policies and program choices available to insure high*quality in-service 
training for teachers or policies or programs for creating or locating skilled 
and know ledgeable trainers o f  educators. Others relate to  the  creation o f  new 
program s (e.g. programs to upgrade  the skills o f  undergradua tes  teaching in 
supplem entary school on a temporary basis),

Resource and orgnnisatlon issues — i.e. choices relating to the internal capaolty יי
o f  present institutions or possible new  ones to curry out po lic ies  and program s, 
(e.g. the financial resources, organizational structure, possib le  coordinative and 
integrative mechanisms).

5.0 B A SIC  PO LIC Y  ST A T E M E N T

A  draft o f  the Basic Policy StfltarMiu will be developed by the U A I team  w ork ing  will! the 
Project Committee o f  CIJE. It will represent the resolution o f  fundam enta l strategic issues 
and frame a broad response to the Needs Assessment. The Statement should  describe in 
broad terms a model o f  the future training system, It should define the ro les o f  various types 
o f  Institutions bnth existing and new. It should projcct an overall approach  to  upgrading the 
quality of Jewish educators in the future.

6.0 PR E L IM IN A R Y  REC O M M EN D A TIO N S

In this phase the Basic Policy Statement will be developed into prelim inary recom m ended  
policies and programs. The probable effectiveness find feasibility o f  each  proposal will be  
assessed. The entire package would be reviewed from the perspective o f  com pleteness  and 
internal consistency.

The recom mendations m ay  include the allocation o f  scarce resources a m o n g  com peting  
priorities (e.g., inlra-regional priorities) and suggested criteria for decid ing  w ha t  k inds o f  
program s to fund under w hat circumstances.

7.0 F IN A L  R E PO R T

The Final Report will include a summary of the needs{ basic policy s ta tem en t and 
recom m ended policies nnri program• for the next dccad*.

5
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different types of needs? Should institutions be encournged to speelali~e? 
Which elements of the contlnentnl training system should be local, which 
regional, and which n11tionnl? 

Policy and Program Issues ... i.e .. choices relating to specific poUcics nnd 
pro~rnms, Some of these choices relate to existing progrnms (e.g., what are the 
best policies nnd pro~ram choiet! avnllnble to insure hiah•quality fn-servlce 
training for teachers or polioies. or progrnms for creatina or locating sk1lled 
and knowledgenble trainers of educators. Others r~lMe io tho creation of new 
programs (e.g. programs to upgrade the skills of undergraduates teachln1 In 
supplementnry school 011 a temporary basls), 

P.Hource and orsnni:!tition i111.1 .. -- t•. cholce.1 r1ladns to tht !ntttnr.il capaolt)' 
of present institutions or possibte new ones to curry out policies and proarams. 
(e.g. the financial resources, organlzntlonal structure, possible coordinative and 
intcgrutive mechnnlsma), 

S.O BASIC POLICY STATEMENT 

A draft of the Basic Polit:>' Statiunent will be di:veloped by the UAJ tc21m worklni with th~ 
Project Committee of CIJE. It will represent the resolution of fundamental str11te1lc Issues 
end frame a brond response to the Needs Ai;seasmcnt. The Statement should describe in 
brood terms a model of the future trnlning system, It should define tbe roles of various types 
of institution& hnt~ existina and new, Tt r;hould proj,ci ftO overnll oppronch to upgrnding th~ 
quality of Jewish educators In tilt$ future. 

6.0 PRELTMTNARY RECOMMENDATIONS 

In this phase the Bj1slc Policy Stotement wm be developed into preUmln,iry recommeoded 
policies and program111. The proboblo effectiveness nnd fenslbtlity of each proposal will be 
assessed. Tho entire packaae would be reviewed from the perspective of completeness and 
Internal consistency. 

The recommendntions mny Include the allocation of scarce resources among eompetlns 
prioritlt:s (e.g., intra-regional priorities) ond suggested criteria for deciding whnt kinds of 
proarnms to fund under whnt c:lrcumstnnces. 

7,0 EINAL REPORT 

The Final Report will include a summnry of the needs; basic policy statement and 
recommended poll~lt!ll nnci prng1·nm1 for th• l\eHt dccad~. 
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8.0 IMPLEMENTATION PLAN

A  detailed implcmflntation plan will be d e v e lo p ^  for CIJE thnt specifies the specific Actions 
that C IJE  could undertake  to carry out the Pl«n. Major tasks, persons or organization 
responsible for carry ing  out tasks, annual costs, and time frames will be specified. B y  this 
point in the process, a num ber o f  other key players in this arena will have  becom e com m itted  
to the Plan. Thus, It m ay  be appropriate and necessary to develop a series o f  sketch 
implr.mejntfttinn plans, each tarflitod to a different 0t«i{c-hotd6r in LAining Jew ish  educators. 
The p w 9MS of  dfiYeloplna thfi im p lfw .n tn t lo n  plan(s) itself p rovid ic  a ucaful opportunity  for 
developing partnerships am ong  key stakeholders (e.g., consortia o f  institutions). The 
implementation plan becom es the fram ew ork for assigning accountability and for ge tting  w ork  
done.
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8.0 [MPLEMENTATION PL,lli 

A dttalled implcmt:ntation p!Rn will be developi,o for CIJ'B thnt apecifies the specific tu;tiun,1; 
that CIJE could und&rtake to cnrry out the Plun. Mnjur tHisks, persons or orgnn!zation 
responsible for carrying out taskB, annual oosts, and time frames will be specified, By this 
point In the process, a number of other key players In this arena will have become committed 
to the Plan. Thus, It may be approprlnte and necessary io develop n series of sketch 
imr,11".mP.!ltlltfon plan,, e:ach tMQittd to a diffCPCPlt ett\\t~•ho\der ht ltA;11i11~ l-cwi1>h ~Juc,11b.mi. 
The PfQ~eH of d,vel0plna thr. lm['llflmr.nt11tJe1n plan(s) itself provldei n uc11ful opportunity for 
developing partnerships 11mong key stAkeholders (e.g., eonsortia of Institutions). The 
implementation plnn becomes the framework for assianing accountabllity and for getting work 
done. 
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3.0A. R E SO U R C E S A N D  N EEDS A N A L Y SIS2

Based on the reconnaissance, an assessment of in-service and prc-scrvice training needs and 
resources in both formal and informal settings o f  Jewish educators will be  carried out.

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

In this approach, this project would begin the d e v e lo p m e n t  o f  a to*be־periodically updated 
database on training in Jewish education, including information and projections about numbers 
o f  institutions providing training, staffing, enrollments, expenditures, etc. T he  baseline data 
will illuminate currently available resources, and permit m easurable assessm ents o f  progress 
in future years.

Another database w ould  include information on positions by school type and location 
(including full-time and part-time status, salary levels, requirements, etc), openings, turnover, 
incumbents (including their qualifications and training experience, years o f  service).

Such an effort will yield estimates o f  the demands for educators (at different levels, and with 
different kinds of knowledge and expertise); estimates o f  the qualified Jew ish educators now 
being produced by higher education institutions in North Am erica and Israel; and comparing 
the two to identify gaps. A  variety of sub-markets will be identified bys geography  (regions 
of the country), level o f  education (pre-school, elementary, secondary, post-secondary), 
educational role (e.g. professors, tcaehcrs, senior educators, guidance counselors), knowledge 
and skill areas o f  expertise. In addition to estimating the size o f  each submarket, we will 
examine related needs, such as job definitions and hierarchies, and salary structures.

While such an approach is tim e-consuming and expensive, sooner or later it should be done.

2This work step represents an alternate, more systematic and 
elaborate, approach to the effort to estimate need3 and service 
gaps discussed above under 3.0.
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3.0A. RESOURCES AND NEEDS ANALYSIS: 

Based on the reconnaissance, an assessment of ln-servic:t, and pre-s~rvic.:e training needs and 
resources in both formal and informnl settings of Jewish educators will be carried out. 

Olven the wenkness in existing Information, it is only possible to ~et reliable quantitative 
estimates of needs and resources with a slgnlficrrnt investment of effort in the collection and 
analysis of new survey information. 

In this approach, this project would begin the development of a to-be-periodically updated 
darnbase on training in Jewish education, including information nnd projections about numbers 
of institutlons providing training, srnffing, enrollments, expendltur~•. etc. The baseline data 
will illuminate currently avoilable resources, imd permit mensuruble assessments of prowess 
In future years. 

Another database would include information on positions by school type and location 
(including full•time and pnrHime stntus, snlary levels, requirements, etc), openings, turnover, 
incumbents (including their quullflcntlons and trnining experience, ycms of service). 

Such an effort will yield estlmntes of the dcmnnds for educators (at different levels, and with 
different kinds of knowledge and expertise): estimc1tes of the qualified Jewish educators now 
being produced by higher education Institutions In North America and Israel: and compttring 
the two to identify aaps. A varkty of sub•mnrkets will be identified by: geography (regions 
of the country), level of education (pre-school, elementary, sec()ndnry, post-secondary), 
educational role (e.g. professors, teachers, senior educators, guidAnce counselors), knowledge 
nnd skill areas of expcnisc. In addition to estimating the size of ench submnrket, we will 
examine related ncc<ls, such as job definitions and hierarchies, and snlary structures. 

While such on appronch is time-consuming and expensive, sooner or later it should be done. 

4This work step represents an alternate, rno~e systematic and 
elaborate, approach t o the effort to estirn~te needs and service 
gaps discussed above under 3,0. 
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Shulnmith F k t e r  

J u.k U׳ k f l

August 2,'1991׳־

Sluffing, T im ing and Cost for Continental Study of the *״reparation o f  
Educators

To:

1 rom;

Date:

Subject:

Consistent with our earlier conversation, I did not include the staffing, tim ing or cost 
component of our proposal pending the outcome o f  the discussion with the  Policy Advisors. 
Since the m eeting w ith  the Policy Advisors may affect the scope o f  work, thnt could translate 
into a budget or timing Impact.

However, it might be useful in the interim for you to have som e sense o f  our initial thinking 
on the scale of the effort.

1. Staffing. I will take overall responsibility for the project. Specifically, I will be Involved in 
conceptualization, key interviews, presentations and meetings. Jim M eier w ho has a M aste r’s 
degree in Planning and a doctorate In Education from T eacher 's  College will be  the Project 
Manager, responsible for the day-to-day operations and m uch  o f  the analytic work. Jim was 
the key player on the team that did the Yeshiva University Strategic Plan for Jewish 
Education. We will assign an Associate to work on data collection and data analysis. In 
addition, w e  will recruit an Educational Consultant w ho hns had hands-on experience in the 
education of Jewish educators.

2. T imetable. Typically a project o f  this type can be done in 10 months if  we w ork  hard at it. 
One of the reasons it cannot be  done more quickly is that is a multi-institution, multi-
community project, with & continental scope. W e envision about two m onths  to get the project 
underway (Orientation & Reconnaissance); about three months to do the needs assessment; 
another two months on strategic issues and developing the basic policy statement and three 
months on specific recommendations, drafting the final report and building agreement among 
key players.

3. Budget. If the report is going to be meaningful, it needs to be not only "top*dawn" but 
also ״bottoms-up," This means interviews, data assembly and site visits covering a large 
number of the constituent elements of the multiple arenas for educating Jewish educators.
This requirement significantly drives up the cost of a quality product. In m y early 
conversations with you, I indicated that our experience with the Yeshiva University project 
led me to believe that this project could not be done well for under $100,000. Our first pass 
at a cost estimate comes in at 5118,000 *־ with 521,000 in travel and other direct costs and 
the remainder in personnel time.
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1 rom; 

Date: 

Subjut: 

Shulamith F.l~tP.r 

J,n,l Vk.~t -0( u1~ ,_ 
August J.._j991 

9wCfJug, Timiug umJ Cois, for Contlnt:nrnl Study of me .rreparauon or 
Educators 
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Consistent with our enrller convers11tion, 1 did not include the stnffing, timing or cost 
component of our proposal pending the outcome of the dlseu~slon with tht Policy Advisors. 
Since the meelin,: with the Policy Advisors may affect the scope of work, thnt could translate 
into a budget or timing Impact. 

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

1. Staffinl!. l will tnke over11ll responsibility for the project. SpeclflcA1ly1 I will be involved in 
conccpcualization, key interviews, prescnt11tions and meetings, Jim Meler who hns a Master's 
degree in Plnnning nnd a doctorate ln Education from Teacher's College will be the Project 
Manc1ger, responsible for the duy•to•dny operntions and much of the analytic work. rim was 
the key pl'1yer on the team thnt did the Yeshiva University Strat~glc Pinn !or Jewish 
Education. We wlll .ussign an Associate to work on dntn collection and data annlysis. In 
addition, we will recruit an Educational Consultant who hns had hands-on experience Jn the 
education of Jewish educHtors. 

2. Timetahle. Typically n project of tbis type can be done in 10 months if we work h:ird at it. 
One of the reasons it cannot be done more quickly is that is a multi-institution, multi­
community project, with a continental scope. We envi~ion a.bout two months to set the project 
underway (Orientation & Reconnnissnnce); about three months to do the needs assessment; 
another two months on strntegic issues anrJ developing the basic poliC)' srntcment and three 
months on specific recommendations, ur:1!ting the finnl report :ind building agreement among 
key players. 

3. BudQet. If the report is going to be meaningful. it noeas to be not only "top-down" but 
also ~bottoms-up." This means interviews, data :issembly nnd site visits covering a lnrge 
number of the constituent elements of the multiple nrenas for educ.:atini Jewish educators. 
This rcqulrenient significantly drives up the cost of a qunlity product. In my enrly 
conversations with you, I indicated that our expaience with the Yeshiva University project 
led me to believe thnt this project could not be done \l.'CII for under $100,000. Our first pass 
at a cost estimate comes in .it 5118,000 •· with S21,000 In travel and other dirccl costs and 
the rer:1<1indcr in personnel time. 
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ppQM; Virginia F. LeviAnnette HochsteinTO:
NAMC

REPLYING TO 

YOUR MEMO OF:
m.PMrn ment /pl an t  l o c at io n

DEPARTMCNT/Pl.ftNT LOCATION

SUBJECT:

Following is a brief description of each of the participants in the Jerusalem

vko avo earning from the States;

1. Isa Arpn - on w e f JMn/'aM on. Hebrew(■.ו״״,!״ ״    ״..י - x״ 
Union College, Los Angeles. Her academic interests and expertise arc in 
tKo atoa <־!f research in Jewish education. She wrote a paper for the 
Commission on Jewish Education in North America entitled ״Tc-vrarda th5> 
Professionalization of Jewish Teaching."

2. Shulamith Elster - chief education officer of the Council for Initiatives 
in Jewish Education. She has spent the past 33 years as a teacher, 
counselor, and school administrator in public, independent, and college 
settings. Moat recently, she served as headmaster of the Charles E, Smith 
Jewish Day School in Rockville, Maryland.

3. Adam Gamoran - director of the Center for Research on Effective Schools at 
the University of Wisconsin, Madison. His work in the area of the 
sociology of education has been published in education journals.

4. Mark Gurvis - director of social planning and research at the Jewish 
Community Federation of Cleveland. He is professional director of 
Cleveland's Commission on Jewish Continuity.

5. Stephen Hoffman ־ executive vice president of the Jewish Coramunty 
Federation of Cleveland and acting director of the Council for Initiatives 
in Jewish Education.

6. Barry Holtz ■ co-director of the Melton Research Center for Jewish 
Education at the Jewish Theological Seminary. The Center has been 
instrumental in the development of curriculum and materials for a variety 
of Jewish educational settings.

7. Jonathan Woocher ־ executive vice president of the Jewish Education Service
of North America (JESNA). He formerly served as associate professor in the 
Benjamin S. Hornstein Program in Jewish Communal Service and director of 
continuing education for Jewish leadership at Brandeis University.
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TO: Annette Hochstein FROM: Virginia F . Levi 7/5/ 91 
DATE:_ ~------­
REP LY ING TO 

NAMC. 
NI\ .... C 

SUBJECT: 
YOUR MEMO OF: ___ _ 

Following is a brief description of each of the participants in the Jerusalem 

,.~ln•~ vho aro ~~ming from the States: 
1. Isa Aron - on t:ne ~o._, ... .._._, ~.c ~~·- __, ___ ... ·· - _ ,_ .,_..,-A, ,...,: J;'rhtf'.:af".i on. Hebrew 

Union College, Los Angeles. lier academic interests and expertise Rrc in 
tho arQQ ~f rA~earch in Jewish education. She wrote a paper for the 
Commission on Jewish Education in North America em:1~leu "Towc.rdo th .. 

Professionalization of Jewish Teaching." 

2. Shulamith Elster - chief education officer of the Council for Initiatives 
in Jewish Education. She has spent the past 33 years as a tAacher, 
counselor, and school administrator in public, indapendent, and college 
settings. Most recently, she served as headmaster of the Charles E. Smith 
Jewish Day School in Rockville, Maryland. 

3. Adam Gamoran - director of the Center for Research on Effective Schools at 
the University of Wisconsin, Madiso~. His work in the area of the 
sociology of education has been published in education journals. 

4. Mark Curvis - director of social planning and research at thQ Jewish 
Community Federation of Cleveland. He is professional director of 
Cleveland's Commission on Jewish Continuity. 

5. Stephen Hoffman • executive vice president of the Jewish Communty 
Federation of Cleveland and acting director of the Council for Initiatives 
in Jewish Education . 

6. Barry Holtz • co-director of the Melton Research Center for Jewish 
Education at t he Jewish Theological Semi nary. The Center has been 
instrumental in the development of curriculum and materials for a variety 
of Jewish educational settings. 

7 . Jonathan Woocher • executive vice president of the Jewj,sh Education Service 
of North America (JESNA) . He formerly served as associate professor in the 
Benjamin S. Hornstein Program in Jewish Communal Service and director of 
continuing education for Jewish leadership at Brandeis University. 
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1

MESSAGE

Dear Daniel,

Thank you for  your help with arrangements for my t r ip  next week. I w i l l  be glad 
to jo in  Alan for  Shabbat dinner. Please also ask him i f  he and I w i l l  be able to 
meet sometime during the week to continue our d iscuss ions  from a few weeks ago.
At th is  point you w i l l  know better than me what free time i s  ava ilable.

Also, can you help me with some travel information. I w i l l  need to v i s i t  Kibbutz 
Ma 'a le Hachamlsha, most l i k e ly  on Saturday. Can you please check on what my 
options are for gett ing out there and gett ing back during the day?

