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GOALS PROJECT CONSULTATION
Mly 1995

Below you will find DP's attempt to articulate major decisions we made at our Sunday
meeting based on our work over the last few days. In reviewing the material, please try to do the
following:

1. Read it critically with an eye to catching any omissions or misrepresentations or any other
problems.

2. Review it for overall soundness. Two criteria come to mind:

a. On reflection, does the proposed agenda and set of activities make good sense?

Is there anything important that we should be doing missing? Or are some of the
things listed not worth doing?

b. Time!

The question is not just whether there is enough time to do all these things —but
whether there is enough time to do them all meaningfully. I am particulavly
concerned that the "kitchen-work" not get pushed aside in favor of the othey

activities. ]t may be that we will need to review the proposed set of aetivilies
with this eoneern in mind,

11 at all possible, feedback coneerning these and other pertinent matters should be
pooled by the beginning of next week.
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DECISIONS EMERGING OUT OF THE THREE DAYS OF DELIBERATION
Major emphases
1. Seminars, consultations, and workshops organized around the following:

Seeding the culture —bring lay and professional leaders in the field of Jewash
education to a deeper appreciation of CIJE's convictions in this domain, and thus
laying the ground for communal and institutional initiatives (e.g., Seminar for
leadership from Affiliated Communities; Module in fall principals' seminar and at
heart off spring seminar)

Meeting outstanding commitments we've made (e.g.,to Baltimore, the JCC,
Wexner, and possibly Atlanta and Cleveland)

Thoughtful deliberations designed to better understand the project and. decide
from among competing directions and projects (e.g., consultation scheduled for
January, "'96)

Bringing some top-notch people into the work without preconceptions concerning
how they will fit in; some of the "kitchen-work™ will play a significant role in this
seminar (e.g. the seminar scheduled for July,'96)

2. The Kitchen
While work in this area needs to be determined based on a comprehensive plan that
still needs to be worked out, we discussed some immediate projects that will need
attention:

a. an inventory of existing resources in different domains.

b. a paper to be developed by NR and SF that details the ways in
which Ramah is a vision-driven institution and what was necessary
n the way of inputs for it to become so.

Less immediate but also discussed as possibly important kitchen work (though in
need of farther consideration) were the following:

a. building maps of different eontent-demains.
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b. monographs dealing with one or more of the following: i. "The
Future As History", looking at a comprehensive and adequate
approach to Jewish education in the non-Orthodox world; ii. a
Jewish Sarah Lightfoot piece that looks at existing vision-guided
institutions; iii) a book modelled on HORACE'S SCHOOL,
detailing the process through which a fictional Jewish educating
institution becomes more vision-driven.

3, Pilot Projects; Marom will continue his work with Agnon and, if it can be worked out,
Pekarsky will workout an armangement with another institution. (Toren’s work with the Schechter
School in Cleveland may also be pertinent here.)

Our discussion emphasized the critical importance of careful written documentation of the
work that goes on in the pilot projects, as well as analyses of these experiences. Along the way,
seminars designed to analyze the work being done and what is being leamed would be pertimemt.

4. An imperative and immediate need to develop a plan that carefully breaks down #s 1-3 and
determines priorities based on their importance and on available time and resources.

Note that #s 1-4 dio not include any reference to the immediate identification and
education of facilitator- or coach-figures. As [ understand it, we have agreed - for
reasons that have im part to do with the need to develop the kitchen - to remain
temporarily agnostic concerning the desirability of facilitators, our role in
identifying and training them, etc. This matter will be re-approached during our
January consultation.
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WORK PLAN, REMAINDER OF 1995 AND 1996
July - Dec., 1995
1. Further articulate the plan for 1995 and 1996 with attention to the larger conception of the
project, and with special emphasis on what's to go on in the kitchen (both short- and long-temm).
The plan needs to be reviewed carefully both CIJE and Mandel Institute partners to tihe project:,

2. Planming and implementation of seminars we've committed to (Wexner, JCC, Baltimore,, and
possibly Atlanta)

3. Conceptualize, recruit for, and organize the seminars projected for 1996. These include the
January consultation, the principals seminar, the seminar for the leadership of the affiliated

communities.

4, Pilot-projects: Work-in-settings and systematic efforts to docurnent and analyze (Pekarsky and
Marom)

3. Kitchen-work: To be hased on a comprehensive plan to be developed during summer of 1993.
The plan will probably include a projected paper by SF and NR dealing with the conditions tiat
made possible the development of Ramah as a vision-driven institution.

6. Module in the fall seminar for principals.

1996

1l. January consultation in Jerusalem (CIJE, Mandel Institute and selected additional participanits)

2. Qutstanding commitment: suppeit and/er guide Cleveland's efforts to elarify its goals for Beth
Torah

2. Spring prineipals’ seminar
3. Seminar for representatives of new affiliated eommunities

4. Istael Seminar in July designed to draw in petential leaders and resourees (e.g. Steinbeig,
Paley, Hirsh, Elaine Cohen, seleeted fabhbis)

5. Ceontinuing kitchen work (based on plan that will seen be develeped)

6. Continuing pilet preject efforts (along with appropriate dectmentation, analysis, and
discussions based on them)

7. Otthér aeiivities as determined based on future deliberations, especially the January
consyliation.
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PLEASE DISTRIBUTE TRESE MATERIALS AS SOON AS POSSIELE TO THE
INDIVIDUAL IDENTIFIZED. THANKS!

MEMO TOt Alan Hoffmann and Daniel Marom (at the Mandel Institutte))
Gail Dorpib, Barr Holti, Nessa Rappaport (CIJE, NY))
Seymour Fox ((@m Jerusalem or NY))

FROM: Daniel Pekarsky

RE; Summary of our cencluding sessiom, along with the principal
decisions made.

If at all BEpagsible, please review prior te our conferenmce
n nda Jyly 2

Agenda items for our July 24 meeting includse:
1. Reviewing deaisions made and work-plan with attention to their
accuracy, to their wisdaom, to time-constraimnts and to division of

labor. If necessary, prioritize. End Bdith concrete plan of
actiom.

2. Milwaukee update, as well as preparatiom for August 1 meetiingy,.
3. Cleveland update

4. DP's Israel plan
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Dear Seymour:

I hope this letter finds you rested and in good spirits. As you requested I am writing you a

summary of developments with Danny Pekarsky and the CIJE, in order to prepare you for
your meetings in New York:

1. A mode of regular communication, both with Danny alone and with the whole
CIJE staff, has indeed been established 1t is a significant step forward. Last Thursday I
had my fourth weekly (sometimes bi-weekly) call with Danny and on this Monday there
will be a third telecon with the CIJE staff. This seems to be a more effective mode of
work and cooperation, especially since I sense that we get heard. There are still moments
in which nuances and reminders are necessary, both in person and in writing, but on the
whole the meetings in Boston seem to have accomplished alot on this level.

2. The work is ffocusing on closing down & workplan om the goals preject in
preparation ffor the CIJE board meetings. There is an implicit tension between Alan's
need to show results and our desire for quality control, not to mention the question of how
much time Danny and I need in order to do serious work. At the same time, as it becomes
more clear over time, the goals project is creeping more deeply into the CIJE's larger
agenda. For example, the question of goals in general and the unique goals of Jewish
education in particular was brought up unwittingly by participants in and consultants to
Gail's teacher-trainer group in its first meeting. The now more sensitized ears of the CIJE
staff (another achievement of Boston) picked up on this, and they are asking themselves
whether or not they need to introduce the goals aspect of teacher-traiming sooner on in
this series of meetings with the teacher tratners. This seems to be out of a recogmition that
teacher-training and teaching are not "sciences” or "areas of technical expertise" which are
divorced from content. Another pressure here is Nessa's desire to get things published, to
make the power of vision and issues of content visible to the lay leaders and community at
large,aspart of her work in general

In between all these concerns, what seems to be emerging - though it still waits for
Alan's response and of course your own = is this: First, the goals project continues to sefl
vision, content, and goals to CIJE affiliates and constituencies, whether in order to meet
prior and current commitments or as part of the way it talks to anybody about Jewish
education {Danny has a whole list of activities in this matter). Second, between work on
the "kitchen” (they are looking for a more acceptable name now in preparatiom for the
board meetings), the pilot projects, and bringing in a select few other professionals into the
deliberation on vision, content, goals, the project aspires to begin creating a basis for a
systematic and broader effort a year and a halff down the line. The point is that by January
1997, the goals project wall have undertaken enough activities in the above three areas to
consider possibilities such as setting up a center for vision, content, goals, and/or
designing a systematic plan for working with communities, institsutions (denominations?)
on vision, content, goals.



3. Tw light of thiis vieww, 1 have Beam guetlinng augaimstt thiee CVIRE Sprogansiiyy ttowantt oy
become a provider of senvice, so as to be able to show results (or feel good by simply
being in the field). The point, as I see it, is to look at the workplam through the lense of
developing "enabling” capacity and setting into place some kind of infrastructure for
ongoing activity. Minimally, this would mean temporarily turning dowm future requests
for goeals consultations, and more ambitiously, it would mean cameelling some prior
commitments. Furthermore, I have suggested the integration of the various pieces along
the liimes off this focus. For example, as we conceptualize the "kitchen work" and want to
develop a few first pieces of it, we might want to try out those which relate to the pilot
projects which we are doing.. My sense here is "less is more” - that is, we ouglt to try to
branch out from a hard core and focus of activity rather than trying to spread too widely
too quickly. Again, this comment ought to be seen separately from the desire to "seed the
cufture", which is not a service activity as much as an initiation into the discussion of
vision, content, and goals for people like the teacher traimers, principals, Wexmer
graduates, etc.

4. There are a number of issues which have direct bearing toyow and to the M

a) Alan has assumed that you agreed to give Nessa four days of your time to work om the
Ramah piece.

b) Danny agreed to delay all decision about primary work om the "kitchen” until we have
our own deliberation with him on the conceptualization of the "kitchem” based om his
forthcoming paper on that topic. My sense is that this should be high priority and that the
paper should be ready to be discussed as soon as possible.

¢) The agenda for the January meetings in Jerusalem with the CIJE is already shaping up:
suggestions include continuing the clarification of and the work on the project as a whole
and "the kitchen" in particular; going over written reports on the pilot projects so as to
draw and discuss priniciples from them; considering how to make use of the publication of
the edueated Jew and Rosenak papers; considering who to bring in on the deliberation so
as to build capaeity, ete.

d) Alan accepted your request to delay the question of the July seminar in Israel (one
coneeption is that this seminar would be a continued deliberatiom on the projeet with a
broader participation, so as to include these whe might be considered for eapacity), but
says that he needs a commitment from us by the end of August beeause of his need to
schedule his and his staffs time.