Thank you.
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MESSAGE 

Dear Daniel, 

Thank you for your help wi th arrangements for my trip next week, ! will be glad 
to join Alan for Shabbat dinner. Please also ask him if he and I will be able to 
meet sanetime during the week to continue our d1scuss1ons from a few weeks ago. 
At this point you will know better than me what free time 1s available, 

Also. can you help me with some travel 111formation . I will nead to visit Kibbutz 
Ma'ale Hacham1sha, most likely on Saturday. Can you please check on what my 
opt ions are for gett 1ng out there and getting back during the day? 

Thank you, 
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Minutes or c u b  steering committal Teleconference 
June 19,1991

Participants: Jerusalem - Annette Hochstein and Seymour Fox 
Cleveland - Steve Hoffman and Henry Zucker 
Washington יי Shulamith Elster

1 - Awbhorltjr

SHH was to meet Irwin rield and Avraham inreid 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 Hoffman. He will get 
Woocher's perspective and ask him to introduce him to David Harman. 
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 Jerusalem meetings. Theeo
papers ar• more than half finished as of this date. SHH asked AH to 
prepare a timetable and cost estimates.

3. July in Jerusalem:

The working group from the United States will include Hark Gurvis, 
a » £ y־x־  H o l t s !  I  a n  A r o n ,  A d a m  Q a t a a r a r ! , J o n a t h o n  H o o c h e r ,  * J a c k  U k e l e s ,
SHH and SE. Joining them in Jerusalem will be SF, a h , Alan Hoffman, 
Zev Mankowitz, Dan Maron and Daniel Laû fcr, Michael Inbar will 
consult on methodological issues. Barry Chazan will be asked to 
represent the JCCA. (See #12 for agenda)

»

4. Research

SF and AH have had discussions with Isa Aron re: her proposal.
Initial issues appear to be resolved. 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 meeting.
RRC: Richard Joel was consulted and is not in favor of the RRC 
proposal. RRC has been asked to present alternative proposals.

6. Calendar

AH and SF to arrive in the United states the week of August 11th,

Sunday. August 18th! senior Policy Advisors at Hofstra.
SF questioned location. Plans are for the meeting to have a format 
similar to the initial meeting with small groups working on issues.
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SUM wa5 to meat Irwin Yield and Avraham Inteld in clevelana at the 
JESNA Conference. Field did not com• and SHH was not able tc meet 
with Avr~h~m Infald. SHH did meat with Alan Hoffman. H9 will get 
Woocher's perspective and ask him to introduce him to David Harman. 
SF noted that the new authority does not have the attention of 
Diaspora leadership. 

2. Lead Cotnlllunities 

..SP' and AH r~ported that Jerusalem. Fellows have bean wor~ing on 
papers to be ready in ad\ranee ot th• July Jerusalem meeting•. Thoao 
papers are more than half finished as ot this date. SHH asked AH to 
prepare a timetable and cost estimates. 

3. July in Jerusalem: 

The working group fro~ the United States will ineludo Mark Gurvia, 
Karry Hoi~a, Xaa Aron, Adnm Ga~oran, Jonath~n Woooher, Ja~k Okol•~, 
SHH and SE. Joinins them in ~erusalem will be SF, AH, Alan Hoffman, 
Zev Man.kowitz, Dan Maron ~nd Oaniel Lau1f&r, Michael Inbar will 
consult on methodological issues. aarry Chazan will be asked to 
represen~ the JCCA. (See t12 for agenda) 

4. Research 

SF and AH have had discussion~ with Isa Aron re: her proposal. 
Initial is■uas appear to b• re■olved. SF and AH will finalize plans 
with IGa in July in Jerusalein, 

5. Proposals 

JCCA.: Grant is pending site visit. This may take place the week gt 
August 18th before the MAP trustees meeting. 
RRC: Richard Joel waa consulted and is not in tavor of the R.RC 
proposal. RRC has been asked to present alternative proposals. 

6. Calendar 

AH and SF to arrive in the United states the week of August 11th, 

Sunday, August 18th: senior Policy Advisora at Hotstra . 
SF questioned location. Pl!ns are for the meeting to have a tormat 
similar to the initial meeting with small groups working on issues. 
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Important that papers be distributed in advance of the meeting. 
Proposed that Senior Policy Advisors have information about the 
work in Jerusalem and then ask them to review and make 
recommendations in preparation for Board meeting.

Friday. August 23th: maf Trustees in Cleveland.

W e d n e s d a y .  August 28th: Steering Committee (1-5 p.m.) prior to 
Board Meeting,

Thursday. August 2 9th; CIJB Board (10 a.m. *3:30 ־ p.m.) followfi^ 
by debriefing (4-5:30 p.m.).

Notice of Board meeting is to go out on Monday, June 24th.

7. Seymour Martin Lipset ETC.

SHH noted a memo from Ginny regarding a conversation with Lipset. 
ASSIGN. 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 
emerge from the most recent CJF data. Ukeles will be attending the 
wilstein Conference prior to joining the planning group in 
Jerusalem.

8. Foundations

CRB Foundation: Jon Woocher attended the CRB Foundation meetings.
AH will be at August meetings. HLZ stressed the importance of 
partnerships and the possible advantage of a joint announcement by 
MLM, CRB and Crown.

a

Cwnnlnga‘ iG interested in proposals regarding supplementary 
schools.
Henrv Kosohitsky has provided considerable funding for the York 
University Program.

9. Personnel

Gerry Weiser to meet with AH in Jerusalem.
Position description for the chief Executive Officer has been 
developed. SHH and ftLZ had productive meeting in Cleveland with 
Philip Bernstein. He was given the names of people who have been 
suggested and will consult with the CIJE Search Committee.

10. Review of Assignments 

ELSTER
SE to work with Holtz on preliminary paper prior to Jerusalem

lssi gn.SE to contact Ukeles on training. SHH suggested that this 
assignment be shared with someone from one of the training

lSSIGN. 
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Important that papers be distributed in advance of the meeting, 
Proposed that senior Policy Advisors have intormation about the 
work in Jerusalem and then ask them to review and make 
recommendations in preparation for Board meeting. 

Friday. August 23th: MAF Trustees in Cleveland. 

Wednesday, August 28th: staaring co1:nmittee (1-5 p.m.) prior to 
Board Meeting, 

Thursday. August 29th: CIJS Board (10 a.m. - 3:30 p.m.) follow~ 
by de.l:lrieting (4-5:JO p.m.). 

Notice of Board meeting is to go out on Monday, June 24th. 

7. Seymour Martin Lipset E~C. 

SHH noted a memo from Ginny regarding a conversation with Lipset. 
AH and SF will call Ukeles ta find out what ia happening with the 
data in gQneral and they will also call Lipset for a £tatus rQport. 
It was also sugge■ted that a lobby tor the work of the CIJE 221ight 
emet't]e from the most recent CJF data. Ukeles will he attending the 
Wilstein Conference prior to joining the planning group in 
Jerusalem. 

8, Foundation,; 

CRB Foundation: Jon Woocher ~ttended the CRB Found~tion meetings. 
AH will be at August meeting-a. HLZ stx-essad the importance of 
partnerships and the possible advantage of a joint announcement by 
MUI, CRB and crown. 

cummin;s· is interested in proposals regarding · supplementary 
schools. 
Henry Koaohitsk~ has provided considerable funding ror the York 
unive~~ity Program. 

9. Personnel 

Garry Weiser to meet with AH in Jerusalem. 
Position dA..:eription tor the Chiet Executive Officer has been 
developed. SHH and MLZ had productive meeting in Cleveland with 
Philip Bernstein. He ~as given the names of people who have been 
aug~••ted and will consult with th• CIJE Search committee. 

10. Review of As11gnmenta 

ELSTER 
SE to work with Holtz on preliminary paper prior to Jerusalem 

IBSIGN.SE to contact Ukeles on training. SHH suggested that this 
assi9nmant be shared with someone from one of the training 
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institutions. This possibility will be discussed with Ukeles.
SE campers have not yet been contacted.

LEVI
List completed.

SUCKER
List completed.

MANDEL
List needs new dates.

11. CIJE Board of Directors

SF: Very important that Hirschhorn attend Board meeting in August. 
SF arranged for Twersky and Mandel to meet together recently in
Jerusalem. Twersky suggested that it is important that CIJE begin 
to initiate programs.

12* Jerusalem Meetings

AH described the anticipated outcomes of the meetings. In brief 
they are:

a. ^ad-£pm vmltiesj. glflrlsic.ati<?n of csasspt■ a detailed 
first paper is being prepared and additional papers will 
come later.

b. Jmplementatlon strategies: What has to be done and how to 
do it?

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

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

e. Research: Isa's proposal and plan. 
f« Timelines and work plan for the CIJE
g* Lav_Leadership: Suggest that Mark Gurvis assist SKH in the 

development of a master plan for lay leadership.

For all of the above: ideas and materials to be presented to Senior 
Policy Advisors and Board members in August.

AH and SE will discuss agenda further on Tuesday, June 25th.

13, Board of Directors

Maurice Corson has agreed to be on the Board. HLZ spoke with Avi 
Chai and they may come on the Board. SF reported that Florence 
Melton will join the Board and that he will try to obtain funding 
prior to the Board meeting.

14. Next telecon scheduled for Wednesday, July 3rd, 9 A.M. 
Cleveland time.

Shulamith Reich Elster 
June 24, 1991
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institutions. This possibility will be discussed with Okeles. 
SE co.mpers havB not yet been contacted. 

~I 
List completed. 

ZUCKER 
List completed. 

MANDEL 
Lint naeda new ~atBa. 

11. CIJE Bo~rd ot Directors 

SF: V~ry important th~t airschhorn attend Board meeting in August. 
SF arranqed for Twersky and Mandel to ~oat together recently in 
Jerusale~. Twersky suggested that it is important that CIJE begin 
to initi~te programs. 

12, Jerusalem Meetings 

AH described the anticipated outcomes or the meetings. In brier 
they are: 

a. J;&ad_CoEmunitie§; clarirication of co~pt. A detailed 
first paper is being prepared And additional papers will 
come later. 

b. Xmplementotign strategies: What has to be done and bow to 
do it? · . .. 

c. Evaluation: clarification of monitoring, evaluation and 
teed-back loop following preliminary meetings with Adam 
Gamoran and SE prior to lar~er group sessions~ 

d. Training: Further elaboration and clarification of master 
plan for t .raining . 

e. Research: Isa's proposal and plan. 
t. Timtlinu and work plan tor the CIJE 
g. Lay Leadership: SuCJC1••t tha.t Mark Gurvis assist SHH in the 

development of a master plan tor lay leadership. 

For all of the above: ideas and materials to be presented to Senior 
Policy AdviGora and Board masabers in August. 

AH and SE will discuss a;enda further on Tuesday, Ju.ne 25th. 

13. Soard ot Directors 
, 

Maurice Corson has agreed to be on the Board. HLZ spoke with Avi 
Chai and they may come on the B0ard. SF reported that Florence 
Melton will join tho BOard an~ that he will try to obtain funding 
prior to the Board meeting. 

14. Ne:Kt telecon schedul.ed for Wednesday, July 3rd, 9 A ,M. 
Cleveland ti1ne. 

Shulamith R•ich Elater 
June 24, 1991 
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COUNCIL STEERING COMMITTEEFUNCTION

SUBJECT/OBJECTIVE ELSTER ASSIGNMENTS

DATE 6/27/91VFLORIGINATOR

P B C M 1E P  IN D U 9 TO IA U  C O R P O B i T C N

□  ASSIGNMENTS
□  ACTIVE PROJECTS
□  RAW MATERIAL
□  FUNCTIONAL SCHEDULE

71890 {h e y . 10/W) pm iyre fl m  u .s j l

C O M P LETED  
OR R EM O VED  

DATE
D U E  DATE

D ATE
A S S tG N E D
STAR TED

ASSIG N ED
TO

(INITIALS)
PRIORITYDESCRIPTIO NNO.

7/10/91

7/10/91

7/10/91

7/10/91

7/15/91

7/15/91

7/15/91

7/15/91

7/15/91

ongoing

ongoing

6/11/91

5/16/91

5/16/91

1/23/91

6/19/91

4/26/91

4/11/91

4/11/91

4/11/91

4/11/91

4/11/91

SE

SE

SE

SE

SE

SE

SE

SE

SE

SE

SE

Consider sending someone to represent 
CIJE at Wilstein Institute conference 
evaluating the CJF data.

Draft paper on goals and objectives with 
respect to best practice and on Barry 
Holtz's role in accomplishing them.

Draft a paper on goals and objectives 
for research.

Work with Barry Holtz on developing a best 
practices panel.

Develop master plan for training In 
consultation with Ukeles and others.

With SHHf identify other candidates from 
whom to seek strategic plan proposals.

With SHH, meet with D. Syme.

Contact the following board members 
as follow up to April 9 meeting and 
send brief report to VFL:

a . Gerald Cohen
b. Alfred Gottschalk
c . S, Martin Lipset
d. Melvin Merians
e . Arthur Green

Develop outline for how to proceed with 
educational component of lead communities.

Work with SF and AH to develop 
concrete means of establishing 
lead communities.

Develop and maintain list of experts 
on which CIJE can draw.

7.

8 ,

10.

11,

..J\-' I , _ ..., 

0 PQC:MIEA 1NOU9T~IAL CO,..,CQATION 

0 ASSIGNMENTS 

t .... _ , . .. _ , ... -V llll,t I 11 .,; •o • ot t 

Ill llloUUa:IIUIT IWIIIAI. POU:'! RO. IJ 
fOl lllllWllll OR !Nl COIIPl.fflOII 

o, THIS ~ FOi I nJ IICTIOIIAL :.Cktl!Ull 

□ ACTIVE PROJECTS FUNCTION COUNCIL STEERlNG COMMITTEE 
□ RAW MATERIAL 
□ FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE EI.STER ASSIGNMENTS 

NO. 

1. 

2. 

3 . 

4. 

s. 

6. 

7. 

8 , 

9. 

10. 

ll . 

7'8'i0 (!t[Y. 10/e&) f'ftlNTtb IN U.U 

ORIGINATOR 

DESCRIPTION 

Consider sending someone to represent 
CIJE at Wilstein Institute conference 
evaluating the CJF data, 

Draft paper on goals and objectives with 
respect to best practice and on Barry 
Holtz;'s role in accomplishing tbem. 

Draft a paper on goals and objectives 
for research. 

Work with Barry Holtz on developing a best 
practices panel. 

Develop master plan for training in 
consultation with Ukeles and others. 

With SHH, identify other candidates from 
who~ to seek strategic plan proposals. 

With SHH, meet with D. Syme. 

Contact the following board members 
as follow up to April 9 meeting and 
send brief report to VFL: 

a . Gerald Cohen 
b. Alfred Gottschalk 
c. S, Martin Lipset 
d. Melvin Merians 
e. Arthur Green 

Develop outline for how to proceed with 
educational component of lead co1J1JUunities. 

Work with SF and AH to develop 
concrete means of establishing 
lead co111J12unities. 

Develop and maintain l .ist of experts 
on which CIJE can draw. 

VFL 

PRIORITY 
ASSIGNEO 

TO 
(INITIALS) 

SE 

SE 

SE 

SE 

SE 

SE 

SE 

SE 

SE 

SE 

SE 

DATE 6/27 /91 

DATE 
ASSIGNED 
STARTED 

DUE DATE 

6/11/91 7/10/91 

5/16/91 7/10/91 

5/16/91 7/10/91 

1/23/91 7/10/91 

6/19/91 7/15/91 

4/26/91 7/15/91 

4/11/91 7/15/91 

4/11/91 7/15/91 

4/11/91 7/15/91 

4/11/91 ongoing 

4/11/91 ongoing 

COMPlETED 
OR REMOVED 

OATE 
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COUNCIL STEERING COMMITTEEFUNCTION

SUBJECT/OBJECTIVE FOX ASSIGNMENTS

DATE 6/27/91VFLORIGINATOR

| p»̂cN׳nc;n iNDuBrniAL connooAiioN

□  ASSIGNMENTS
□  ACTIVE PROJECTS
□  RAW MATERIAL
□  FUNCTIONAL SCHEDULE

73M O  (REV. 10/M ) PRINTCD IN U . tA

C O M P U T E D  
OR REMOVED 

DATE
D U E  DATE

7/1/91

7/15/91

8/29/91

TBD

D ATE
A S SIG N ED
STARTED

2/11/91

3/20/91

4/11/91

10/30/90

ASSIG N ED
TO

(INITIALS)

SF

SF

SF

SF

PRIORITYDESCRIPTIO N

Contact Florence Melton regarding 
foundation support for CIJE.

Send SHH a list of suggested members 
of a training oversight committee.

Contact the following board members 
as follow up to April 9 meeting and 
send brief report to VFL:

a. Charles Bronfman - with SHH
b. David Hirschhorn
c. Isadore Twersky

Invite Rabbi Twersky to prepare an 
an op ed piece.

NO.

' ·· 

J UN 28 '91 8 : 15 PREMI ER CORP. ADMIN . 

o .... C:MIC,., INOUBTr,rAL COl",..OnAT•ON 

D ASSIGNMENTS 

PAGE.06 
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D ACTIVE PROJECTS FUNCTION COUNCIL STEERING COMMITTEE 

□ RAW MATERIAL 
□ FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE FOX ASSIGNMENTS 

NO. 

1. 

2. 

3 . 

4, 

731190 UUV I0/16) PIIJNT(D IN U.U 

ORIGINATOR 

DESCRIPTION 

Contact Florence Mel t on regarding 
foundation support for CIJE . 

Send SHH a list of suggested membe~s 
of a training oversighc committee. 

Contact the following board ~embers 
as fo llow up to April 9 meeting and 
send brief reporc to VFL: 

a. Charles Bronfman - with SHH 
b. David Hirschhorn 
c. Isadore Twersky 

Invite Rabbi Twersky eo prepare an 
an oped piece. 

VFL 

ASSIGNED DATE 
PRIOIIITY TO ASSIGNED 

(INITIALS) STARTED 

--· 

SF 2/11/91 

SF 3/20/91 

SF 4/11/91 

SF 0/30/90 

DATE 6/27/91 

COMPLETED 
OUE OAT£ OR REMOVED 

OAlE 

7/1/91 

7 /15/91 

8/29/91 

TBD 

I 
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COUNCIL STEERING COMMITTEEFUNCTION

SUBJECT/OBJECTIVE HOCHSTEIN ASSIGNMENTS

DATE 6/27/91VFLORIGINATOR

| P O E M 1E R  IN D U S T R IA L  CO R PO R ATIO rsJ

□  ASSIGNMENTS
□  ACTIVE PROJECTS
□  RAW MATERIAL
□  FUNCTIONAL SCHEDULE

7 J « 0  («fY. WMNTeO «  U S  *.

C O M P LETED  
OR R EM OVED  

DATE
DUE DATE

OATE
A S SIG N ED
STAR TED

A S SIG N ED
TO

(INITIALS)
PRIORITYDESCRIPTIONN O .