€) Mike Rosenak called me and asked me where and when we plan to publish hig paper en
Cemmunity Wide Geals. This was afier a diseussion Alan had with him about the
possibility off his participation in goals prejeet aetivities around community wide geals. I
told Mike that we were going te put eut the papers in a book, that we need to diseuss
which off his papers or esmbination of them he might want to appear in the boolk, and that
1 will get in toueh with him afier 1 speak te yeu afer your trip.
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5. Finally, after reading Philip Jackson's introduction to the "Handbook of Research on
Curriculum” - an article which traces the development of the debate on curriculum from
Bobbit through Tyler, Schwab and the Reconceptualists - I think you ought to consider
the possibility of reentering that arena with a short written piece. As Jacksen deseribes it,
the field of curriculum has separated into two separate directions - one dealing with the
mechanics of curriculum development in the field and the other dealing with the discussion
of philosophical, sociological, and other similar underpinnings of curriculum as they relate
to the public agenda. As I read this, it occurred to me that on one level, your move to
Jewish and Israeli education and your curricular emphasis on vision, content, and goals
(even in the training of senior persomnel) was a way of avoiding the trap which Jacksom
claims the whole field of curriculum has fallen into. Since, in my estimatiom, much of this
path of development hinges on misunderstandings of both Tyler and Schwab in relation to
the setting of goals for curriculum (I rechecked Tyler and don't think much is known about
Schwab's work with you on the list at the end of the Prelegomenom, Melton Faculty
Seminar, etc.), a small correction on this point and a few of your own comments about its
implications would be an honest statement of what the last thirty years of your work in the
field of curriculum adds to the discussiom. It would be a shame, nay an injustice, for that
to be lost.

Please let me know iff there is anything else I can do for you. I will get the latest draft of
the workplan to you as soon as 1t is ready, with any extra comments, if they come up, in
the next telecon . I think that my emphases in the above are clear and hope that they are
similar to your own sense of things. Please let me know if there are any serious
discrepancies which we need to discuss. I will be here working on my doctorate and a few
other things until the last week in August, when my daughter returns from a twenty day
visit to Canada and when she, Juliet and 1 get ready for the move to Talpiot. I look
forward to our meeting on the 31st of August at 3:30 PM.

Warm regards to Annette,

Danny



GOALS PROJECT WORK-PILAN: AUGUST 1995 - DECEMBER 1996

INTRODUCTION

) The Goals Pre;ect work-plan operationalizes the agenda of
imter-related challenges identified in the most recent Goals
Project wpdate, Erepare¢ in August 1995. Since the work-plan, as
it is described below, is broken down accordnng to types and
dates of projected aclivities, it may be usefw] to highlight
succinctly how these activities imter-relate and where we believe
they will lead the project by the end of 199G.

In the larger persgectﬁwe” them, the Goals Project work-plan
seeks,, with the cooperation of the Mamdell Institute and the
support of Harvard's Philosophy of Educatiom Research Cemterm, to
do the followimg simul tanecwsy:

az to generate a desire and_demand for developmemt in
the area of content and goals of Jewish educatiom amomg
la{_and professionall leaders in the field (See sectioms
entitled "Seeding the culture™ and "Honorimg existimg
commitments™);; and

b) to develop resources (See sectiom entitled "Resource
development center™) and expertise (See sectioms
entitled "Resource development center™ and "pilet
projects™) and professiomal capacity (See sectionm
entitled "Personnel™) for effective professiordl] )
assistance to lag and professiomall leaders im the field
in the area of the content and goals of Jewish
education.

If the work-plam is successfully implememtet, by the end of
1996,, CIJE and its associates, notably the Mamdiell Institwte, willl
be in a positiem to bring a) and b) together: we willll have come
along way towards establishing a demand and infrastructure for
effective and widespread attentiom to the content and goals of
Jewish educatiom in North America. Specific end-of-1996 outcomes
imclude the followimg:

az two or three ongoing pillot-project imstitutions

that we continue to serve and to analyze systematically

gl%h gttentnom to our major challenges (See d.ii..
elow);,

b) a flow of requests on the part of additionall North
Americam institutions, agencies, and communities to
become part of a serious goals-process;

c) the presence of a cadre of individwals, familiar
with and sympathetic to the preject, whe willll serve as
resources and possibly future staff for the project im
its efforts to meet tne requests identified im b);



d% Publishable and/or published materials that include
the followimg:

i. a box or packet of materials that offers
varied rationalles for and illustratioms of
the project’s centrall theses. Some of these
materials to be gathered from what already
exists,, and some to be developed by us, e.g.
a possible concggt- iece on the philosophy of
the Goals Project, to be used to nurture an
aﬁprec1atn@m for and interest in our work on
the part of various lay and professiaomnall
consti tuemci es.

ii.. three pflot-project products that serve
our work: first, an article offerimg a _thick
description of the worlk;; secomd,, an analytic
study of the work designed to forward our
efforts to develop humanm and other resources
for the project; third,, a package of
materials that could inciude articles,
vignettes,, testimomials, and videos that cam
be used to Eowerfu]]y convey to others_ the
nature and benefits of takinmg on a goals—
process.

e) a integrated and indexed library of materialls -
maps,, strategies,, diagnostic and evaluative tools,
curriculla, a thalres., etc. - that represemt the work-to-—
date in the kdiitichenf and that can be used in trainimg
individuals Tdwostk with institutions or by
institutions themsellwes., This library of materials
will,, with the Eermlssn@m of the Mandell Institute
include some materials produced through the Educated
Jew Project.

f) based on all of the above, a menu of possible ways
for the project to assist the North Americam Jewish
comnunity in the area of content-and-goals, along witln
a plam for CIJE-Mamdiell Institute deliberatioms aimed at
examlmnm% and decidimg among them. Possibilities might
include the trainimg of coaches,, publicatiom of a
resource and methodological guide for “coachimg™, the
development of a quasi-independent center to meet
developimg needs, etc.



AUGUST 1995 ~ DECEMBER 1996
Seeding the culture

Module in Fall Principals Semimar.

Retreat for the some 400 graduates of the Wexner
Program (Dec.. 1995))

Participation in the winter Teacher Educatiom Institute
with_the intent of integratimg the goals-dimensiom into
the Institute's work (Dec. 199%)

Seminar for principals, organized aroumd the theme of
goals,, visiom, and evaluatiom (spring 1996)

Extended injtiatory seminar on goals‘for lay and
professiomall leadership of new Affiliate Communities
(Spring or summer,, 1996)

Consul tatiions

1. Honoring Pre-existimg Commitments (in ways that forward our
principal purposes))..

Workshop(s)) for lax and professional leadership of
Baltimore's centrall educatiom agenc¥ around questioms
of mission and goals (Sept. - Now. 199%)

Two-day workshop with 5 JCCs concernimg the ﬁoaﬂs off
JCC camps OR a pfilot-project with a single JCC camp,
probably in Milwaukee (Nov.. 199%)

Consultations to Cleveland Jewish Educatiom Center
concerning the future of Beth Torah (Fall 1995; Winter-
spring, 199®)

2. Project Development Consultatioms
CIJE-Mamdell Institute Consultatiemns,, includimg:

Weekly Conference Calls betweem Pekarsky and

Marom organized around theoretiicall and

Bragtﬁcaﬂ issues in the life of the Goals
roject.

Periodic CIJE-Mandlell Institute Consultatioms
on the Development of the Goals Project, some
to include Harvard's Philosophy of Educatigm
Research Center, the first one to be held 1in
January 1996 and a second projected for late
spring 1996.



Intermittent consujtatioms, as needed
@xample: a possible meeting with Sharem
eiman-Nemser,, Deborah Ball, and/or Amy
Gerstein eoneerning curricularization of the
Goals Project agenda for institutioms)).

Building capacity
1. Personnell

Projected seminar for senior-senior leaders in Jewish
education designed to initiate them into the work of
the project and to recruit them, as aﬁproprﬂamﬁ inte
different facets of the project's work (Summer 1996)

2. Pilot-projects

Continuing work in the Agnom Schooll., By December of
1995 Marom will produce a paper that documenmts work-to-—
date and that offers pertinent analyses and insights
concerning the nature of the work.

Continuing work with two Milwaukee institutions. B{
end of Januar{ 1995, Pekarsky willl produce a paper that
documents work-to-date and that offers pertimemt
analyses and imsights.

By the end of 1996 the following products willl emerge
from the pilot-projects: first,, an article offerimg a
thick description of the work; secomdl, an analytic
stud¥ of the work designed to forward our efforts to
develop human and other resources for the project:; and
third, a package of materials that could include
artigies'and/or videos incorporatimg descriptions,
testimonialls,, vignettes,, and analyses that cam be used
to convey powerfully to others the nature and benefits
of taking on a goals-process,

Resource Development Center (the kitchem of old)

A cgnceﬁtwaﬂ piece that systematically lays out the
varied kinds of work that needs to be produced im the
Resource Development Center (Pekarsky)).

Continuin? development of a resource-bamk of
publishable tools, exercises, conceptwall maps, etc. a
along lines laid out in Pekarsky's [to-be-written] late
1995 essay and refined through intermall discussioms and
the January consultatiom; an b) in respomse to insights
and needs emanating from pilot-projects and from our
efforts to seed the culture. Initiall efforts to include
an experimentall in-depth exploratiom and analysis of a



single content-domaim culminatimg in am in-progress
ﬁ%_%?% by the end of 1995 (Marem, Pekarsky, Dorph, and
DItzZ) .

An article that explaims the sense in which Ramah is a
vision-driven institution and the inputs that were
meeessaf{ for it to come inteo be1m§. Draft completed
by Dec.. 1995; weady to be published or published by
Dec.. 1996 (Fox and Rappaport))..

Articles growing out of the pilot-projects (See “Pilot
projects™ sectiom)



Attached is a revision that takes into account our 8/14 conversation

and a subsequent conversation between Marom and Pekarsky. This
version should be sent to Seymour Fox for review
especi ally

of the section concerning Ramah. Please ask Robin to send this on
to

him, wherever he may be as soon as possible. Thanks.
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Dear Seymour:

I hopeépis dax findsiyeu yioaodospiridpirils suppepe shattyeu yheadd abibub dhe tonitoimb in
Ramat Eshkel, so you can imagine what is going on.