6/30/91

6/30/91

7/8/91

7/15/91

8/29/91

4 / 1 1 / 9 1

6/4/91

6/4/91

6/19/91

4/11/91

A H

AH

AH

AH

AH

Talk with Jon Woocher about next steps 
for the establishment of a data bank 
and to update him on research plans.

Try to see planner candidate Geraldine 
Weiser in Jerusalem.

Send preliminary papers for July 
meetings to SE and SHH.

Call Ukeles about CFJ data in general 
and Lipset for a status report.

Contact the following board members as 
follow up to April 9 meeting and send 
brief report to VFL:

a. Matthew Maryles
b. Ludwig Jesselson
c. Norman Lamm
d. Esther Leah Ritz
e. Ismar Schorsch

2 .

3.

4.

5.
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0 OOEMtER INOU BTRIA L C0R'"0"".0.TION 

D ASSIGNMENTS 
D ACTIVE PROJECTS 
D RAW MATERIAL 

FUNCTION 

IU IIAIIIIGUll'JIT IWIIW. !lll1C'f •o. U 
POI 1:UIOOJNIJ 1111 1111: C:0-P\tlQ 

or 11111 A>tll FOi .i F\IIICIIOM XltmJII 

COUNCIL STEERING COMMITTEE 

□ FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE HOCHSTEIN ASSIGNMENTS 

NO. 

1. 

2. 

3 . 

4. 

s . 

lMOO(lltv. 10/Nl~NTU> llf U.tA. 

ORIGINATOR 

OESCRll'TION 

Talk with Jon Woocher about next steps 
for the establishment of a data bank 
and to update him on research plans. 

Try to see planner candidate Geraldine 
Weiser in Jerusalem. 

Send preliminary papers for July 
meetings to SE and SHH. 

Call Ukeles about CFJ data in general 
and Lipset for a status report. 

Contact the foll~wing board members as 
follow up to April 9 ~ee t ing and send 
br1ef report to VFL: 

a. Matthew Maryles 
b. Ludwig Jesselson 
c. Norman Lamm 
d. Esther Leah Ritz 
e, Ismar Schorsch 

VFL 

PRIORITY 
ASSIGNED 

TO 
(INITIALS) 

AH 

AH 

AH 

A.H 

AH 

DATE 6/27 /91 

DATE 
ASSIGNED 
STARTED 

DUE OATE 

4/11/91 6/30/91 

6/4/91 6/30/ 91 

6/4/91 7/8/91 

6/19/91 7/15/91 

4/11/91 8/29/91 

COMPUTED 
OR REMOVED 

DATE 
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P F i E M i e n  I N O U 3 T H I A L  C O P l P O H A T I O M

□  ACTIVE PROJECTS
□  RAW MATERIAL
□  FUNCTIONAL SCHEDULE

FUNCTION COUNCIL STEERING COMMITTEE

SUBJECT/OBJECTIVE HOFFMAN ASSIGNMENTS
73*40 (ftCV. 10/84) PKINTC& IN U4A

ORIGINATOR VFL DATE 6/27/91

NO . DESCRIPTIO N PRIORITY
ASSIG N ED

TO
(INITIALS)

D ATE
AS SIG N E D
STAR TED

D U E  DATE
C O M P LETED  

OR R EM OVED  
DATE

IMMEDIATE ACIJQN

1 . Distribute to Steering Committee, set of 
questions SE and SHH have developed to 
help focus discussion on lead communities.

SHH 5/16/91 6/30/91

2. Contact Henry Koschitsky regarding 
foundation support and/or board 
membership.

SHH 1/23/91 6/30/91

3. With SE, meet with D. Syme. SHH 4/11/91 6/30/91

4. Talk to Jon Woocher about consultants 
to work on benefits package.

SHH 3/20/91 7/15/91

5. Follow up with Sid Clearfield regarding 
advisor from organization of national 
youth directors.

SHH 2/11/91 7/15/91

6. Arrange to meet with SF and 
Charles Bronfman in lata August.

SHH 6/4/91 7/15/91

7 . Work with Rabbi Fishman on focusing the 
Torah Umesorah proposal.

SHH 5/16/91 7/15/91

8. Contact the following board members as 
follow up to April 9 meeting and send 
brief report to VFL:

a. Charles Bronfman - with SF
b. Irwin Field
c. Max Fisher
d. Norman Lipoff
e . Mark Lainer
f. Bennett Yanowitz

SHH 4/11/91 7/15/91

9. Invite Rachel Cowan and Eli Evans to 
serve on the CIJE board.

SHH 6/6/91 7/15/91

10. With SE, invite Richard Scheuer to 
serve on the CIJE board.

SHH 6/6/91 7/15/91

11. Talk with Eli Evans about CIJE funding. SHH 6/6/91 7/15/91

JUN Cd · :::,1 d • lO rr". C l'l1 C:. ~ \.,Vr:;.r. MJJIIJ.1'1 . 

0 PREM1£R t NOlJ9TRlAL C:OFIF>ORATION 

□ ASSIGNMENTS 
□ ACTIVE PROJECTS 
D RAW MATERIAL 

FUNCTION 

IU IIAUelllVI! IIMUN. fOUCT NO, LS 
RII QJ IDOJIIIJ OIi TKI COIi 1U11011 

Of flllS FOIi• rot I F\JNCIIOIIN. SCl!DUU 

COUNCIL STEERING COMMITTEE 

□ FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE HOFFMAN ASSIGNMENTS 

NO. 

1. 

2. 

4. 

5. 

6. 

7. 

8. 

9 . 

to . 

11. 

, JMO (~I:\'. I0/16) '911Nll01N U.S ... 

ORIGINATOR 

DESCRIPTION 

IMMEDIATE ACTION 

Distribute to Steering Committee, set of 
questions SE and SHH have developed to 
help focus discussion on lQad co111111unities. 

Contact Henry Koschitsky regarding 
foundation support and/or board 
membership. 

With SE, meet with D. Syme. 

Talk to Jon Woocher about consultants 
to work on benefits package. 

Follow up with Sid Clearfield regarding 
ad~isor from organization of national 
youth directors. 

Arrange to meet with SF and 
Charles Bronfman in lat e August. 

York wich Rabbi Fishman on focusing the 
Torah Umesorah proposal. 

Contact the following board members as 
follow up to April 9 meeting and send 
brief report to VFL; 

a. Charles Bronfman ~ with SF 
b, Irwin Field 
c . Max Fisher 
d. Norman Lipoff 
e. Mark I..ainer 
f. Bennett Yanowitz 

Invite Rachel Cowan and Eli Evans to 
serve on the CIJE board . 

Wich SE . invite Richard Scheuer to 
serve on the CIJE board. 

Talk with Eli Evans about CIJE funding. 

VFL 

PRIORITY 

DAl'E 6/27 /91 

ASSIGNED 
TO 

(INITIALS) 

DATE 
ASSIGNED 
STARTED 

DUE DATE 

SHH 5/16/91 6/30/91 

SHH 1/23/91 6/30/91 

SHH 4/11/91 6/30/91 

SHH 3/20/91 7/15/91 

SHH 2/11/91 7/15/91 

SHH 6/4/91 7/15/91 

SHH 5/16/91 7/15/91 

SHH 4/11/91 7/ 15/91 

SHH 6/6/91 7/15/91 

SHH 6/6/91 7/15/ 91 

SHH 6/6/91 7/15/91 

COMPLETED 
OR REMOVED 

DATE 

. .. 
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COUNCIL STEERING COMMITTEEFUNCTION

SUBJECT/OBJECTIVE HOFFMAN ASSIGNM ENTS

DATE 6/27/91VFLORIGINATOR

| P R E M IE R  IN O U S ^ P iiAU C O O P O R A T IO N

ASSIGNMENTS ס
□  ACTIVE PROJECTS
□  RAW MATERIAL
□  FUNCTIONAL SCHEDULE

0 ל5מ  (Rtv, 10/W ) M W T C D  IN U.5 A

N O , DESCRIPTION PRIORITY
ASSIG N ED

TO
{INITIALS}

D ATE
A S SIG N ED
STAR TED

D U E  DATE
C O M P LE T ED  

OR R EM O VED  
DATE

12. Arrange to place on the GA agenda a 
meeting of communities involved in CJF 
Jewish Continuity Commission, 
conducted by CIJE.

SHH 6/6/91 7/15/91

13. Talk with new Koret Foundation director 
about CIJE funding.

SHH 6/6/91 7/31/91

14. Recruit a chief professional officer. 

AS TIME PERMITS

SHH 8/7/90 9/1/91

15. Consider the possibility of engaging 
David Edell to assist in the CIJE-CEO 
search process.

SHH 5/8/91 TBD

16. Meet with Abramson, Gurvis, Rotman, Shrage, 
Syme and Woocher to determine how to proceed 
on community organization side of lead 
communities.

SHH 4/11/91 TBD

17. Follow up with Cummings Foundation. SHH 8/7/90 TBD

18. Consider Heinz Eppler for possible 
involvement on CIJE or MIG board.

SHH 1/23/91 TBD

19. Consider inviting Bud Goldman to serve 
on the CIJE Board.

SHH 3/8/91 TBD

20. Explore informally with Jerry Strober 
the possibility of paying him a modest 
stipend for his work for the CIJE.

SHH 12/14/90 TBD

21. Consider scheduling a series of meetings 
with the local leadership of 15*20 cities 
over a period of 6-9 months to present and 
discuss the final report.

SHH 8/22/90 TBD

2 2 . Work with staff at CJF to set up an office. SHH .1/28/90 TBD

JUN ~i:l ::ll O• l t 

0 PREMIE"' INCU:!1,. .. 1AL CO00O0AYlO N 

D ASSIGNMENTS 

r I" C.. I I 1 L 1, .._, V I , I • t7 J.J' I I ,1 I, • 

IU ~IIDIT IWIUlll l'WC'f Ila. U 
felt QIIDMJD OIi nt1 COlll\lMN 

OF !1111 FOIIII l'Dtt I f'U~motllll SCIIDUU 

□ ACTIVE PROJECTS 
O RAW MATERIAL 

FUNCTION COUNCIL STEERING COMMITTEE 

D FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE HOFFMAN ASSIGNMENTS 

NO. 

12. 

13. 

14. 

15. 

16 . 

17. 

18. 

19. 

20. 

21. 

22. 

lM'lO ll[V, 10/IGJ "'"'Tf0 IH u.,A 
ORIGINATOR VFL 

ClESCRIPTION 

Arrange to plaee on the GA agenda a 
meeting of coD1111un1t1es involved in CJF 
Jewish Continuity Commission, 
conducted by CIJE. 

Talk ~1th new Koret Foundation director 
about G1JE funding. 

Recruit a chief professional officer. 

AS TIME PERMITS 

Consider the possibility of engaging 
David Edell to assist in the CIJE-CEO 
search process . 

Meet with Abramson , Gurvis, Ro t man, Shrage , 
Syme and Woocher to determine how to proceed 
on community organization side of lead 
communities. 

Follow up with Cummings Foundation. 

Consider Heinz Eppler for possible 
involvement on CIJE or MIG board. 

Consider inviting Bud Goldman to serve 
on the CIJE Board. 

Explore informally with Jerry Strober 
the possibility of paying him a mod$St 
stipend for his work for the CIJE. 

Consider scheduling a series of meetings 
with the local leadership of 15-20 cities 
over a period of 6-9 ~onths to present and 
discuss the final report. 

Work with staff ac CJF to set up an office . 

PRIORITY 

DATE 6/27 /91 

ASSIGNED 
TO 

(INITIALS) 

SHH 

SHH 

SHH 

SHH 

DATE 
ASSIGNED 
STARTEO 

DUE DATE 

6/6/91 7/15/91 

6/6/91 7 /31/91 

8/7/90 9/1/91 

5/8/91 TBD 

SHH 4/11/ 91 TBD 

SHH 8/7/90 

SHH 1/23/91 

SHH 3/8/91 

SHH 2/14/90 

SHH 8/22/90 

SHH l/28/90 

TBD 

TBD 

TBD 

TBD 

TBD 

TBD 

COMl'lETEO 
OR REMOVED 

DATE 
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COUNCIL STEERING COMMITTEEFUNCTION

SUBJECT/OBJECTIVE LEVI ASSIGNMENTS

DATE 6/27/91VFLORIGINATOR

P R E M IE R  IN D U S T R IA L

□  ASSIGNMENTS
□  ACTIVE PROJECTS
□  RAW MATERIAL
□  FUNCTIONAL SCHEDULE

nwo (ttV. 50/tt» PWNTEO m U.tA,

o

C O M P LE T ED  
O R REM O V ED  

DATE
D U E  DATE

DATE
ASSIG N ED
STAR TED

ASSIG N ED
TO

(INITIALS)
PRIORITYDESCRIPTIONNO.

6/6/91 10/31/91VFLWork with SHH on logistics for a CJF-CIJE 
meeting at the GA.
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0 l><\EMtER tNOU S~l.<>L r;o .. oQ"'l\'tlON 

□ ASSIGNMENTS 
□ ACTIVE PROJECTS 
□ RAW MATERIAL 

FUNCTION 

SH M.IMCllftlff 111111W. ,oix, IIO. a., 
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IF , MIS rntlll ~ l RIIICMIIIII, t:11~ 

COUNCIL STEERING COMMITTEE 

0 FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE LEVI ASSIGNMENTS 

NO. 

1. 

71MO (KV. 10~ _,tll Ill U,U , 

ORIGINATOR 

DESCRIPTION 

Work vith SHH on logistics for a CJF-CIJE 
meeting at the GA. 

VFL DATE 6/27 /91 

ASSIGNEO DATE COMPI.ETEO 
PRIORITY TO ~SSIGNED DUE DATE OR REMOVED 

(INITIALS) STARTED DATt 

VFL 6/6/91 10/31/91 
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COUNCIL STEERING COMMITTEEFUNCTION

SUBJECT/OBJECTIVE MANDEL ASSIGNMENTS
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Discussion of Lead Communities Issues

Jerusalem  Fellows, June 17-18,1991

Summary of presentations bv Prof. Fox, and Mrs. Hochstein:

There has been a change in the concept of the "Lead C om m unity.״ The 
original idea of creating "prototype״ communities, which w ould dem onstrate 
how good Jewish education could be if massive resources and state-of-the-art 
research and practice were invested, has given w ay to a m ore m odest, 
decentralized approach, A com m unity selected for the program  w ill be 
presented with a m enu of projects for the improvement of Jewish education, 
and will negotiate a m em orandum  of understanding w ith the CIJE w hich 
will specify a package of projects to be carried out by the com m unity w ith 
support from the CIJE. A key element of the concept is the centrality of 
ongoing form ative evaluation of each project, so that the process is one of 
"natural experimentation." In order for a package of projects to be acceptable, 
it m ust fulfill three conditions:

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

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

3. The core of the package must include the "enabling options:״

a. Lay leadership development: the community m ust be prepared 
introduce program s to make Jewish education a high communal 
priority (recruiting and training lay leadership, public relations 
effort, new  approaches to local fundraising, establishing a Jewish 
education "lobby," intercom m unal networking, lay-professional 
dialog, setting an agenda for change...).

b. Personnel development: the comm unity m ust be willing to 
implement a plan for recruiting and training educational 
personnel and for building the profession of Jewish education in 
the comm unity (feeder system, using previously underutilized 
hum an resources, serious inservice program, preservice 
training, improved salaries and benefits, new career paths, 
em pow erm ent, netw orking...).

A nother key com ponent of the lead com m unity agreem ent w ill be the 
provision by the CIJE of inform ation and guidance w ith respect to "best 
practices," so that w herever possible, lead communities w ill include the 
replication of docum ented "best practices" in their agendas,

The CIJE will make available to the lead communities an extensive "menu" 
o f  p r o g r a m  o p t i o n s  ( i n c l u d i n g  " b e st  p r a c llc e a " )  which it  is p rep ared  to 
support, including program s both in the "enabling option" core and in 
various other areas.
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Dfa.:u;sioii of Lead Cummunitles Issues 

Jerusalem Fellows, June 17-18, 1991 

Summary of presentations by Prof, Fox, and Mrs, Hochstein; 
There has been a change in the concept of the "Lead Community." The 
original idea of creating "prototype" communities, which would demonstrate 
how good Jewish ed.ucation 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 education, 
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 centrality of 
ongoing formative evaluation of each project, so that the process is one of 
"natural experimentation." In order for a package of projects to be acceptable, 
it must fulfill three conditions: 

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

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 options:" 

a. Lay leadership development: the community must be prepared 
introduce programs to make Jewish education a high communal 
priority (recruiting and training lay leadership, public relations 
effort, new approache,s to local fundraising, establishing a Jewish 
education "lobby," intercommunal networking, lay-professional 
dialog, setting an agenda for change ... ). 

b. Personnel development: the community must be willing to 
implement a plan for recruiting and training ed\lcational 
personnel and for building the profession of Jewish education in 
the community (feeder system, using previously underutilized 
human resources, serious inservice program, preservice 
training, improved salaries 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 guidance with respect to "best 
practices," so that wherever possible, lead communities will include the 
replication of documented "best practices" in their agendas. 

The CIJB will make available to the lead communities an extensive "menu" 
or program options (inc:ludin5 "best pn1,~Lke1:1") whkh 1t 1s prepare<1 to 
support, including programs both in the "enabling option" core and in 
various other areas. 
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H aving agreed, as a community, on a plan of action which fulfills the above 
conditions, and having clarified the obligation of the com m unity to find and 
exploit local resources of expertise and funding, a lead com m unity w ill 
receive services from  the CIJH, to be specified in the m em orandum  of 
understanding, in the following categories:

1. Professional assistance

2. Facilitation of outside funding

3. Facilitation of inside new funding

4. Emergency professional assistance

5. Access to resources of central institutions (JTS, YU, HUC, JESNA, JCCA, 
etc.)

6. Setup and supervision of feedback loop.

Concerns raised in discussion:

2. Defining Success

Since the cornerstone of the the entire concept is an intensive and extensive 
process of form ative evaluation, establishing criteria for evaluation is an 
im portant step. However, this is an extremely difficult task, requiring much 
careful thought before the lead community process can begin. Do we focus on
long-term, large-scale gnak such as reducing interm arriage and increasing
com m itm ent, or rather on more m easurable outcomes such as im proving 
teacher -- and student ״  retention? Is success only m easured in term s of 
student attitudes and achievements, or can it be seen in im provem ents in 
institutional quality  w ithout reference to student behaviors and beliefs? 
M ust we develop absolute criteria, or is it sufficient to m easure change 
relative to a baseline? Should the CIJE establish a universal set of criteria for 
success, or should each comm unity -  or even each constituency w ithin a 
community -  have its own standard?