In any case, after speaking to Danny Pekarsky, I understand that you did indeed get a
copy off the latest draft of the workplan for the goals project, and that you already had and
will continue to have an opportunity to discuss your comments with him. I think it is a
good workplan and that it might be useful for the CIJE board and sub-committee meetings
as well. My weekiy and at times bi-weekly conversations with Danny on the phome are
going quite well and I hope you will be able to sense the progression of our wark with him
and the CIJE in general this week. Please let me know if there is anything om wihich I cam
be of help to you.

i



Date: 17 Aug 95 16:56:56 EDT

From: Nessa Rapoport <74671.3370@conipuserve.com>

To: Marom <Mandel%hujivms BITNE T@uunet. uu.net>

Ce: Danny <PEKARSKY @il soemadison. wisc.edu>

Subject: goals *sourcebook"

Message-ID: <950817205656_74671.3370_BHWS6-1@CompuServe COM>

It s very exciting to be writing an e-mail that is for both Danmys, with no
possible mistake.

I want to respond to your note, Danny M., about the Goals materials you've been
compiling. And I'll be directive, for once! The first, simplest and

paradoxically most useful thing to do is to create a bibliography of aliil those
materials in your filles—that is, a master list of the official citations of the

article, excerpts, books or reports, followed by 1-2 lines (no more) about their
relewance to the Goals Project. You can regard those lines as writtem for

imsiders"; don't belabor the obvious and waste your owm time!

This ongoing biblimgraphy will serve two functions: It will be very helpful for
the conceptualization of the “library.” That is, it will not represent a

complete library, obviously, but it will be a source for the creatiom of the
categories of documents—perhaps to correspond to the categories in wihich we
have been thinking (philosophy. philosophy of ed., etc)). It will also help in

the more theoretical conceptualization discussioms

In addition, it will enable us to start creating the biobliographteal framewonlk
when we SHOULD be starting—before everyone is so enmeshed it becomes am
enormous job.

Tachlis: Danny M., this is a job that a part-time smart student could do. The

student would enter the citations and give you the print-out. Your rele wowld be

the 1-2 lime annotations and the grouping of the materials by eategory/comespt,
perhaps in conjunction with Danny P.paralllel step, after the list is first typed wp, is for
Danny P. (and others)

to lock at it and add their owr materials and annotations.

This eatalogue should be an ongeing list, ever-growing and eategorized as the
project develops.

I know that sueh a catalogue will be very useful, quite apart from its
bibliographieal funetion When anyene in the Geals Prejeet loeks at it, it willl
stimiulate ideas of other artieles and books, stimulate eurrieular ideas, ete.

Ifyeu deeide to undertake an¥thing beyond this right new, sueh as
contextualizing the doeuments; ereating a partial seureebeek, eie, you will nefk



do it—AND we war't have the bibliography! So start small.

It will them be very easy to create a individualized bibliographies, pilot by
pilot. For example, you should be maintaining such a bibliography of every
document and book you've recommended to the Agnon school, with a 1-2 line
notation about why you did so. Similarly, Danny P. should have such a
bibliography for the Miilwaukee seminars (if you distributed materials).

What will result is:
1. A "master library” of all relevant written sources for the Goals Project-—and
perhaps visual materials, if they were used; and

2. Many customized bibliographies, from which we can create whatever sourcebooks
we will need in the future

When the time comes to make something more permanent, which willl require an
elaboratiom of the context of these materials, the foundation will be there.

By the way, I am about to recommend the same thing to the Teacher Educator
project. Gail has been distributing masses of articles, and it occurred to me
that we have no master bibliography of what thinking has gone into this
project——and what has been taught.

[ am trying to set up an infrastructure to avoid a situation where nothing is
ever finished enough to distribute. If we have impeccable bibliographies, it's a base for
anyone who wants to study or get involved in our work.

Of course, we will need many other materials, per Danuny P.'s work-plan 1 would
love to be involved and contribute my expertise. As I'm sure you know by now, I
think this is a deep, rich and essential project with the possibility of making

a great contribution to N. American Jewish life.

Notwithstanding my convictiom, does this make sense? Or does am alternative

present itself re the materials in Jerusalem that is both more useful and also
doable?

Footnote to Danmy M.: T have just spoken to your mother, because I found a
womderful editor in NY who looks forward to reading the book. So we'll see.
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* uaniel Pekansky mo—-e—v-weuis v GAE GOals Project
Frwgn 3

RE: Some general issues and rthe work~plam.

introdyecing the work-plam. Daniel Marom and I have been in
toueh sinee AQur last conference call, with special attention Eo a
work-plan. The work-plan in question is attached. A few
preliminary comments® aze in order. First, you will notice that
the JCC and the Baltimore efforts on the horizon have been placed
under the %Seeding the Culture' category. We were unsure about
whether this was accurate; perhaps these activities more properly
beiong in an “Outstanding Commitmentg" category. They are placed
in the *Seeding the Culture" section mainly as a way of reminding
us that we can and should use these events as opportunities to
nurture the kinds of appreciation and understanding we believe
important. Still, there was some uncertainty among us about
whether this categorization made sense.