2. Communal politics

The CIJE will obviously work through the local Federation. It will thus be 
necessary for the Federation to be accepted as the central authority in Jewish 
education, representing a broad coalition of agencies. In some communities, 
there are long-standing attitudes and relationships which militate against the 
establishm ent of such a structure. The lay and professional leadership of 
educational institutions may resist relinquishing sovereignty to a centralized 
authority, especially w hen exerted by a body which m any of them perceive, 
for historical reasons, as indifferent, or even hostile to their interests. 
M oreover, the tensions betw een "denom inational״ groups m ay also be 
obstacles. In general, the process of coalition-building m ay be difficult in 
some communities, requiring time, sensitivity, and care. A coalition which is 
held together only by the prom ise of funding may be too rid d led  w ith 
reservations and suspicions to allow the com m unity to function effectively.

Lead Com m unities D iscussion -  Jerusalem Fellows; page 2
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Having agreed, as a community, on a plan of action which fulfill& 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 CIJE, to be specified in the memorandum of 
understanding, in the following categories: 

1. Professional assistance 

2. Fadlitation of outside funding 

3. Facilitation of inside new funding 

4. Emergency professional assistance 

5. Access to resources of central institutions (JTS, YU, HUC, ]ESNA, JCCA, 
etc.) 

6. Setup and supervision of feedback loop. 

Concerns raised in discussion; 
1. Defining Success 

Since the cornerstone of the the entire concept is an intensive and extensive 
process of formative evaluation, establishing criteria for evaluation is an 
important step. However, this is an extremely difficult task, requiring much 
careful thought before the lead community process can begin. Do we focus on 
loni•term, large-1.~ale gm,1~ c.uc-1, u radt.leing interm~rriage and inc:rc03lng 
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 in 
institutional quality without reference to student behaviors and beliefs? 
Must we develop absolute criteria, or i& it sufficient to measure change 
relative to a baseline? Should the CIJE establish a universal set of criteria for 
success, or should each community -- or even each constituency within a 
community•· have its own standard? 

2, Communal politics 

The CIJE will obviously work through the local Federation. It will thus be 
necessary for the Federation to be accepted as the central authority in Jewish 
education, representing a broad coalition of agencies. In some communities, 
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 centralized 
authority, espec:ially when exerted by a body which many of them perceive, 
for historical reasons, as indifferent, or even hostile to their interests. 
Moreover, the tensions between "denominational" groups may also be 
obstacles. In general, the process of coalition-building may be difficult in 
some communities, requiring time, sensitivity, and eare. A coalition which is 
held together only by the promise of funding may be too riddled with 
reservations and suspicions to allow the community to function effectively. 
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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 "im posed 
from above."

3. Inside vs. outside evaluation

W hat should be the relationship of the evaluation professional to the 
leadership structure of the local comm unity and to the CIJE? H ow  will local 
agencies and their leadership respond to an "outside evaluator?" Will their 
responses be influenced by ego needs and vested Interests? Should the 
evaluator(s) be employees of the local com m unity? H ow  do we insure 
impartiality and avoid conflicts of interest?

4. Clarification of benefits to community

It will be necessary to make clear to communal leadership that w hat the CIJE 
has to offer is qualitatively different from what existing central agencies can 
supply. If the emphasis is on consultative services, on "advice," there is the 
danger that the comm unity will not be impressed. It m ay be that specific 
funding com m itm ents w ill need to be included in the m em orandum  of 
u n d erstan d in g  betw een the CIJE and the com m unity, in  order for the 
com m unity to be m otivated to take on obligations for change and for the 
allocation of its ow n resources (e.g., requiring a comm unity to raise teacher 
salaries as a condition for receiving consultative services — w hen the 
com m unity has been suffering from frustration at its inability to fund the 
increased teacher salaries it believes necessary — may not be an attractive 
bargain).

5. Failures

In the natural sciences, experim ents 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 experim ents" of the lead 
comm unity to have "negative results?" Doe9 ongoing formative evaluation 
prevent this possibility, by continuously modifying the experimental program  
in order to achieve success? How will we relate to and publish inform ation 
about program s which "fail" beyond repair and must be term inated?

6. Replicability

Assuming that part of the purpose of lead comm unity experim entation is to 
test and perfect program s w hich m ay then  be in tro d u ced  into other 
com m unities, the problem  of replicability m ust be addressed. M eans of 
evaluation and docum entation m ust be developed w hich separate out the 
effects of generic and specific characteristics of communities, and which can 
identify, in  com m unities w ishing to im plem ent a tested program , those 
factors which m ight support -  or sabotage -* the implementation.

Lead Com m unities Discussion -  Jerusalem Fellows; page 3
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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 
agencies and their leadership respond to an "outside evaluator?" Will their 
responses be influenced by ego needs and vested interests? Should the 
evaluator(s) be employees of the local community? How do we insure 
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 offer is qualitatively different from what existing central agencies can 
supply. I£ the emphasis is on consultative services, on "advice," 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 to fund the 
increased teacher salaries it believes necessary •· may not be an attractive 
bargain). 

S. Failures 

In the natural sciences, experiments scmetlmee haYe "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?" Does ongoing formative evaluation 
prevent this possibility, by continuously modifying the experimental program 
in order to achieve success? How will we relate to and publish information 
about programs which "fail" beyond repair and must be terminated? 

6, Replicability 

Assuming that part of the p1,1rpose of lead community experimentation is to 
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 specific characteristics of communities, and which can 
identify, in communities wishing to implement a tested program, those 
factors which might siupport -- or sabotage ... the implementation. 
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THE FUTURE OF THE COMMISSION/CUE

Basic questions raised in the Mandel Institute staff meeting
on January 15, 1991

1) WHAT IT WOULD TAKE TO SUCCEED AND WHAT IS PRESENTLY
AVAILABLE: How much time, funding, manpower, research
background, educational expertise, consultative support, and 
vision will be necessary for the recommendations 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 in 
particular? What can be done to bridge the gap between the 
necessary components for successful implementation of the 
Commission's recommendations and the current conditions in 
the field?

2) WHAT IF THE CIJE IS NOT CAPABLE OF FULFILLING ITS TASK:
If the CIJE is incapable of implementing the recommendations 
of the Commission, 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 education?) 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 role 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 role in 
order to successfully implement the recommendations of the 
Commission, how does this redefine the task of Jewish 
education in America and the mission of the CIJE?

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

a) the CIJE failed in its task of implementing the 
recommendations of the Commission?

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

c) the CIJE developed a workplan the first ten years of 
which would be devoted to developing the critical mass of 
senior personnel necessary for the implementation of the 
recommendations of the Commission?

d) the CIJE was replaced by an Israeli-based implementation 
mechanism?

THE FUTURE OF THE COMMISSION/CIJE 

Basic questions raised in the Mandel Institute staff meeting 
on January 15, 1991 

1) WHAT IT WOULD TAKE TO SUCCEED AND WHAT IS PRESENTLY 
AVAILABLE: How much time, funding, manpower, research 
background, educational expertise, consultative support, and 
vision will be necessary for the recommendations of the 
Commission to be successfuly implemented? How do the answers 
to this question compare with the present resources of the 
American Jewish comm·uni ty in general and the CIJE in 
particular? What can be done to bridge the gap between the 
necessary components for successful implementation of the 
Commission's recommendations and the current conditions i n 
the field? 

2) WHAT IF THE CIJE IS NOT CAPABLE OF FULFILLING ITS TASK: 
If the CIJE is incapable of implementing the recommendations 
of the Commission, 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 education?) 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 role of the Jewish 
educational cornmunity 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 role in 
order to successfully implement the recommendations of the 
Commission, how does this redefine the task of Jewish 
education in America and the mission of the CIJE? 

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

a) the CIJE failed in its task of implementing the 
recommendations of the Commission? 

b) the CIJE only partially succeeded in implementi ng the 
recommendations of the Commission 

c) the CIJE developed a workplan the first ten years of 
which would be devoted to developing the critical mass of 
senior personnel necessary for the implementation of the 
r ecommendations of the Commission? 

d) the CIJE was replaced by an Israeli-based i mplementation 
mechanism? 
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Thanks for sending me a copy of the memo from Annette on 
Lead Communities. I think that the approach she outlines 
Is actually preferable to the original conoept in a 
number of way■, though there are some additional issues I 
would suggest we think about as wall.

As you recall, a number of Commissioners and advisors had 
some skepticism about whether the notion of investing 
massively In a few communities really was the best change 
strategy for Jewish education. 1 believe there were four 
related concerns: 1) whether the level of •*educational
engineering״ contemplated was in faot realizable, given 
what we know about how the educational and aommunal 
systems work2 ז) whether the conditions created in the 
L»mA rmnmunltiisa (even assuming success) would be so aui 
aenerla that replication would be beyond the reaen or 
©fch** rvMmnnnlfciftsj 3) whether the project would 
discourage more limited, but wcll-aisi5r.*d 2nd 
implemented initiatives in a wide range of specific areas 
that could produce improvements that would be more 
quickly and easily disseminated to larger number■ of 
settings; and 4) whether all but the handful of lead 
communitie■ would feel excluded from the project, and 
would in fact not be in a position to benefit for many 
years, given the ■cope envisioned for the work in the 
lead communities.

Annette's new model, if 1 understand it aorrectly, does 
address these concerns. I prefer the idea that we will 
be guiding and supporting a series of "natural 
experiments,״ rather than trying (futilely, X fear) to 
create one, two, or three ideal laboratories. Z think 
the new approach will also make it easier to work with 
the foundations {including the Covenant Foundation) to 
integrate a greater portion of their agendas into c u e 's 
work.

What nay be sacrificed to some extent is the emphasis on 
creating dramatic, radical, and all-encompassing change. 
■However, my reading off the developing literature on 
"restructuring•1 in general education —  the ״hot topic"
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Thanks tor •anding me a copy at the memo trom Annetta an 
IAad Communiti••· I think that the approach ah• outline• 
i• aQtUal1y pr.terabl• to the ori;inal ooncept in a 
nuaber of way■, thouqh there are tom• additional 1■11\lea X 
would sugg~et we think about aa wall. 

Aa you recall, a numl:)er of comia■ionar■ and adviacr• had 
■ome •kapticis• about whether the no~ion or inva■tirq 
ma■■ivaly in a few communities ra•lly v11 the b~st ct1ange 
•trat•~ tor 3awiah education, I believe there were tour 
ralatad e0nc•rn•: lJ wnether tha level or "educaticnal 
•nqinaerinq" contuplatlld wa• in fagt realizable, 9iveft 
What va know a))out how the educational and 00111Jnu.nal 
■y■tem• work, 2) whether the condition• ~reated in tho 
tA•A ~"M~unttias (even a■auminq 1uc0eaa) would be so llili 
g♦neria that replication would be bayona the reacn or 
e~l-!..M• P..n111mnn i t.iau 3) whether th• ~X'O~ ect would 
diacoura~• •or• li'DU.~e~, ~ut ~cl1-~--~gn=---! =.!"~ 
implemented initiativu in a wide ranq• ot specitic areaa 
that could produce improv~ant■ that would be more 
quickly and eaaily d1■■eminatad to larger number■ of 
settinq■, and 4) whether all ~u~ the handtul ot lead 
comm:unitie■ would feel excluded trom the projeot, and 
would in tact not be in a po■itlon to b6.netit tor many 
year•, given tb• ■cope envi■io"ed tor the vork in the 
lead communiti••• 

Annetta•• new model, it l understand it con.-egtly, do•• 
addr••• th••• concerns. I prefer tb• idea that we will 
be guidin9 and ■upportinq a aerie■ of "natural 
-.xperimenta," rathar than trying (futilely, I rear) to 
create one, twQ, er three ideal laboratori••• I think 
the n•w •pproach will •lao make it aa■1er to work with 
the tcundationa {including t.ne covanant Foundation) to 
integrate a greater portion ot their agenda• into Cl~E•• 
work. 

What may ba pacrifioed to ■om• extent i• tba ampha■i■ en =-~~-._,, oraatin; dramatic, radioal, and a11-aricompa1ain~ chanqa. 
--------Howeve~, ~V readinq of th• ~evelopin9 lite~ature on 

"r•■t::r:uc:turinq11 in g•neral education -- the. •hot topic" 

--- ------- -------------··--·-
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in currant eduaational reform and the closest analogue to what we 
are aiming at —  leads ma to believe that even major 
restructuring is achieved over a period of tine through a number
of smaller-Bcala changes, provided that these are guided by end 
integrated into a larger strategic framework. Thus, I think it 
is possible for citfE to promote a vision of a dramatically 
altered educational system, but to highlight equally the 
concrete, manageable steps by which such change is likely to take 
plac• given the realities and limitations of our current syetaHU 
It appears to me that this is what Annette has in mind, and X 
would support this.

1 would also suggest that the following elements be further
יא ז̂י» ר 4  n fho nr-onD/SA 11

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

2) The idea of trying to seed multiple projects in specific 
areas, i.e., encouraging several communities/institutions to 
try similar or different approaches to achieving the same
goals. This will be useful both for learning what works 
better and for assisting in dissemination (what factors may 
affect tha success of similar programs in different 
settings).

3) The role that movement-sponsored projects might now have 
alongside locally based efforts. 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 plan.

4) The relationship between the ciJE-developed project list, 
and ideas for projects generated by the communities and
institutions themselves, x would like to see a more 
*naturalistic״ evolution of specific projects out of the 
planning process, with active guidance and suggestions 
coming from CUE, but not a ••Chinese menu״ of projects that 
would simply involve choosing one from A and one from &.
This part of Annette’s proposal is not clear to me.

5) The role of the national agencies, particularly JESNA, the
JCC Association, and cjf. i don’t see any mention of this 
in Annette's proposal, and, as you might expect. I'd like to 
see this thought through and clarified as we develop the 
plan, and not as an afterthought.

I hope these comments are helpful. To reiterate: I prefer the
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in current educational retorm a~d the clo•••t cmal0911e to What we 
are aiming at -- lead■ ma to ~eliava that •van major 
re■tructuring ia achieved over a per1o4 of time throuqh a numbar 
or smaller-ecala chanqea, prcvided that th••o •~• guided by and 
integrated into a larqer strategic fr~mework. 'l'hu■, I thinJc it, 
ia poaaibl• tor cxJE to promote a vi■ion or a 6~amat1oally 
alt•r•d educational ■y■tem, but to highliqht aqually the 
ooncrete, manaqea.ble 1tep■ by which auch change ia likaly to ta.ka 
place giv•n the realitiem and li.mitAtion■ of our CU:2:"1'ent ayote. 
It appea~• to me that thi■ i■ what Annette ha■ in mind, and I 
would ■upport thi■• 

x would aleo ■ugge■t that ehe following element■ be further 
A ..... , .,.._.A ◄ " ~'h• "'"'' nrnnoca 1 t 

1) 

2) 

3) 

4) 

6) 

Th• concept ot networking among the variau■ cc:i111J11unitlas an.d 
inatitucions e.n;aqed 1n projects under the Lead communiti•• 
:rubriQ. ~he relations should not only N to the canter 
(i,e., OIJE), but non; t.he participants. 'l'hi• 11 a teatur• 
9•nerally lacking in current n•w 1nitiativ•• in Jewi■h 
a4ucation, although ■om• proqr•a• ii being mada. 

Th• idea of trying to aeed ~ultiple project• in ■pecitio 
areas, i.e . , •n~0ur■9in9 ■everal communitie■/institution■ to 
try eimilar or different ■pproac:he• to acmi•ving the aame 
goal■, Thi• will be u1et\ll both fo~ learnin; What work• 
~•tter and for aaai■ting in di■■amination (what factor• ~&y 
atfeQt th• aucce■s 0! ■imilnr progra:ma in different 
aetting■). 

The role that JllQVCIJDRl\t-■pon■ored project■ miqht nQW have 
along■ida locally baa•d ettorts. Hare i■ where a project 
in~olving a number of so~•chtu ■choola, or aotorm 
1upplementary 1ohool■, or JCC oummer camp■ miqht fit into 
the overall d•velo1)11ent plan. 

Tha ralat1on■hip ~•tween th• CIJE-developed project li■t, 
and idea■ to~ projeota genarat•d by the communitiee and 
institution• thn■elve■ • x vould like to••• a mens 
"naturaliat1o" evolution ot ■peoitic projac:t.■ ou~ ct the 
plann~ng prgoe■■, with active guidance and •ugg••tion■ 
coming rrom CIJB, but not a •Chine■e menu• of projects that 
would ■imply involve choo■in9 one trom A and on• from 8, 
Thia part ot Armatte•a p~opo■al is net cl•a~ to me. 

The role of the national •q•ncie■, partioularly JESNA, the 
JCC Aa■ociation, and C:SP. I don•t ••• any mention ot thia 
in Annett••• proposal, and, as you might exp•ct, I'd lite to 
••• thia thought throuih and claritied a■ we develop the 
plan, a.nd not a■ an afterthought. 

I hope theae comment• are halptul. To reiterate: t pre!•~ the 



;#110—12188011230 ��2125292009SENT BY: OLIVETTI FX 1500 ; 5-17-81 J 10:08 i

3

new formulation to the old, and would be nappy to b« part of th« 
discussion® aimed at fleshing it out.

I look forward to seeing you in a few vaalc*.
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n•w tormulmtion to the old, and woul~ be nappy to be part of th• 
diaeuaai0n• aimed at fleahing it cut. 

I loox !orwar~ to 1eeinq you in a tew waelea. 
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To: ANET@HUJIVMS <= GAMORAN0WISCSSC (M GAMORAN.MAIL
EBCDIC)
CC:
Subj: RE: mail

Received: by HUJIVMS via NJE (HUyMail-V6a); Fri, 17 May 91 
18:24:55 +0300
Date: Fri, 17 May 91 10:23 CDT
From: <GAMORAN®WISCSSC>
Subject: RE: mail
To: ANET0HUJIVMS
Original_To: Jnet%"ANET0HUJIVMS"

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

MAIL>
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I would be happy to continue our conversation in a conference 
call. 
However, I'm not available June 2 or 4. (Ironically, I'll be 
in Cleveland 
for the Jewish education research network conference!) How 
about later 
that week: June 5, 6, or 7? Or, we could "converse" via e­
mail. 
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SUMMARY OF INTERVIEW WITH HUGH CLINE, DIRECTOR OF RESEARCH

AT E.T.S. IN PRINCETON and with

EZRA SULEIMAN, I.B.M. PROFESSOR OF INTERNATIONAL RELATIONS & 

DIRECTOR OF THE COUNCIL ON REGIONAL STUDIES 

AT PRINCETON UNIVERSITY, PRINCETON NEW JERSEY

April 15, 1991

The interviews were individual ones with SF and AH.

The most important thing that I think we learned out of these 
interviews is that we have to get our group that's going to 
undertake the thinking and deliberation about this going right 
away. I see what could have happened if we already had had an 
encounter between Suleiman and Mike Inbar today, as to what we 
would have gotten from that. And the serial 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 begin to 
get a group of people. This fits into the kind of questions 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. And it may be 
that this is the time already to bring in the Eisenstadts and 
others into the conversation.

What did we find out in these two interviews today? First of all, 
we found that nobody is doing nothing - that except for what's 
going on in France and Cline said something about Scandinavia — 
I'm not sure it's worth looking into — but Thorsen Husein, whom 
I know in Stockholm, is probably worth at least corresponding 
with. We had heard from Mike already about the Italian attempt. 
Today we heard from Suleiman that it failed. After we read 
Suleiman's book, we may find about some other examples. I was 
reminded today about England by Suleiman and I think we should 
look into what took place there because certainly an "old boys 
network" has been established there.

Now going back to my memory of the conversation with Cline, which 
will be probably supplemented by our notes, Cline reminded us of 
the army. And I think we have to look into the army both in our 
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 
know — and I think we will have to write to him about that even 
now — about somebody on the E.T.S. staff who had worked in one 
of the command colleges. They seem to be successful places for 
developing the leadership of the armed forces. It is probably 
true in Israel as wel1.
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country and in this country, and talked to us about the different 
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Then he was not able to find any other places that were 
particularly useful, except the short-term programs that were 
used in industry. 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 is anything there of significance. 
It's certainly worth a conversation with Rand and he gave us the 
names of people at Rand that could be helpful.

As to the curriculum, both Suleiman and Cline saw the strengths 
of the Ecole Normale approach and the more practical Harvard 
Business School 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 theoretical 
literature. Suleiman on the other hand claimed that the 
theoretical literature was ample, but had stopped at a certain 
point. And I think when we write to Suleiman we should ask him 
for what that literature is on elites in relationship to 
intervention and training for them.

Cline argued strongly for developing a research program from the 
very beginning mainly leading to horizontal research, long-term 
research. His suggestion for a portfolio for the interview really 
is not much far advanced than what we have been doing for the 
Jerusalem Fellows, but I think we ought to reconsider that. And 
certainly the notion of developing a team of people that would 
look into, would both develop what goes in the portfolio and
would evaluate that portfolio more systematically.

I don't think there's anything else that Cline had to offer to 
us. Suleiman, besides us discovering 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-offs in undertaking 
this program (although he made it very clear that he was 
supportive of tne idea, particularly in a centralized society). 
Among the dangers that he mentioned was the question of the old 
boys network becoming a source of conservatism and a vested
interest unto itself.

Both of these people we should remain in touch with. I think they
are certainly both interested in any kind of ongoing
relationship that we might suggest if we wanted it, and I think 
we should continue the conversation with them.

None of them had too much to say about curriculum.
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None of them had too much to say about curriculum. 
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Fellows Simulation

Monday, June 17 8:30-2:30
Tuesday, June 18 12:00-1:30

Backup Materials (Caroline)

1. Pads & pencils
2. Background papers of Commission on lead communities
3. Time to Act
4. Inventory
5. LC paper (AH)
6. AH —  additional paper
7. Simulation paper —  AH

Program (8:30-10:30 —  2 hours)

1. Intro
2. Discussion on contract
3. Write outline of contract
4. Discuss process

(10:30-12:30)

5. Contract —  Presentation of current concept
6. Introduce brainstorming
7. Brainstorming session on mandatory programs and optional
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: S.F.

From: A.H.

Re: Lead Communities

We are now looking at modified strategies for the Lead 
Communities, as well as for the monitoring, evaluation and 
feedback loop. It is these modifications that I will attempt to 
describe.

1. Strategy for the Implementation of Lead Communities

Description: A Lead Community will be a site that will undertake 
the implementation of a major development and improvement 
program of its Jewish education. The program -- developed with 
the assistance of the CIJE, will involve a package of products in 
the areas of lay and professional leadership, of educational 
personnel development and of Israel experience. It will be 
carefully monitored and evaluated, and feedback will be provided 
on an ongoing basis. Several Lead Communities will be 
established. Among this list there will be reguired elements 
(e.g. Universal in-service education; recruiting and involving 
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 important. 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 participation as 
a Lead Community. This will ensure that each Lead Community 
undertakes a program of a scope and guality likely to bring about 
major improvement.

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

The goal of the above strategy is to bring about a large number 
of experiments in diverse communities who will be offered 
significant choice, while they are being carefully guided. These 
experiments will be accompanied by an extensive data collection 
and analysis effort aimed at determining which programs and 
combination of projects are most successful and which ought to be 
changed. The more successful ones will then be offered for 
replication in additional communities.

April 30, 1991 

To: S. F. 

From: A.H. 

Re: Lead communities 

We are now looking at modified strategies for the Lead 
Communities, as well as for the monitoring, evaluation and 
feedback loop. It is these modifications that I will attempt to 
describe. 

k Strategy for the Imolementation of Lead Communities 

Description: A Lead Community will be a site that will undertake 
the implementation of a major development and improvement 
program of its Jewish education. The program -- developed with 
the assistance of the CIJE, will involve a package of products in 
the areas of lay and professional leadership, of educational 
personnel development and of Israel experience. It will be 
carefully monitored and evaluated, and feedback will be provided 
on an ongoing basis. Several Lead Communities will be 
established. Among this list there will be required elements 
(e.g. Universal in-service education; recruiting and involving 
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 important. 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 quality of Jewish 
education provided. The CIJE will make a master list of projects 
available and will determine the conditions for participation as 
a Lead Community. This will ensure that each Lead Community 
undertakes a program of a scope and quality likely to bring about 
major improvement. 

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

The goal of the above strategy is to bring about a large number 
of experiments in diverse communities who will be offered 
significant choice, while they are being carefully guided. These 
experiments will be accompanied by an extensive data collection 
and analysis effort aimed at determining which programs and 
combination of projects are most successful and which ought to be 
changed. The more successful ones will then be offered for 
replication in additional communities. 

1 



This strategy differs in several ways from the original 
conception of Lead Communities (which was never fully articulated 
—  see background papers to the February 14, 1990 meeting of the 
Commission on Jewish Education, p.18-24):

1. The original conception entailed comprehensive development, 
with massive investment of human and financial resources, in one 
to three communities. The present strategy involves more 
communities in large scale development —  however not 
necessarily as comprehensive as previously considered.

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

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

4. In the original conception, evaluation -- playing its 
conventional role —  would assess implementation and its impact, 
and successful programs would be subsequently offered to the 
community-at-large for replication. The current conception places 
data-collection on implementation at the heart of the endeavor. 
Its role is to identify -- as early as possible —  but also for 
the longer term, those programs and mixes of projects that appear 
to be most promising, and to recommend policies for their 
diffusion and replication as early as possible. Research —  the 
ongoing monitoring and evaluation of the many projects underway, 
has as one of its goals the rapid identification of the more 
successful programs. The others may be dropped.

2. Implementing the Strategy

Implementation of the proposed strategy involves several steps 
prior to the selection of Lead Communities, as well as changes in 
the selection and implementation process:

1. The strategy will be articulated (in writing) and circulated
for comments.

2. It will be discussed with MLM, with staff, and subsequently
with the Senior Policy Advisors and with the Board of the CIJE.

3. The roster of potential resources for the content work with
communities must be developed and people must be recruited. This
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requires a definition of the tasks involved and, designing an 
induction and on-going work program.

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

5. An inventory of elements to be included (the comprehensive 
list) must be established.

6. The conditions for participation in the project must be 
carefully determined and spelled out.

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

8. The entire process requires a careful simulation. Staff will 
play out this strategy in particular as regards the implications 
for funding and for personnel. (Is this a feasible strategy, for 
what scope?).

9. The research program must be established: A director 
recruited; a steering committee established. It is important that 
the researchers be involved in setting the terms for the project, 
since these terms will impact significantly on research.

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

3. Suggested Schedule

1. Planning: May-July 1991

2. Board and Senior Policy advisors: August 1991

3. Publication of the plan, call for proposals, initiation of
the candidacy/selection process: September 1991

4. Planning the communities

5. Announcements
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MEETING —  MLM-SF-AH, NEW YORK, APRIL 7, 1991

RE: CIJE

1. The HUC proposal will be approved.

2. We discussed the role of JBU as possible ״cop" for training 
endeavors.

3. A masterplan will be prepared on training (possibly JBU?).

4. The statement will be made forcefully that quality control 
is 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 
information and a easy retrieval and access system -- was 
discussed versus the notion of building a research capability for 
North America, which is certainly not what we had in mind for 
this proposal.

6. The CIJE:

a. The 3 alternatives were presented by SF. The clear choice is 
the second alternative. The implication is that we have to look 
for a good leader instead of a "great man." Searching for the 
good leader is now a key task of ours.

7. REVIEW OF MY MARCH 1991 REPORT

Discussion of the last paragraph re: the management of the
Institute

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

8. We discussed the budgets.

9. We discussed the presentation on Wednesday morning at MAF. 
SF will give a historical overview of how we got to where we are, 
whereas I will present the projects.
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CONFIDENTIAL 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 recommendations of the 
Commission and bring about the transformation hoped for by the 
Commission? What level of professional leadership, vision, 
drive, expertise are required? What resources, what power and 
what communal support will make good of expectations?

* Does the CIJE - as currently conceived, have the resources 
(human and financial) to meet this challenge. Can the transfor- 
mation of the Commission1s vision into actual programs be carried 
out within the framework of the mechanism now in motion? If yes 
what will it take to get actual work started? If not, what 
alternatives are available? Should the targets be changed? 
Should a different level of resources be made available?

* 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 initiative? 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 guidance, 
ensure monitoring and evaluation? What proportion of the Insti- 
tute's - and that of its key staff - should be directly allocated 
to the CIJE and what proportion indirectly (most Institute 
projects are of direct importance to the work of the CIJE, but at 
a higher level of conceptualization and generalization (e.g. the 
education of educators))

* What is the place of Lead Communities under various scenarios? 
The Lead Community should be considered both within the context 
of the need of lab for the Mandel Institute, and the optimal 
setting for the implementation of the Commission's recommenda- 
tions. It is NOT discussed here —  will be in the next version.

Several alternative responses are being developed for considera- 
tion. The following is a brief overview.
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JLi. Implementing the full plan —  with a view of bringing about 
systemic change.

a. It is now apparent that implementing the Commission's plan - 
and thus affecting the quality of education and the direction of 
the trendlines —  will take a gigantic effort. The personal 
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 outline 
what is involved in implementing the plan, however it is already 
clear that this great effort will require appropriate staff and 
appropriate resources, beyond what was initially planned.

b. This "full implementation״ alternative would probably involve 
a collaborative relationship between the CIJE and the Mandel 
Institute, with the Institute helping to launch the work, pro- 
viding expertise when turned to and taking responsibility for 
the monitoring and evaluation function.

2. Implementing several pieces —  after an assessment of what 
can be accomplished

a. Rather־than undertake the whole plan, a hard look should be 
taken at what can be accomplished under the current terms. 
Elements of the original plan should be selected for implementa- 
tion (e.g. selected personnel training; 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 plan will only be 
undertaken if likely to bring about agreed upon results.
An analysis will be undertaken of what can be done and of what 
this will require.

b. This "limited implementation" alternative will require that 
the Mandel Institute work closely with the CIJE staff at defining 
and launching the work. Expertise and guidance will be 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 alternative may re- 
quire substantial involvement until the CIJE is fully at work.

Focus on facilitation and coordination of the work by others. 
on a limited version of the recommendation on personnel and on a 
1 educational indicators 1 project

a. The "facilitation and communications" alternative takes a 
minimalist view of implementation. The CIJE will become a facil- 
itator and a source of communications on Jewish education. A 
project will be developed to devise indicators for the field of 
Jewish education. This project, based perhaps at the University 
of Chicago, will monitor changes occurring in the field of Jewish 
education (e.g.increased foundation moneys for educational pro- 
grams, rise in enrollment in training programs, improved profile

5

h Implementing the full plan.::=. with~ view Qt: brinoina about 
svstemic chancre . 

a. It is now apparent that implementing the Commission's plan -
and thus affecting the quality of education and the direction of 
the trendlines -- will take a gigantic effort. The personal 
leadership, vision and drive of a professional head seem to be a 
pre-requisite. What would i t take to find and recruit such a 
person in North America? A paper will be prepared to outline 
what is involved in implementing the plan, however it is already 
clear that this great effort will require appropriate staff and 
appropriate resources, beyond what was initially planned. 

b. This "full implementation" alternative would probably involve 
a collaborative relationship between the CIJE and the Mandel 
Institute, with the Institute helping to launch the work, pro­
viding expertise when turned to and taking responsibility for 
the monitoring and evaluation function. 

h Imolementing several Pieces 
can be accomolished 

after .fill assessment of what 

a. Rath,er ·than undertake the whole plan, a hard look should be 
taken at what can be accomplished under the current terms. 
Elements of the original plan should be selected for implementa­
tion (e.g. selected personnel training; 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 plan will only be 
undertaken if likely to bring about agreed upon results . 
An analysis will be undertaken of what can be done and of what 
this will require. 

b. This "limited implementation" alternative will require that 
the Mandel Institute work closely with the CIJE staff at defining 
and launching the work. Expertise and guidance will be 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 alternative may re­
quire substantial involvement until the CIJE is fully at work. 

J. Focus Qil facilitation and coordination 2.1_ the work !2,y others, 
-2.!l ,s. limited version .Q.!. the recommendation .Qll oersonnel and .Q.D .a 

'educational indicators' project 

a. The "facilitation and commun ications" alternative takes a 
minimalist view of implementation. The CIJE will become a facil­
itator and a source of communications on Jewish education. A 
project will be developed to devise indicators for the field of 
Jewish education, This project , based perhaps at the University 
of Chicago, will monitor changes occurring in the field of Jewish 
education (e.g.increased foundation moneys for educational pro­
grams, rise in enrollment in training programs, improved profile 

5 



of teachers, decline of supplementary schools, rise in participa- 
tion in Israel programs, declining intermarriage figures...) and 
will disseminate its findings. In 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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OCTOBER 4, 1988
TOWARDS THE SECOND COMMISSION MEETING

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 Education". The 
project would entail seeking out examples of outstanding 
education programs and offer them as cases from which to learn, 
from which to draw encouragement, and, when relevant,as examples 
to replicate.

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

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

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

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

* to encourage guality endeavours

* to raise expectations as to what can be done in Jewish
Education.

THE PROCESS

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

a. Commissioners

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

c. People well acquainted with the field.

[It may be difficult - though important - to avoid pressures to 
offer a selection of cases that is "balanced" to represent 
interest groups. This should be borne in mind when deciding on 
the composition of the steering group].

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 Education 11

• The 
project would entail seeking out examples of outstanding 
education programs and offer them as cases from which to learn, 
from which to draw encouragement , and, when relevant,as examples 
to replicate. 

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

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

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

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

* to encourage quality endeavours 

* to raise expectations as to what can be done in Jewish 
Education. 

THE PROCESS 

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

a. Commissioners 

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

c. People well acquainted with the field . 

[It may be difficult - though important - to avoid pressures to 
offer a selection of cases that is "balanced" to represent 
interest groups. This should be borne in mind when deciding on 
the composition of the steering group}. 
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The "Case Studies" process will include the following elements:

1. Identify outstanding programs (should we make a public call 
for "nominations"? Use professional and communal channels to help 
identify the appropriate programs? Use staff and consultants and 
their networks?)

2. Define criteria for selection;

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

4. Define guidelines for case-descriptions;

5. Set up a screening and selection process

6. Do the actual work

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

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

1. Identify outstanding programs ( should we make a public call 
for "nominations" ? Use professional and communal channels to help 
identify the appropriate programs? Use staff and consultants and 
their networks?) 

2. Define criteria for selection; 

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

4 . Define guidelines for case- descriptions; 

5 . Set up a screening and selection process 

6. Do the actual work 

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

flTJF. Board Members 

Morton L. Mandel 

April 1, 1991

Preparations for our first meeting of the board of the now 

Council for Initiatives in Jewish Education are moving a h e a d ,

Our gathering is planned for;

TUESDAY, APRIL 9, 1991 

12 NOON ■ LUNCHEON

COUNCIL OF JEWISH FEDERATIONS OFFICES 

730 Broadway 
New York City

Our Acting Director, Steve Hoffman, has been working with a 
number of consultants and education professionals. They have 

given some initial thought to how we might proceed in 
implementing the major recommendations of the Commission's 

report, A Time to A c t .

Enclosed are a draft mission statement and the minutes of two 

advisory group meetings. The first meeting was held in 

Jerusalem with a few of our consultants in early January.

The second was held recently in New York, by our newly formed 

professional advisory group. I am enclosing a list of our 
professional advisors. Many of the names will be familiar to 
you, but I think you'll be pleased to find some new ones joining 

in our work.

Our staffing effort continues. As previously announced,

Dr. Shulamith Elster, Headmaster of the Charles Smith School in 
Washington, D.C., will be coming aboard as our chief education 
officer on July 1. We are continuing to search for a planning 

director. Also, at our board meeting we'll discuss a search 

process for a full-time director.

I Im ior.,ry Ch·1,1 
M ,1~ M. r 1~l)CI' 

c11c,,r 
Morron L. Man(.iel 

Ar ,in{} l.l1r@ctN 
~tc::pnrn 11 Huffm,, n 

('11,t>f" l:<1uc,w(,r I Offtc~r 
Dr St'1u l.3m,ct1 I l\lf!r 

TO : C':T.TR Ro;1rd Members 

FROM: Morton L. Mande l 

DATE: April l, 1991 
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730 Broadway 

New York City 
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implementing t he major recommendations of the Commission's 
report, A Time t o Act. 