Second, pleass note that wa toyed with but did not yet feel
ready to commit in a work-plan to two items that seem worth
contemplating. Both of these items point us beyond 1996 to new
stages in the unfolding of the project. We want to mention them
simply to indicate the kinds of thinga that may be on the horizon
and that may be worth beginning to think about. They are:

Development of a “‘Working With Institutions on a Goals
Agenda Fieldbook™, to be part of a curriculum for
training institutional guides.

Goals Seminars {eon the model of Milwaukes) in one or
two communities that participated in the summer 1996
Goals Seminar for New Affiliate Communities..

Third, be on the lookout for a fax or email from DM that
will offer some background and context for the work-plam. It
should arrive prior to our Monday conference call.

esti to congi .In the course of the Pekarsky-Marom
conversations, some very important questions arcse that have a
significant bearing not just on how we saes what we are doing but
slse on the kinds of initiatives we think it wise - and unwise =
to take up. Let me summarize two such questions below:

1, In the course of our deliberations over the last several
weeks, we seem to have converged on the following areas: a.
Seeding the culture? b} the (to-be-renamed] kitchem; c) pilot=
projects and other building capacity efforts. But it is
noteworthy that we have also undertaken a number of commitments
which do not in all cases comfortably fall under these headimgs;
some of them seem more like *Service" in response to reguastg
from the field. Examples might include the two-day consultation
for the JCC camps and perhaps the Baltimore central agency
initiatiwe.
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The question we want to pose is this: to what exteRt, if at &
should what m%ght be celled Service* be a eatagery £ the 6%%%5
Project when it is not clearly and meaningfully subsiuMabie URASF
one of the other headings? Should we be Fespenaive £o Fagussts
from Baltimore, Atlanta, the JCCs, ete. if we den‘'t see
opportunities for meaningful pilot-projects emerging frem these
initiatives or if they do not show signifieant ""é@égiﬁﬁ ERe
culture® promise? Put differently. if Baltimere's eemiunity
agency initiative doesn't have the potential te turn inte a
sericus and ongoing pilot-project, is it the kind ef thing we
should be staying away from at this stage in our develepment?

Note that this needn’t he an all=or-nothing matter: in Between
saying, a) "No = we can’'t engage in this kind of Serviee at thia
stage because to do so would jeopardize developing the kinds sf
tools and capacity that will make our contributions more valuable
down the road," and b) *Yes, we will run a set of workshops fer
you to help you meet your immediate needs," we could say
something like, ¢} "We will be eagert to consult te you abeout
what you are thinking about deoing < and to offer our thoughts
about what it would mean to do this seriously:; but we de net have
the resoureea to do more than this with you at this time ¢wikthout
jeopardizing the project’'s development by diffusing ite scarce
energies) .

2. A related question issthiiss: THee Gowdlss Prod it Hess eoxpreswed
ah interest in working withhagenedess anddinstityrionss in a
sustained way, and we have been skeptical of agencies which come
£ us =- midstream, so to speak — for help on a particular
MatEer te whieh they do not want to devote more tham, say one or
twWe sessiens., OuUr view has been - and perhaps should be -~ that
wa gheuld be Erying to eocourags seyious imitiattiviees Gt
invelve an effort ever tinee roo wrestile withh JEeviisH sourass and tw
think systematiecally about questions of geals and their
relatiofiship to practice.

~ But as just neted, institutions often do not come to us with
this in mind: they want immediate, short-term help. Here are two
poessible responaes.

a. One eptien that we have is to say: “Look here - this
is not the kind of thing we do: and we think you would
be wiser ko undertake the more imtensive and time-
€onEuming proceas we reccmmend.

B, another posgibility is to say to ourselves: <=They’re
et where we might want them to be, and we may not get
them where we would like them te be; still, here's an
eppertunity £o take them somewhat beyond where they
ware, Ee raise the level of discourse and deliberation
a Redchh—-2addteoddosgoiinssdehaavamytthatthheywiil]
WwAnt te tu¥n to us for assistance in the future.™ In a
gense, I would describe this as a Deweyan approach.
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a. and b, carry very different implications for what we should be
doing. Getting clearer on this matter -- es about #1 -- would be
very helpful. Implicit in these questions is the following
general question: What should be the basis for accepting or
refusing an invitation to work with an institution or a
community?

I hope we can discu8s these matters during our Conference Call..

GSRLS PROFBET WORK=PIAN: AUGUST 1995 - DECEMBER 1996
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Seeding the culture

Module in Fall Principals Seminar.

Retreat for the some 400 graduates of the Wexner
Program ([Dec. 1995)

Workshop(s) for lay and professional leadership of 1
BaltimoreS central education agency around questions MJ

Q84T 1Eypr
of mission and goals {Sept. - Nov. 1995)

———

Two-day workshop with 5 JCCs concerning the goals of
JCC camgs {®ov. 1995)

Seminar for principals, organized around the theme of
goals, visiom, and evaluation (epring 1996)

Extended initiatory seminar on goals for lay and
professional leadership of new Affiliate Communities
(Spring or summer. LIS 679

Participation in the Summer Seminar for Personnel
Development leaders, with the intent of integrating the
goals-dimension into their deliberationa (Sikfwer 1996)

Qet

Seminar for carefully t(;;g‘ted individuals around the
Educated Jew articles (Fell, early Winter 1996)

A conference organized around the Rosenak essay on
community-goals (@ndr.led by Rosenak); aimed at lay and
professional leadership of one or more Nerth American
communities. Conceivably, this could also become
dimension of comferente for new Affiliate Communities
(pring or Fald, 1996)

Consultations

1. Honoring Pre-existing commitwments.
Conaultations to Cleveland Jewish Education Center
concerning the future of Beth Torah (Fall 1995; Winter=
spring, 199%6)
2. Project Development Consultaticns
CIJE-Mandel Institute Consultations, including:
Weekly Conference Calls between Pekarsky and

Marom organized around theoretical and
practical issues in the life of the Goals
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Projezit..