Enclosed are a draft mission statement and the minutes of two 
advisory group meetings . The first meeting was he l d in 
Jerusalem with a few of our consultants in early January . 
The second was held recently in New York, by our newly formed 
professional advisory group. I am encl osing a list of our 
professional advisors. Many of the names will be familiar t o 
you, but I think you'll be pleased to find some new OOQS joining 
in our work. 

Our staffing effort continues. As previously announced, 
Dr . Shulamitb Elster , Headmaster of che Charles Smith School in 
Washington, D.C,, will be coming a.board as our chief education 
officer on July 1 , We are continuing to search for a plRnn ing 
director. Also, at our board meeting we' l l discuss a se~rch 
process for a full - time director . 
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Here's the preliminary agenda £01r our meeting: 

T. CIJE OPERATIONS

A. Structure

B. Finance and administrative issues 

o�. at-aiTing,

I I . ACTION PLAN FOR NEAR TERM

A. Lead communities

B . Pre-professional and in-servico training

C. Research capability

D. Best practices

FOUNDATION COMMUNITY CONTACTS AND ISSUES

A. Initial bridging efforts

B. Current Foundation initiatives

We've made, good use of the time since the Commission ended in November. 
And, we have done so with a part-time staff, and generous assistance from 

our partners at CJF, JESNA, and the JCC Association. The enclosed 

materials frame a number of questions as to how we should proceed with 
lead communities, developing a research capability, and the like. We plan 

to have a number of proposals for action to put before you on the 9th, We 
should have a full and fruitful discussion.

Warmest regards.

Enclosures
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PLANNING GRANT PROPOSAL 
for

NORTH AMERICAN JEW ISH EDUCATION DATABASE

Background

In recent years the organized Jewish community in N orth America has com e to see Jewish education as the 
key to Jewish continuity and survival and a primary guarantor o f the quality o f Jewish life. Consequently, 
providing effective Jewish education for all segments of the population  has attained a high priority  on the 
com m unal agenda. Jewish education is no longer viewed as a "private enterprise" (o f concern only to  parents, 
children and Jewish educators) and as an ideological o r school-based responsibility, bu t ra th e r as a com m unal 
focal point.

Decision making about Jewish education is widespread and decentralized. Many decisions are  being m ade and 
many people and bodies are  making those decisions. < Exam ples>

It is self-evident that decision-m aking can only be most effective when inform ed by ... <Exam ples o f kind of 
info needed upon which to base decisions>

<  G eneral areas o f Jewish educational decision-making, and data that is needed. >

<  W hat is the most effective and efficient way for the Jewish com m unity to collect and dissem inate the  kind 
o f timely, sufficient data needed for decision m aking?>

In order to  make inform ed decision re: best ways to  provide such timely, com prehensive and accurate data we 
need inform ation re:

•  inform ation needs of potential decision-makers and their advisors

•  models for collecting data and inform ation (centralized vs. sub-contractors)

•  models for organizing analyzing data and inform ation (o ther databases and clearinghouses)

•  models for providing access to and dissem inating data and inform ation

Proposal

W e are applying for a grant to  support a planning process to  determ ine how to develop the m ost effective and 
efficient data resource on Jewish educational m atters for the N orth Am erican Jewish community.

A reas of inquiry:

•  identification o f potential users

•  inventory o f potential user’s data and inform ation needs and desires

•  collection and review o f existing models for collecting data and inform ation

•  collection and review o f existing models for organing and analyzing data and inform ation

Uuckground 

PLANNING GRANT PROPOSAL 
for 

NORTH AMERICAN JEWISH EDUCATION DATABASE 

In recent years lhe organized Jewish community in North America has come to see Jewish education as the 
key to Jewish continuity and survival and a primary guarantor o f the quality o f Jewish life. Consequently, 
providing effective Jewish education for all segments of the population has attained a high priority on the 
communal agenda. Jewish education is no longer viewed as a "private enterprise" (of concern only to parents, 
children and Jewish educators) and as an ideological or school -based responsibility, but rather as a communal 
focal point. 

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

It is self-evident that dedsion-making can only be most effective when informed by ... <Examples of kind of 
info needed upon which to base decisions> 

<General areas of Jewish educational decision-making, and daia 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 order to make informed decision re: best ways to provide such timely, comprehensive and accura1e data we 
need information re: 

• information needs of potential decision-makers and their advisors 

• models for collecting da1a and informalion (centralized vs. sub-con1rac1ors) 

• models for organizing analyzing data and information (other databases and clearinghouses) 

• models for providing access 10 and disseminating data and informa1ion 

Proposal 

We arc applying for a grant to support a planning process to de1ermine how 10 develop the most effective and 
efficient data resource on Jewish educational matters for the North A merican Jewish community. 

Areas of inquiry: 

• identification of potential users 

• inventory o f potential user's data and in forma tion needs and desires 

• collection and review of existing models for collecting data and information 

• collection and review of existing models for organ ing and analyzing data and information 



•  collection and review o f existing models for providing access to  and dissem inating data and 
inform ation

Based on analyses o f results o f inquiry, will proposed model for N orth Am erican Jewish E ducation D atabase 

Tim etable

Envision six m onth process.

M onth 1-2 Identification o f potential users and inventory o f  their data and inform ation needs
and desires

M onth 3-4 Collection and review of existing com parable databases and clearinghouses

M onth 5-6 D evelopm ent of proposed model for N orth A m erican Jewish E ducation D atabase

s ta rr

D irector o f Research, JESN A  
D irector o f Research, JC C  Association 
Research Intern

• collection and review of existing models for providing access to and disseminating data and 
information 

Based on analyses of results of inquiry, will proposed model for North American Jewish Education Database 

Timetahle 

Envision six month process. 

Month 1-2 

Month 3-4 

Month 5-6 

Starr 

Identification of potential users and inventory of their data and information needs 
and desires 

Collection and review of existing comparable databases and clearinghouses 

Development of proposed model for North American Jewish Education Database 

Director of Research, JESNA 
Director of Research, JCC Association 
Research Intern 



PARTIAL LISTING OF TOPICAL AREAS ANI) PR O JEC TS FO R  
NORTH AMERICAN JEW ISH  EDUCATION DATABASE

Educational Institu tions and Settings

1. Systematic, coordinated m ethod for updating enum eration and listings o f form al Jewish education
providers, including inform ation on ideological sponsorship, age/grade levels served, contact hours/days 
per week

a. Early Childhood
b. Daycare
c. Supplem entary Pre-Bar/Bat Mitzvah
d. Supplem entary Post-Bar/Bat Mitzvah
e. Day E lem entary
f. Day Secondary
g. Special Education
h. (Family Education)
i. Institutions o f Jewish H igher Learning (including program s for tra in ing Jewish educators)
j. A dult Continuing Education
k. College and University Jewish Studies Programs

2. Systematic, coordinated m ethod for updating enum eration and listings o f inform al Jewish education
providers, including inform ation on ideological sponsorship, are/grade levels served.

a. Camps
b. Israel Experience Programs
c. (Family Education)
d. ???

3. O rganizational structure

S tudents

1. Systematic, coordinated m ethod for conducting enrollm ent census for form al Jewish education
including:

a. Overall enrollm ent figures
b. E nrollm ent by educational setting
c. Breakdowns for at-risk subpopulations (e.g., children o f divorce, children of interm arriage, 

new Americans)
d. Capability to  break down figures according to a variety o f variables (grade levels, setting, 

ideology, com parisons between specific com m unities, etc.)

2. Systematic, coordinated m ethod for conducting enrollm ent census for inform al Jewish education
including:

a. Overall enrollm ent figures
b. E nro llm ent by educational setting
c. Breakdowns for at-risk subpopulations (e.g., children of divorce, children o f in term arriage, 

new Americans)

PARTIAL LISTING OF TOPICAL AUEAS AND PROJECTS FOR 
NOUTH AMERICAN JEWISH EDUCATION DATABASE 

Educational Institutions and Settings 

1. Systematic, coordinated method for updating enumera tion and listings of formal Jewish education 
providers, including information on ideological sponsorship, age/grade levels served, contact hours/days 
per week 

a. Early Childhood 
b. Daycare 
c. Supplementary Pre-Bar/Bat Mitzvah 
d. Supplementary Pos1-Bar/Ba1 Mi1zvah 
e. Day Elementary 
f. Day Secondary 
g. Special Education 
h. (Family Education) 
i. Institutions of Jewish H igher Learning (including programs for training Jewish educators) 
j. Adult Continuing Education 
k. College and University Jewish Studies Programs 

2. Systematic, coordinated method for updating enumera tion and listings of informal Jewish education 
providers, including information on ideological sponsorship, a re/grade levels served. 

a. Camps 
b. Israel Experience Programs 
c. (Family Education) 
d. ??? 

3. Organizationa l structure 

Students 

1. Systematic, coordinated method for conducting enrollment census for formal Jewish education 
including: 

a. Overall enrollment figures 
b. Enrollment by educational setting 
c. Breakdowns for at-risk subpopulations (e.g., children of divorce, children of intermarriage, 

new Americans) 
d. Capability to break down figures according to a variety of variables (grade levels, setting, 

ideology, comparisons between specific communities, etc.) 

2. Systematic, coordinated method for conducting enrollment census for informal Jewish education 
including: 

a. Overall enrollment figures 
b. Enrollment by educational selling 
c. Breakdowns for at-risk subpopulations (e.g., children of divorce, children of intermarriage, 

new Americans) 



3. Analysis o f enrollm ent trends (including longitudinal patterns, relationships to  general dem ographic 
trends, etc.)

4. S tudent recruitm ent

5. Student re ten tion  (especially post Bar/Bat M itzvah, tracking from one type o f educational setting to 
another)

Educators

1. Senior educators (Central Agencies for Jewish Education)

a. Census
b. Educational Background and Qualifications
c. Job D escriptions
d. Salaries and Benefits
e. Personnel Register
f. C areer tracking
g• Staff developm ent
h. Job satisfaction

Senior educators (Schools)

a. Census
b. Educational Background and Qualifications
c. Job Descriptions
d. Salaries and Benefits
e. Personnel Register
f. C areer tracking
g• Staff developm ent
h. Job satisfaction
i. Supervisory practices

Teachers

a. Census
b. Educational background and qualifications
c. Job  descriptions
d. Salaries and benefits
e. Personnel register
f. C areer tracking
g• Staff developm ent
h. R ecruitm ent
i. Pre-service training
j• R eten tion
h. Job satisfaction
i.

es

Turn-over rates

Budget analyses for various settings and institutions1 .
• 

3. Analysis of enrollment trends (including longi1udinal patterns, relationships to general demographic 
trends, etc.) 

4. Student recruitment 

5. StudeJllt retention (especially post Bar/Bat Mitzvah, tracking from one type of educational selling to 
another) 

Educators 

1. Senior educators (Central Agencies for Jewish Education) 

a. Census 
b. Educalional Background and Qualifications 
c. Job Descriptions 
d. Salaries and Benefits 
e. Personnel Register 
r. Career tracking 
g. Staff development 
h. Job satisfaction 

2. Senior educators (Schools) 

a. Census 
b. Educational Background and Qualifications 
c. Job Descriptions 
d, Salaries and Benefits 
e. Personnel Register 
f. Career tracking 
g. Staff development 
h. Job satisfaction 
i. Supervisory practices 

3. Teachers 

a. Census 
b. Educational background and qualifications 
c. Job descriptions 
d. Salaries and benefits 
e. Personnel register 
f. Career tracking 
g. Staff development 
h. Recruitment 
i. Pre-service training 
j. Retention 
h. Job satisfaction 
i. Turn-over ra1es 

Flnonces 

I. Budget analyses for various settings and ins1itu1ions 



2. Tuition  and fees

3. Federation  allocations to Jewish education (am ounts and policies)

4. New sources for funding Jewish education

5. Financial aid and scholarships in Jewish educational settings
a. Policies and practices
b. C learinghouse o f available sources for financial aid and scholarships (particularly for higher 

education)

6. Per pupil costs in various settings 

Governance

1. By-laws and mission statem ents

2. Board m ake-up

3. Roles and responsibilities o f each o f the stakeholder groups (self-perceptions as well as perceptions 
o f  o ther groups)

4. R elationships (school/central agency/federation/denom inational organization)

5. Experiences in community-wide planning for Jewish education

6. Experiences in school-based planning for Jewish education

L earning Program s and C urricula

F or each type of institution o r program :

1. Educational goals and objectives

2. Structural and content analyses of school programs and curricula

3. C learinghouse o f written curricula in various areas (e.g., Hebrew, Bible, Custom s and Cerem onies,
Theology, Jewish History, Israel, Jewish Civics, Arts and C ulture, etc.)

4. Program  effectiveness (see evaluation)

5. C learinghouse o f descriptions of exemplary programs on class-, school-, and com m unity-wide basis

M ateria ls and  Resources

1. C learinghouse o f Jewish educational m aterials and resources through the full range of m edia available

2. C learinghouse (and archives) o f Jewish educational research (sim ilar to  E R IC )

2. Tuition and fees 

3. Federation allocations to Jewish education (amounts and policies) 

4. New sources for funding Jewish education 

5. Financial aid and scholarships in Jewish educational settings 
a. Policies and practices 
b. Clearinghouse of available sources for financial aid and scholarships (particularly for higher 

education) 

6. Per pupil costs in various settings 

Governance 

I. By-laws and mission statements 

2. Board make-up 

3. Roles and responsibilities of each of the stakeholder groups (self-perceptions as well as perceptions 
of other groups) 

4. Relationships (school/central agency/federation/denominational organization) 

5. Experiences in community-wide planning for Jewish education 

6. Experiences in school-based planning for Jewish education 

Learning Programs and Curricula 

For each type of institution or program: 

I. Educational. goals and objectives 

2. Structural and content analyses of school programs and curricula 

3. Clearinghouse of written curricula in various areas (e.g., Hebrew, Bible, Customs and Ceremonies, 
Theology, Jewish History, Israel, Jewish Civics, Arts and Culture, etc.) 

4. Program effectiveness (see evaluation) 

5. Clearinghouse of descriptions of exemplary programs on class-, school-, and community-wide basis 

Materials and Resources 

l. Clearinghouse of Jewish educational materials and resources through the full range of media available 

2. Clearinghouse (and archives) of Jewish educational research (similar to ERIC) 



Evaluation and A ssessm ent

1. C learinghouse o f evaluation and assessment instrum ents and m ethods

2. S tudent achievem ent and/or o ther appropria te  outcom es for each type o f educational program  (long- 
term  effects and short-term  outcom es)

3. S tudent attitudes (including m otivations for enrolling, expectations, satisfaction)

4. Parental attitudes (including m otivations for enrolling students, expectations, satisfaction)

5. E ducato r attitudes (including perceptions o f student and paren tal m otivation, expectations, satisfaction
with student perform ance)

6. Curriculum  evaluation

7. Program  evaluation

8. R elationship  between Jewish education and aspects of Jewish identity 

O ther

1. Central Agencies for Jewish Education (structures, functions and services, governance, staff, budget,
effectiveness, etc.)

Evnlunlion and Assessment 

1. Clearinghouse of evaluation a!ld assessment instruments and methods 

2. Student achievement and/or other appropriate outcomes for each type of educational program (long-
term effects and short-term outcomes) 

3. Student attiludes (including motiva1ions for enrolling, expectations, satisfaction) 

4. Parental attitudes (including motivations for enrolling studen1s, expec1a1ions, satisfaction) 

5. Educator altitudes (including percep1ions of s1uden1 and parental motivation, expectations, satisfaclion 
wilh student performance) 

6. Curriculum evaluation 

7. Program evaluation 

8. Relationship between Jewish education and aspects of Jewish identity 

Other 

1. Central Agencies for Jewish Education (structures, functions and services, governance, staff, budget, 
effectiveness, etc.) 
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)it?/ kduuilton OtUi'c! 
w St'iulciiriiih fhtor ׳

Rabbi Jack Bieler
Hebrew Academy of Greater Washington
2010 Linden Lane
Silver Spring, MD 20910

Dear J a c k :

I believe that the first meeting of CIJE senior policy advisors 
on March 12 went well and want you to know how much I appreciate 
your participation, I found the discussions constructive and 
the outcomes useful and look forward to working with you as we 
begin to implement the recommendations made at the meeting.

Enclosed are the minutes of our meeting. 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 Passover.

Sincerely,

Stephen H. Hoffman

Enclosure
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Rabb1 Jack Bieler 
Hebrew Academy of Greater Washington 
2010 Linden Lane 
Silver Spring, MD 20910 

Dear Jack: 
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I believe that the first meeting of CIJE senior policy advisors 
on March 12 went well and want you to know how much I appreciate 
your participation. I found the discussions constructive and 
the outcomes useful and look forward to working with you as we 
begin to implement the recommendations made at the meeting . 

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

Best wishes for a happy Passover. 

Sincerely, 

Stephen H. Hoffman 

Enclosure 
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MINUTES
COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 

SENIOR POLICY ADVISORS 
MARCH 12, 1991 
10 A.M. - 4 P.M.

COUNCIL OF JEWISH FEDERATIONS 
NEW YORK CITY

Attendance

Jack Bieler, David Dubin, Shulamith Elster, Sylvia Ettenberg, Joshua Fishman, 
Seymour Fox, Irving Greenberg, Stephen Hoffman, Richard Joel, Martin Kraar, 
Sara Lee, Virginia Levi, Daniel Pekarsky, Bernard Reisman, Arthur Rotman, 
Alvin Schiff, Barry Shrage, Stephen Solender, Eliot Spack, Jonathan Woocher

Copy to

Robert Abramson, Josh Elkin, Robert Hirt, Morton L. Mandel, Henry L. Zueker

I . Introductory Remarks

The chair noted that the senior policy advisors of the Council for 
Initiatives in Jewish Education (CIJE) is a group in formation. We 
anticipate additions to this group from the Reform movement, the 
Orthodox movement, and the Association of National Youth Group 
Directors. This group will work with the board and staff of the CIJE, 
contributing individual and collective expertise to the CIJE effort.

It was noted that the Commission on Jewish Education in North America 
chose to focus on the areas of personnel and community in an effort to 
enhance Jewish education for Jewish continuity. Throughout its 
deliberations, the Commission noted a lack of adequate data and the 
importance of establishing a more far reaching research component for 
the field of Jewish education. The role of CIJE is to take the ideas
of the Commission and make them concrete through demonstration and 
implementation activities.

Since the final Commission meeting in November 1990, Dr. Shulamith 
Elster has been designated chief education officer, effective July 1, 
1991, and a search is under way for a planning officer to bring 
expertise in community organization and social planning. Negotiations
are under way for space at CJF and funds are being raised to cover the
core budget of CIJE for a period of three years.

A preliminary planning meeting took place in Jerusalem in January. The
minutes of that meeting were distributed to senior policy advisors and 
served as a basis for discussion throughout the day.
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I. lntroductorv Remarks 

The chair noted that the senior policy advisors of the Council for 
Initiatives in Je~ish Education (CIJE) is a group in formation. We 
anticipate additions to this group from the Reform movement, the 
Orthodox movement, and the Association of National Youth Croup 
Directors. This group will work with the board and staff of the ClJE, 
contributing individual and collective expertise to the ClJE effort . 

It was noted that the Commission on Jewish Education in North America 
chose to focus on the areas of personnel and community in an effort to 
enhance Jewish education for Jewish continuity. Throughout its 
deliberations, the Commission noted a lack of adequate data and the 
importance of establishing a more far reaching research component for 
the field of Jewish education. The role of CIJE is to take the ideas 
of the Commission and make them concrete through demonstration and 
implementation activities. 

Since the final Commission meeting in November 1990, Dr. Shulamith 
Elster has been desi3nated chief education officer, effective July 1, 
1991, and a search is under way for a planning officer to bring 
expertise in community organization and social planning. Negotiations 
are under way for space at CJF and funds are being raised co cover the 
core budget of ClJE for a period of three years. 

A preliminary planning meeting took place i.n Jerusalem in January. The. 
minutes of that meeting were distributed to senior policy advisors and 
served as a basis for discussion throughout the day. 
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The purpose of this meeting was to determine how to move ahead with the 
establishment of lead communities, with efforts to build the
profession, and with the building of a research capability, It was
anticipated that the day would result in proposals to the CIJE board of
a game plan which CIJE staff and identified experts could proceed to
execute.

In the discussion that followed, it was agreed that the three 
directions to be discussed are interconnected and that one role of the 
senior policy advisors and staff is to maintain the linkages among 
them. Another role will be to bring the expertise of regional and 
national organizations to work with lead communities in accomplishing 
their goals.

Several advisors raised questions about the role of the CIJE in funding 
its initiatives. It was noted that lead communities will be expected 
to support a local planning effort with local funds and that the CIJE's 
role would be to provide expertise and to help identify funders to 
assist with specific implementation action. The concept of the lead 
community itself should energize a community and its personnel to take 
action for Jewish education. Advisors noted that some pool of funds
available to the CIJE for implementation of lead community efforts 
could be important and should be suggested to the board.

II, Review of Working Papers

Senior policy advisors spent most of the day in working groups, each 
reviewing preliminary papers on one topic, and concluding with the 
following recommendations.

A. Lead Communities

1. How will Lead Communities be Identified?

Two possible approaches will be recommended to the board. The 
first,' described as the buckshot approach, would invite any
community in North America to apply to be a lead community.
The second approach is to ask senior policy advisors to
identify 10-12 communities with the potential to succeed, and
to invite them to apply. From the applicants, 3 5  communities ־
would be selected.

2. 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
c. Lay leadership commitment

..... .. -- ...., ... ,...., . ...,~ 
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The purpo~e of this meeting was co determine how co move ahead with the 
establishment of lead communities, with efforts to build the 
profession, and with the building of a res~arch capability. It was 
anticipated thst the day would result in proposals to the CIJE board of 
a game plan which CIJ~ staff and identified experts could procP.od to 
execute. 

In the discuss ion that followed, it was agreed that the three 
directions to be discussed are interconnected and that one role of the 
senior policy ndvisors and staff is to maintain the linka~es among 
them. Another role will be to bring the expertise of regional and 
national organi~ations to work with lead communities in accomplishing 
their gods. 

Several advisors raised questions about the r ole of the CIJE in funding 
its initiatives. I t was noted that lead communities will be expected 
to suppo~t a local planning effort with local funds and that the CIJE 1 s 
role would be to provide expertise and to help ~dentify funders to 
assist with specific implementation action. The concept of the lead 
community itself should energize a community and its personnel to take 
action for Jewish education. Advisors noted that some pool of funds 
available to the CIJE for implementation of lead community efforts 
could be important and should be suggested to the board. 

II. Review of ~ork i ne Pauers 

Senior policy advisors spent most of the day in working groups, each 
reviewing preliminary papers on one topic , and concluding with the 
following recommendations. 

A. Lead Communities 

1. How will Lead Communities be Identified? 

Two possible approaches will be recommended to the board. The 
first, · described as the buckshot approach, would invite. any 
community in North America to apply to be a lead community. 
The second approach is to ask senior policy advisors to 
identify 10·12 com1nunities with the potential to succeed, and 
co invite them to apply. From the applicants, 3.5 communities 
would be selected. 

2. What Criteria should be use.din Selectinr; Lend Communities? 

The following criteria will be considered in selecting lead 
communities. 

a. City size 
b. Geographic location 
c. Lay leadership commitment 
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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
i. Willingness of a community to take over the process and 

carry it forward
j . Replicability
k. Commitment to coalition building (synergism)
1, Commitment to innovation
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
o. Agreement with the importance of creating fundamental 

reform, not just incremental change

3. What will CIJE bring to Lead Communities?

a. Expertise of CIJE staff and planning teams
b. Help with the cost of outside experts
c. The ability to link projects with potential funders

4. Required Program Areas to be Addressed bv a Lead Community

a. Programs to train personnel
b. Lay leadership development
c. Israel program development

There was discussion about the value of pointing to a
single program area. It was suggested that not all lead
communities need focus on a single program area. This is 
to be discussed further.

d. An ongoing focus on goals and philosophy
Advisors felt that this area should be a focus of planning 
teams, but might not be a necessary precondition for every 
lead community.

5. Best Practices

It was agreed that work should begin now to identify an array
of successful approaches for possible implementation by lead
communities. Each "best practice" would be accompanied by the 
names of one or more experts to be consulted.

It was suggested that the CIJE periodically convene 
representatives of the lead communities for workshops on how 
best to treat a program area such as early childhood, family 
education, media and technology, etc.
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h. Presence of some strong professional leadership 
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formal and informal education 
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o. Agreement with the importance of creating fundamental 
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3. \Jhat will CIJE bring to Lead Communities? 

a. Expertise of CIJE staff and planning teams 
b. Help with the cost of outside experts 
c. The ability co link projects with potential funders 

4. Required Pro2ram Areas to be Addressed bv a Lead Comrnunitv 

a. Programs to train personnel 
b. Lay leadership development 
c. Israel program development 

There was discussion about the value of pointing to a 
single program area. It was suggested that not all lead 
communities need focus on a single program area. This is 
to be discussed further. 

d. An ongoing focus on goals and philosophy 
Advisors relt that this area should be a focus of planning 
teams, but might not be a necessary precondition for every 
lead community. 

5. Best Practices 

It was agreed that work should begin now co identify an array 
of successful approaches for possible implementation by lead 
communities. Each "best practice" would be accompa1,ied by thE'! 
names of one or more experts to be consulted. 

It was suggested that the CIJE periodically convene 
representatives of the lead communities for workshops on how 
best to treat a program area such as early childhood, family 
education, media and technology, etc. 
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It was suggested that each community be assigned an "account
executive" and a team of experts to work with it. It was
further agreed that the senior policy advisors would maintain
close contact with this team and with the lead communities to 
provide quality control.

B, Training

The working group on training identified the following concerns for 
further consideration:

1. Recruitment

What type of recruitment activities should be undertaken? How 
can these reflect the variety of needs within the field? How 
many students can current programs accommodate? What efforts 
can be undertaken to enhance the profiles of the training 
institutions?

2. Definitions of ,‘professional"

How should "professional" be defined? What are the elements of
a working definition: full-time vs. part-time, professional
training programs, certification, appropriate compensation?

What is the role of the professional school in the building of
the profession? What role can professional organizations 
play? How can this definition reflect the "stratification" of
the field and differentiated staffing within institutions?

3. Training objectives

What is the mission of current programs? How is this mission
articulated? What is their "vision" of the profession? What 
should be the objectives of training programs? Should programs 
train for current needs and current delivery systems? Should 
institutions be working to design programs to prepare personnel 
to meet future needs?

4. Training

The training of professionals for Jewish education should be 
thought of as a continuum: pre-service/professional
training--in-service/ continuing education.

What alternatives exist to degree granting programs? What 
training needs can be met through continuing education units? 
How can these programs be implemented--local sites, CAJE?
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5. Standards for training and for the profession

How can standards of "excellence" be implemented? " 'Good
enough' is not acceptable."

6. Selected research issues

Identification of the qualities, or character traits, of highly 
regarded educators to serve as models o£ professionalism.

Identification of inhibiting and enhancing factors that 
contribute to participation in in-service and continuing 
education programs.

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

.Building the Profession should include a thorough examination 
of all of the above.

7. Next steps

a. The important first step Is 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 positions 
in the field and projections made as to needs five and ten 
years out.

b. Recruitment strategies should be developed to meet these 
needs and programs developed at the training institutions 
to meet the training needs of the recruits,

c. The research agenda should include issues related to the 
building of the profession.

In the discussion that followed, it was suggested that it will be 
difficult for communities to provide professional training to 
part-time educators in the same way that full-time educators are 
prepared. Each lead community might look at particular ways of 
training and upgrading part-timers.

It was suggested that one goal of the effort to build the 
profession might be to create careers within the synagogue 
setting. There should be room for one to two full-time people in 
most synagogues to focus on classroom education, family education, 
etc. These positions would require a special kind of training.
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In this same, context, it was noted that we anticipate the lead 
community concept identifying new kinds of personnel, which will
require new training systems. We. need to think creatively.

C . Research and Development of a Data Base

It was suggested that priorities far research include the 
following:

1. Development of an Agenda

A researcher working with staff and an editorial board should
map out what is currently available, creating a blueprint or 
framework for further study.

a. A research agenda should be defined in reference to the 
CXJE's other agendas.

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

c. This study should be done in the context of various 
definitions of research, e.g. experimental research 
anticipated in the framework of lead communities should be 
included,

d. This should show how research can lead to better practice
and professionalism. The challenge is to effect change,

2. There is a need to develop a data base as quickly as possible, 
This can be accomplished by bringing together a group of 
experts (JESNA and JCCA have people available) for 
brainstorming, consultation, and preparation of a paper. They 
should identify the audience--the key decisionmakers--and 
determine what they need to know. They should indicate what 
this data bank will do for Jewish education.

During the consultation phase the team should talk with tho 
experts involved in data gathering, talk to people in the field 
to be sure that the data is needed, and be honest about what is 
available and what is not. It will be important to clarify 
such terms as formal and informal education so that everyone is 
talking about the same issues.

3. Research should play a central role in the work of the CIJE.
The C U E  should serve as a model, showing that good education
planning flows from a strong research program, It was 
suggested that one member of the C U E  staff serve as 
coordinator of the research effort.
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4. Next- Stans

Based on the foregoing report it was suggested that a
researcher be identified now Co prepare a map of the field and 
that a group of JESNA and JCCA staff be asked to move ahead
quickly to prepare a paper on the data base for possible 

presentation at the April 9 CIJE board meeting,

III. General Discussion

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

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 current
system. In this context, it was suggested that each lead community be
encouraged to include a marketing component in its efforts.

The CIJE staff will now move ahead to implement some of the specific 
steps recommended at this meeting. This will be done in consultation
with senior policy advisors.

Future meetings of the senior policy advisors will be scheduled for 
early summer and early fall.
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PRELIMINARY WORKING PAPERS FOR DISCU8SION BY CIJE 

SENIOR POLICY ADVJJ30R8; NOT FOR DISTRIBUTION

STRATEGIC PLAN FOR THE DEVELOPMENT 
OF LEAD COMMUNITIES

SOME ISSUES TO BE CONSIDERED

BACKGROUND

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

A. Lead communities will be model communities. In the lead 
communities, the CIJE hopes to demonstrate what can happen 
when:

o a community has outstanding personnel 
o Jewish education is recognized as important

__ - by the community and its leadership
—-׳  o necessary funds are available

These communities will serve a '1leadership function11 
for other North American communities. As laboratories 
for educational practices and policies, they will function 
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 programs.

Through feedback, evaluation and close monitoring, the 
innovations developed in the communities will be 
diffused throughout the continent.

THE CIJE ASSIGNMENT

A planning process will systematically develop the concept of 
"Lead Communities". A CIJE sub-committee staffed by educators 
and planners will guide the process.

The olan should include:

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

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

1.

11.

3. Recommendations to guide the work with lead 
communities ( Appendix B).
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II. THE CIJE ASSIGNMENT 

A planning process will systematically develop the concept of 
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and planners will guide the process. 
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Criteria for the selection of lead communities.

A method for the selection of lead communities.

Suggestions for an appropriate local mechanism 
for work with CIJE to establish the lead community 
and to coordinate on-going activities.

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

A program for the development of best practices.

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

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

Recommendations for the development of 
community leadership to guide and support the 
lead community.

A process for building contacts with foundations 
interested in supporting specific categories of 
innovative programs.

A mechanism to maintain- in partnership with CIJE ־ 
a feedback-loop to monitor and guarantee ongoing 
program evaluation.

Recommendations for diffusion of the findings on the 
impact of programs in the communities. This should 
include recommendations on the ideal relationship and 
method of communication between lead communities and 
other interested communities, and between 
institutions and organizations during the period when 
ideas and programs are being developed.

Alternative scenarios of how a
lead community might work ( Appendix C).

4.

5.

6.

7 .

8 . 
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10.
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14.

15.
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Alternative scenarios of how a 
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APPENDIX A

LEAD COMMUNITIES; TWO POSSIBLE MODELS

A. A lead community could be all of the Jewish educational 
institutions of an individual community. One to
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 childhood programs, supplementary 
schools, day schools, 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 school age), by institutions (e.g., 
day schools), or some combination.

For example, three lead communities could decide to focus on 
early childhood, 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.
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tested, they will be carefully monitored and subject to 
critical analysis. Openness and creativity, monitoring 
and accountability are not easily accomplished, 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 dissemination.

DISSEMINATION

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

WORKING ASSUMPTIONS

The Lead Community concept is based on several assumptions.

1. LOCAL INITIATIVES

The initiative must come from the local community and 
the key participants must be fully committed to the endeavor. 
The community must set for itself the highest possible 
standards and guarantee necessary funding. The community 
selected will have to develop a local mechanism to be 
responsible for the initiation of ideas, the design of 
programs and program implementation.

2. LEARNING BY DOING

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

3. BEST PRACTICE

An inventory of 1'best practice” will be an important resource. 
Examples suggested by the denominational bodies, their training 
institutions, educational organizations, JCCA, JESNA, CJF, 
and other groups, together with their staffs will be 
hrnng-h-h t.n the site, intearated and funded.

4. CONTENT

The educational program will be guided by a carefully 
articulated philosophy developed by reflective 
deliberations on educational goals and implementation 
strategies. Local institutions working with the national 
organizations and CIJE co-sponsors and others will be invited 
to participate and will produce background papers on the 
philosophy to guide the effort. These papers will address: 
the problem of translating philosophy into curriculum, 
the texts to be studied and the teaching methods to be 
used. They will also be used to guide the evaluation of the 
program.

5. ENVIRONMENT

The community will be characterized by innovation and 
experimentation. Creativity will be encouraged. Programs 
will nefe ]38 *Misting id??. .?־ ־־י* ‘*
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AN EXAMPLE OF A LOCAL COMMUNITY AT WORK

After establishing selection criteria, the Board will consider 
several possible couununities and choose from among them. Each 
community js«l*־uLtsd will ureetL-ts 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 education, the commitment of lay 
leadership, and the current level of funding.

A preliminary plan would then be developed. Some of its elements 
must include:

1. PERSONNEL

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

The study will also identify the gaps - positions that need 
to be created and ultimately filled. The denominations, 
organizations and training institutions and others will be 
invited to join in developing a plan for recruiting, training 
and retaining personnel.

a. RECRUITMENT

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

Some examples:

o Recruit appropriate local college students and 
contract with them for several years of work 
in the supplementary schools, day schools and JCCs

o Recruit people interested in career changes.

o Encourage general educators to train for positions 
in Jewish education.

o Recruit outstanding educators( e.g., Jerusalem 
Fellows, Senior Educators) from outside the 
community to assume key positions.

o Recruit personnel from national organizations and 
build a program to prepare them for positions.
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for positions.

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:

o All non-professional teachers will be individually 
assessed (current knowledge, individual potential) 
and a program designed to meet their needs.

o All professional teachers, principals, and informal 
educators will be involved in continuing education 
planned jointly by the national and local 
mechanisms.

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

o A consortium of training institutions each with 
a specific assignment - could adopt the community. 
The training institutions, the local universities, 
institutions in Israel, and other appropriate 
groups could be invited to participate.

o Lay leadership training programs will be 
established.

o 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 experts in early childhood
oducation! f orj taaohar-tpra inarc ■£a i r Euqqialictc
israei experience programs; consultants 
on jewisn programming ror j c c s ; aauit ana ramiiy 
educators,
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increase in the number of positions in the 
community. This could include more full-time 
positions. This could be the beginning of a new 
conception of the profession!

Accompanying this should be a description of the 
training, salary, benefits and status appropriate

. . - ... 
for positions. 

b. TRAINING 
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positions. This could be the beginning of a new 
conception of the profession! 

Accompanying this should be a description of the 
training, salary, benefits and status appropriate 



to each position. 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, principal.

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 training. The local mechanism will 
determine the conditions that are necessary to retain 
outstanding people in the field.

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 own 
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 obtained 
for the work. A partnership between the lav leadership, 
educators. and educational institutions must be created.

AN EXAMPLE OF AN INSTITUTION - THE SUPPLEMENTARY 3 CHOPL

The cupplcncntary cahoolc in a cpcoifio community arc
offered below as one example of how the CIJE and local 
group could work to implement appropriate 
recommendations.

A community taskforce composed of the acknowledged 
leaders of various movements is created to help the 
local group examine the schools. They bring 
examples of ״best practice״ and invite their 
developers and thinkers in the area to join in 
deliberations on the supplementary school. Together, 
they plan an approach to improving the supplementary 
school.

The following might be included:
o elaboration of education philosophies.

o school's relationship to synagogue,
informal education, summer camping, trips 
to Israel, family and adult education.
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o definition of legitimate and anticipated 
educational outcomes.

o Scope and Sequence of curriculum and its 
content

o available methods and materials to be introduced.

o 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 and the CIJE reviews, modifies, and
adopts the plan. Funding and criteria for evaluation are
agreed upon. The appropriate institutions are asked to 
undertake responsibility for training the personnel and
experiment as a whole. For example, for ,־accompany the-,׳
the Conservative schools, the Jewish Theological Seminary 
and its Melton Research Center works with the staff 
holpin<j t־h<?Tn +־n Hprirfp חח materials and to develop a 
training program for its teaching. 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 together. On many 
issues-such as integration of formal and informal 
education and the use of the Israel Experience and family 
education, 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 proper thinking and training.
We also see how informal education, the Israel 
Experience, family eduction and other elements 
combine to increase the impact of the supplementary 
school.