Periedie CIJE-Mandel Institute Consultations
on the Develepment of the Goals Project, the
Eirat one to be held in January 1996.

Intermittent consultations

Periedic consultations with the Philosophy of
Education Research Center at/Harvard.

Consultation with Sharofi Fedmam-Nemser and
Deberah Ball concerning curricularization of
the Goals Project Agenda for institutions
{(epring 1996)

Consultation with Amy Gerstein of the
Essential Schools Coalition; possibily, this
consultation could be combined with the
Feiman-Nemser/Ba}l consultation (Spring 1996)

Building capacity

l. Personmpel

Seminar for senior-senior leaders in Jewish education
designed to initiate them int¢o the work of the project
and to recruit them, as appropriate; into different
facets of the project's work {(Summer 1996)

2, Pilot=projecte

Continuing work in the Agnon School. By December of
1995 Marom will produce a paper that decuments work-tm—
date and that offers pertinent analyses and insights
concerning the nature of the work. By December of
1996, Marom will produce an article summarizing the
effort and what we learn from it (@&llong dimensions to
be determimed)..

Continuing work with two Milwaukee institutions. By
end of January 1995, Pekarsky will produce a paper that
documents work-to-date and that offers pertinent
analysea and insights. By end of 1996 Pekarsky will
drafe an article analyzing this experience..

Periodic seminars for seldcted clienteles organized
around Marom~s and Pekarsky's lyses of Pilot Project
effarts at different stages. inar topics will vary
but will be selected based on plir capacity to
illuninate what is involved in helping an imstitution
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%%' 2 goais-sensitive change phocess, as well as
a&%&&% %&gﬁ Eﬁ%éﬁigg ﬁ%g.zggfguceg/needed to guide am

v rough such a process. (January 199%, Jul
1936, Decsmber 1996) P Y Y

{the kitchen of old)}

é.%%ﬂ%@iﬁual piece that systematically lays out the
varied kinds of work that needs to he produced in the
Reseurce Bevelopment Center (Rekazsky) .

Centinuing development of a rescurce-bank of tools, ngggA
exercises, cenceptual maps, ets. aj along lines laid
gut in Pekarsky's late 1995 essay and refined through e el

internal discussions and through the January
consultation, and b} in response to insights
am@.needs emanating from the pilot-projects..
TED1I NG LounaLy

Inmitial developinent of the resource-bank will include
iwan axperimental im-depth exploration and analysis of a
3ingle content-domain culminating in an in-progress
report by the end of 1995 (Marom, Pekarsky, Domph, and
Holutz). //
Curriculari2ation of the Rosénak essay on community-
vision for use by North American communities (In-
progresa through 1596, withiTeome materials available by
end of year). (Méarom and Pekarsky)

Curricularization of the Mandel Institute's Educated
Jew papers for use by North American communities and
educating imstitutigms, to be done Sept. - Dec.,, 1996..
(Hépom and Pekarsky) /

An srticle that explains the sense in whirh Ramsh is a
vision~driven institution and the inputs that were
necesgsary for it to come into being. Draft completed
by Dec. 1995: ready to be published or published by
Dec. 1996 (Fox and Rappaport)..

AP Development of & to-he-published monograph (Future as
Ne History, or Jewish Lightfopt, or Journey to visiom-

:L@@§#x drivenrnmess, or....), predise tgpic tho doe diedided ddur tng
v ey the Danusry 1996 CIOEManie]l Instiitute Consultatoon;
o~ draft completed by Dec. ¥996. Pusl] Coim

Lok under *Pilet Projécts~ for additional products.
prejeeted feor this peri@ds
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kran: Daniel Pekarsky at & 608-233-4044 £ 0F--08<18-95 4T an
To: Mandel Institute at (& 011-972-2-662837 0%2cd2 of 007

MEMQC TQ: Daniel Marom
FROMI: Daniel Pekarsky

RE: Goals Project Work Plan and our Scheduled call

It was good talkimg with you the other morning (evening fer
you)), and I'm looking forward to our next conversationm 8:30 a.m.
Thursday my time. It turms out that I wom't have much time teo
talk on this occasiem, but certaimly until 9 a.m. Did yeu check
out the questiom of charging these calls to the Mandel Institute?
As I mentiomed], it makes me nervous = particularly if our
conversatioms will sometimes be long ones =- to put the calls en
my bill since there's often quite aldgdbetwesmnreinbbusemertrt -
request and respomse.. Let me know.

In preparation for our conversatiom and for our
teleconference early next week, here's a second iteratiom of the
Work-plam. It doesn't reflect the richmess of our conversatiegm,
althougih, as you'll see, I refer to issues we discussed in the
cover-memo. In the wake of our conversatiem, I've changed some
of the categeries in ways that highlight what we're about more
clearly -- I thought your advice was very good on this matten..
Note that in some cases I have subsumed certain pre-existing
commitmemts, e.g. Baltimore, under a heading like seeding-the-
culture, rather than under a separate heading entitled "pre-
existing commitmemts™ or “consultatioms™. My reasons are 1)) not
wanting to multiply categories, and 22)reemsodingypsthhatwe ccam

shape these consultations/workshops idnwsaystithetfdowrwaddcur our
agendas.