CUE, in addition to its role in planning, evaluating and 
overseeing the entire project, would, as quickly as 
possible, extrapolates principles from the experience. 
The public debate lead to the development of policies 
on important issues (such as salaries, benefits, 
professional status, sabbatics, etc.) Specific lessons
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PRELIMINARY WORKING PAPER FOR DI8CUS8ION BY 
CIJE SENIOR POLICY ADVI8QR8 

NOT FOR DISTRIBUTION

A STRATEGIC PLAN FOR THE TRAINING OF JEWISH EDUCATORS 
FOR NORTH AMERICA

GUIDELINES FOR PR0P08AL8

BACKGROUND

The field of Jewish education in North America is plagued by a 
severe shortage of trained and qualified educators for its 
numerous formal and informal settings.

It is estimated that there are approximately 5,000 full-time 
positions for Jewish educators and another 20,000-30,000 
part-time positions. At the same time, all training programs 
for Jewish education - with the exception of the Haredi sector- 
graduate together approximately 100 people per year —  a figure 
woefully inadequate to meet the needs of the field.

An improvement in this situation is contingent upon a 
significant increase in the number of well-trained educators. 
This includes training for competence in Judaica, Hebrew 
language proficiency and mastery of theory and practice.

It is estimated that today less than one-half the educators in 
the field have these qualifications.

The Commission on Jewish Education in North America has 
developed several recommendations to improve Jewish education 
including 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 undertaken for the
systematic development of pre-service and in-service training
for Jewish educators for North America.

The product will consist of alternative short, medium and 
long-term development strategies and their policy implications 
and plans for implementation.

Recommendations might include:
o strategies for the expansion of existing training

o
Droarams
links with existing educator training nrograms at

o
general universities
use of Israel as a resource for training existing
programs and new programs

I.

II.

PRELIMINARY WORKING PAPER FOR DISCUSSION ax 
CIJE SENIOR POLICY ADVISORS 

NOT FOR DISTRIBUTION 

A STRATEGIC PLAN FOR THE TRAINING or JEWISH EDUCATORS 
POR HO~TH ~ERICA 

GUIDELINES POR PROPOSALS 
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including the recommendation to Build the Profession. 
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II. THE ASSIGNMENT 

A planning process must be undertaken for the 
systematic develooment of pre-service and in-service training 
for Jewish educators for North America. 

The product will consist of alternative short, medium and 
long-term development strategies and their policy implications 
and plans for implementation. 

Recommendations might include: 
o strategies for the e>epansion of ~~isting training 

programs 
o links with existing educator training programs at 

general universities 
o use of Israel as a resource for training existing 

programs and new programs 



o recommendations for the creation of new and innovative 
programs, any combination of the above and more.

The program will also include recommendations for the; 
o recruitment of candidates for training 
o strategies for dealing with the current shortage of 

faculty of training programs 
o improvement of the curriculum of these programs 
o financial aspects of the entire endeavor -- e.g., 

above costs as well as tuition costs, student 
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 advancement; sponsorship of training - in 
particular in-service training.

Is this an activity appropriate for the bureaus of Jewish 
education? for individual schools? for community centers? for 
national organizations? training institutions?

What is the most appropriate role for Israeli institutions ? 
What kind of partnership should or could be built?
What incentives should be made available to encourage 
participation?

THE PLAN

The planning process will include the preparation of a map of 
the field of training, including an overview of current 
training opportunities in both Jewish and general institutions 
in North America and in Israel.

Parts of this map are already available, in particular in 
the area of pre-service training. Mapping current 
in-service training programs is a more complicated assignment 
because of the variety, geographic distribution and local 
nature of much of the training. Relevant organizations- 
such as JESNA for education in formal settings, the 
JCC Association for education in informal settings, bureaus 
of Jewish eduction, the training institutions in the United 
States and in Israel, the WZO education departments- will 
all need to be consulted on the scope, content, quality 
and availability of training.

The mao will provide a picture of the current resource 
and will identify challenges and opportunities. Key issues 
facing the training of educators will be identified and 
analyzed.

How will faculty for training programs be recruited and 
trained?

What specialized programs must be developed?

III.
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Where should these be developed ?

A detailed needs assessment will be prepared. This is a 
complicated as very little exists in most areas, and a great 
deal is required for all.

How much pre-service training is required? (e.g., the field 
presently needs ,'X״ early childhood teachers and will need "X" 
more within five years).

For in-service training, teachers of subjects in Jewish 
schools —  Hebrew, history, Bible, prayer, etc. —  
probably need to be involved in regular, systematic 
upgrading programs.

New programs are required for informal educators who are now 
faced with the need to intensify the role of the JCC as a 
Jewish educational institution.

The need.for faculty training will have to be addressed for 
the different assignments. Faculty for in-service education 
is likely to be more readily available than faculty for pre- 
service education.

Alternative strategies will be designed. In order to inform 
the staff's analysis, key individuals (lay
leaders, heads of training programs, experts in the fields 
of Jewish and general eduction, members of the CIJE 
board) will be interviewed. The interviews will identify the 
problems, ideas and visions that should inform decisions and 
lead to preferred policies and directions for development.

The setting of priorities will be particularly important: 
o With what segment of the field should we begin? 
o With teachers of Hebrew or teachers of history? 
o Should we concentrate on didactic skills or on the 

commitment of teachers to Jewish values? 
o What will be the respective scope of efforts in the 

area of pre-service and in-service training?

Recommended policies need to be spelled out and must include 
anticipated outcomes, required resources —  human, financial, 
organizational —  and the time frame. The various 
recommendations must include detailed implementation plans. 
The plan must allow the CIJE to select appropriate policies 
and to have a clear picture of their implications.

A steering committee will be set up by the CIJE to review 
planning proposals and to guide the planning process.
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PRELIMINARY WORKING PAPER: FOR DISCU88ION PURPOSES BY CIJE
SENIOR POLICY ADVI80R8: NOT FOR DISTRIBUTION

DEVELOPING A RESEARCH CAPABILITY IN NORTH AMERICA

SOME ISSUES FOR CONSIDERATION

1. The Commission on Jewish education pointed to the lack of 
reliable data on Jewish education.

,'There is a paucity of data about the basic issues, 
and almost no evaluation has been made to assess the 
quality 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 monitoring. We do not know 
what works in-Jewish education. We do not even know much 
about what students know at different stages of their 
education. There are not enough standardized achievement 
tests. There is not sufficiently accurate information 
on the number of teachers in the system, their 
qualifications and their salaries.

We also need more extensive investigation into the 
history and philosophy of Jewish education in 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 capability:

 A research capability...will be developed at״
universities, by professional research organizations, 
as well as by individual scholars. They will create 
the theoretical and practical knowledge base that is 
indispensable for change and improvement. A 
comprehensive, long-range research agenda will be 
outlined...."

2. The staff of the Council on Innovations in Jewish Education 
(CUE) suggested that as a first step a
distinguished/outstanding researcher be asked to map and assess 
the existing research capability (people, institutions, 
forums, resources) and to recommend approaches to the 
development of an agenda. The researcher would work with an 
active steering or editorial committee. The work would be 
brought to the Senior Policy Advisors and to the Board of C U E  
for approval.
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people actively, involved in research on 
Jewish education in North America.

2. There is a group of academics in general education 
who are Jewish and have expressed great interest 
in Jewish education (e.g., Gammoran and Pekarsky 
at the University of Wisconsin; Fieman Nemzer at 
Michigan State University).

3. There are researchers in general education who are 
Jewish, who might be recruited to the task (e.g., 
Henry Levin at Stanford University).

4. There are subject matter experts - primarily 
professors of Judaica who could be invited to 
contribute their expertise (e.g., Prof. I. Twersky
at IIar־v׳ar,d University) .

What can should be done to expand the pool of individuals who 
devote themselves to research.

b. The Research Agenda:

1. 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 education 
or in other areas. (see Appendix A - from the 
Background Papers to the Fifth Commission meeting). 
These gaps should be defined and documented,

ב . Son9 early attempts have bsen nade to define the
agenda. These often consist of extensive lists of 
possible research topics. There is a need for a 
reasoned agenda. Researchers and others should think 
through the needs and prioritizing them, 

o What is already available? 
o What will make a difference? 
o What is most urgent?

3. The researcher will need to consider the 
situation from several perspectives. From 
statistical data (profile of the teaching force) 
to the question of indicators.

o How are we improving knowledge and skills 
this year?

o What is the true relationship of tuition to 
day-school enrollment? 

o How much does it cost to run an educational 
institutions? 

o What are alternative modes of financing? 
o How effective has this innovative - or 

ongoing program been?
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4. In the area of curriculum there are examples of 
attempts to prepare subject matter for curriculum. 
In general, the curriculum for formal and 
informal settings is underdeveloped and - except 
for the Haredim - lacks a contemporary historical 
and philosophic foundation. In most settings work 
is done without an overall syllabus or set curricula. 
Programs often depend on the ingenuity of the 
individual educator.

5. Needs, desires, expectations - the market - have 
not been addressed.

o What do parents want for themselves? for 
their children? 

o What do students want? 
o What do rabbis and lay people want? 
o What is the fit between what exists what is 

wanted?
o Do the North American Jews have the 

education they want?

6. What are the policy implications of the above? 
Additional questions?

c. The Assignment:

1. The researcher should work together with a steering 
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 
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one foundation or whether several foundations will be 
approached for specific grants consistent with each 
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M a n d e l  Ins t i tute ן  ו כ מ ל  ד נ מ

or-ז  the A d v a n c e d  S tu d y  and D e v e l o p m e n t  o f  J e w is h  E d u c a t i o n

Planning Workshop with the 
Council for Initiatives in Jewish Education

January 7-10,1991 

Held at the Mandel Institute, Jerusalem

Participants:

Ami Bouganim, Shulamith Elster, Seymour Fox, Annette Hochstein, Steve Hoffman, 
Alan Hoffmann, Danny Marom, Marc Rosenstein, Arthur Rotman

Introduction

S. Hoffman reviewed his paper on the mission, method of operation, and structure of the CUE 
(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 arose in the discussion of how to implement the local
communities project:

a. We cannot ignore other efforts underway and focus only on lead communities; there may 
be other community and foundation projects deserving of our interest and support.

b. In choosing candidates for lead communities, do we prefer those which have weaknesses 
(e.g. lack of top leadership) which we can remediate as a demonstration, or do we choose 
communities which are already strong, to model excellence (but possibly not significantly 
replicable)?
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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 community 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 period.

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: 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 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, involving 
comprehensive, systematic planning; a national perspective and involvement (via various 
national educational institutions, movements, etc.); 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, etc.)

The following points were agreed upon:

a. The centrality of systematic assessment and planning and the role of the CIJE in providing 
resources and incentives for this process.

b. The full support of top local lay leadership as a sine qua non.

c. The overall goal of creating fundamental reform, not just incremental change; of creating 
new approaches, not just extinguishing fires.
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d. The importance of an approach based upon research, analysis and national decision- 
making.

e. Lead communities serve as laboratories, but not as the only laboratories: we might be 
supporting experiments elsewhere for eventual application in a lead community.

f. The need to establish a contractual relationship between the CUE and the lead community.

The discussion moved on to the issue of what the CIJE would provide for a lead community. 
A model 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, matchmaking, 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.

b. Arranging for the seconding of staff resources from existing institutions to the lead 
community.

c. Providing up-to-date information on developments in general and Jewish education 
relevant to the communities’ planning process.

d. Finding and “certifying” best practices is a valuable service which the CUE needs to 
provide to assist lead communities. This turns out to be not as simple as first appears. The 
CUE will have to invest resources and energy into studying the whole concept of best 
practice, and developing procedures for finding, certifying, and communicating best prac- 
tices to lead communities and others.

e. Serving as a broker between lead communities and foundations, for providing funding and 
for particular programs relevant to the communities’ needs.

f. Guiding the local planning and research process, providing assistance as needed, quality 
control, monitoring and feedback.

There ensued a discussion of the essential “building blocks” which would have to be part of a 
lead community’s plan of action. At this stage of our work, the following were suggested:

a. Programs to train personnel.
b. Lay leadership development.
c. Israel program development.
d. A framework or frameworks for deliberation on educational philosophy and goals.
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It was agreed that the “tone” set by the CIJE is important: we need to embody and stand for
excellence, continuously to hold before the communities a model of thoughtful, serious 
planning, research, and implementation.

The consensus was that the CUE has a responsibility to set the very highest standards possible, 
demanding tough quality control, never “settling” for compromises on work quality.

ACTION AGENDA FOR IMPLEMENTING LEAD COMMUNITIES

1. Recruit planning team (in-house and/or borrowed) to map out overall program.

2. Develop selection procedure and criteria, and “visiting team” if necessary.

3. Prepare assessment/diagnostic tools to assist communities in self study (“educational 
profile”).

4. Set up monitoring/feedback loop: procedure and framework for ongoing evaluation.

5. Set up process for identifying, documenting, and disseminating “best practice.”

6. Set up framework for training and assisting community leadership in developing:
1) proposals, 2) community educational plans, and 3) local monitoring/feedback loop.

7. Establish framework for creating “programmatic menus” to help communities choose 
new ideas and programs for implementation.

8. Start ongoing process of accumulating “roster of experts” — contacts in the academic 
world (and other worlds) who can provide assistance to communities in self- examina- 
tion, planning, and introducing innovations.

9. Start ongoing process of building contacts with foundations with interests in support- 
ing specific categories of programming, in order to help find funding for lead 
communities’ innovations.

10. Develop key elements of contract defining relationship between lead communities 
and CUE; what are the specific requirements of the lead community and of the CUE?

11. Create framework for discussions with and among continental agencies (e.g., JESNA,
JCCA, denominational education bodies, etc.) regarding a) their providing services 
to lead communities; b) the identification of “best practice” programming which may 
exist on a continental level under the auspices of these agencies and may be useful to 
lead communities.__________________
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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 evaluation
•  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. Recruitment
4. Compensation
5. Networking

In discussion of how to attack this list, the issue arose of the tension between the CIJE’s 
inclination to do its own process leading to a master plan for, say, pre-service training, and the 
need to involve other “players” in the planning (e.g., Y.U., J.T.S., H.U.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 since they have decided to invest in pre-service education. It was agreed that this is a 
difficult issue, requiring sensitive and creative thought.
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Moving to pre-service training, several suggestions were made:

1. We should see what we can learn from work being done in general education, and possibly 
use scholars and institutions from that world in our planning.

2. We should talk to all the current “players” to get a picture of the state of the art.

3. We could involve other foundations (Bronfman Foundation to fund Israel Experience 
components of teacher- training, Wexner Foundation for the training of elites, etc.).

4. The Mandel Institute in Jerusalem may be running a world-wide planning 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 possible options 
including those in general education.

A. Hochstein accepted the assignment to produce a paper defining the questions and issues 
which must be addressed in developing a master plan for pre-service training, to guide the
CIJE in beginning the process. A. Hoffmann accepted a similar assignment for in-service
education.

With respect to compensation, discussion was brief; no closure was reached on a plan of action, 
or even whether the CIJE should remain in a study/advocacy role or actually become involved, 
for example through encouraging the setting up of a national pension plan.

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 pre-service training.

2. A. Hoffmann,s paper to guide development of a master plan in in-service training.

3. Coordinate efforts with MAF in developing plans with existing pre-service training 
institutions.

4. Establishing contact with interested foundations to become involved in parts of the 
program.

5. Set up a planning team to map out efforts and assign roles in pursuing the five top 
priorities (and others).
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Research Agenda

Two aspects of educational research which are necessary were presented:

•  Policy research, including monitoring, evaluation and program design.
•  Pure research including the education of educators, the philosophy of education, etc.

Participants suggested a number of areas crying out for research attention:

•  standardized achievement testing
•  market research
•  research itself — a “map” of the field is needed
•  best practices
•  data about teachers
•  evaluation methods
•  history and philosophy of Jewish education.

And they proposed several different 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 research.
c. Making useful connections among research needs, researchers, and sources of funding.
d. Modeling research-based planning.
e. Work to create new centers of research and train/recruit new researchers.

Three concrete results:

a. The CIJE will commission a preliminary paper, preferably by Israel Scheffler, on the state 
of Jewish educational research. This will serve as the basis of the work of a high level task 
force which will recommend a course of action in order to establish a research capability.

b. J. Woocher will prepare a thought paper on the issue of maintaining a data base of Jewish 
educational research.

c. There is a need to pay special attention to current good research while the longer term 
approach is being developed.
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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.

2. 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.

3. J. Woocher will prepare a thought paper on the issue of maintaining a data base of 
Jewish educational research.

4. Seek to develop connections among and support for existing researchers, on specific 
need-drive projects, while waiting for the entire system to be rebuilt.

5. Actively model research-based planning from the beginning, commissioning research 
and borrowing researchers to provide a research base for every project we undertake.

6. 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 research.

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.

b. A constant flow of special events, programming, support, and personal cultivation is 
necessary to keep lay leaders enthusiastic and involved.

c. We need to select and cultivate first-echelon leaders in the federation and UJA worlds and 
bring them into education.

d. We should use exciting and dramatic methods to interest our target leadership; e.g., 
prestigious retreats, meetings with high-status leaders and scholars like Nobel laureates, 
university presidents.

e. We should capitalize on the headway already made in this direction, by working to involve 
people who already have been touched by the Commission.

f. Systematic creation of a supportive climate by PR and marketing activities; e.g., wide 
distribution of A Time to Act, newsletters, materials for rabbis, encouragement of Com- 
mission members to speak and write.
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g. We should 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 of national stature in the work of the CIJE.

ACTION AGENDA FOR DEVELOPING COMMUNITY SUPPORT

1. Marketing plan for^l Time to Act.

2. Efforts to cultivate top echelon continental leadership from non-educational settings 
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., retreats, prestigious 
meetings, etc.).

5. Establish systematic ongoing public-relations program.

Putting It All Together

The final session was devoted to considering some of the elements of a rough strategic plan, 
connecting priorities in a logical order and fitting them to a calendar.

Several general principles were agreed upon:

a. Work of CUE must be characterized by expertise, quality, and excellence.

b. We must focus on change —planned, systematic, monitored change.

c. We must have a comprehensive outlook.
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