I'll call you at 4:30 pm ((your time)} on Thursday at the M.I.



oo;; Daniel Pekarsky at @det@ssz4Bs4044 & §Hﬁ§ 12:42 am
To: Mandel Imstitute at 0 011-972-2-§62837 [ 8% of 0e7

MEMO TO: CIJE/Mandel Institute eocllaborators on the Goals Project
FRO%: Daniel Pekarsky

RE: Some general issues and the work-piam.

Daniel Marom and I have been in touch since our last
ceonference €all, wiilthspspecilaladthtasritivon to 2a work-plan. ThewowdFk -
plan in gquestion lsistdttdehed. IIn tthe amurse of caf our
conversatioms, some very importamt questioms arose that have a
significant bearing not just on how we see what we are doing but
also on the kinds of initiatives we think it wise - and unwisse - -
to take up. Let mamesusummnsirsier ethwo such quoestiomns below:

1. All of us have jointly agreed on the following areas: a.
Seeding the cultumre; b)) the ((to-be-renamed)) kitchem:; c)) pilot-
projects and other building capacity efforts.. In additiom, under
the heading of pre-existing commitwents, we have grouped misc.
activities, some of which readily fit im a., b., or c., and some
of which dom“t.. The latter include one-time consultatioms and
other forms of what might be called "Service™.. Examples of the
latter might include the two-day seminar for the JCC camps, the
Beth Torah Consultation scheduled for this coming year, and
perhaps the Baltimore central agency initiatiwe.

The question is this: to what extemt, if at all, should what
might be called "Service™ be a category for the Goals Preoject
when it is not meaningfully subsumable under one of the other
headings? Should we be responsive to requests from Baltimows,
Atlamtas, the JCCs, etc. if we don't see opportumities for
meaningful pilot-projects emergimg from these initiatives? Put
differently, if Baltimore's community agency initiative doesm't
have the potemtial to turn into a serious and ongoing pilot-
project, is it the kind of thing we should be staying away from?®

Note that this needn't be an all-or-nothing mattez: in between
sayimg, "No - we don't do that kind of stuff,™ and "yes, we will
run a set of workshops for you,™ we could say something like, "We
will be happy to consult to you about what you are thinking about
doing - and to offer our thoughts about what it would meam to do
this seriously: but we do not have the resources te¢ do more tham
this with you at this time."

2. The Goals Project has expressed an interest in working with
agencies and institutioms in a sustained way, and we have been
skeptical of agencies which come to us -- midstream, so to speak
-~ for help on a particular matter to which they do neot wamt to
devote more tham, say two or three sessioms.. OQur view has beem =
and perhaps should be = that we should be trying to enceurage
serious initiatives that involve an effort over time to wrestle
with Jewish sources and to think systematically about questioms
of goals and their relationship teo practice.

But as juet noted, institutioms often do not come to us with
this in mimdi: they wamt immediate, short-term help. Here are two
pessible respomses..
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a. One optiom that we have is to say: “Look here # thisg
is not the kind of thing we do; and we think you weuld
be wiser to undertake the meore intensive and time=
consuming process we recommend.

b. another possibility is to say to ocurselvess: “They’re
not where we might wamt them to be, and we may not get
them where we would like them to be; still, here's an
opportunity to take them somewhat beyond where they
were, tao raise the level of discourse and deliberation
a notch --— and to de so in such a way that they will
want to turn to us for assistanmce in the future.™ In a
sense, I would describe this as a Deweyan approaci.

a. and b. may carry very differemt implicatioms for what we
should be doimgy. Getting clearer on this matter =~ as about #1 =
- would be very helpful.. Implicit in these guestioms is the
following general gquestiom: What should be the basis or the
bases for accepting or refusing an invitatiom to work with an
institution or a community?

I hope we can discuss these matters durxrinmg our Conferemce Calll.,
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@oAL3 PROJECT WORK-PFPLAM: AUGUST 1995 - DECEMBER 1996

Seeding the eulture

Meodule in Fall Principals Semimer..

Workshop(s) for lay and professiomal leadership of
J/Baitimefe's central education agency around questioms
Y of mission and goals (Sept. - Now. 199%),

Two-day workshop with 5 JCCs concernimg the geals of
y JCC camps {MNov. 1995)

Retreat for the some 400 graduates of the Wexmer
Program ((Dec. 1995)

Seminar for principals, organized around the theme of
goals, visiom, and evaluation ((spring 1996))

Extended initiatory seminar on goals for lay and
professional leadership of new Affiliate Commumities
(Spring or summer, 1996)

Paritticipation in the Sumrmer Seminar for Persenmel
Development leaders, with the intemt of integratiem the
goals-dimension in their deliberatioms (Summer 1996)

Goals Seminars ((on the model of Milwaukee), in ome oF
% two institutioms that participated in the summer 199G
Goale Seminar for New Affiliate Cemmupitiesg (Fall 19%¢))

Seminar for carefully targeted individuals areurd the
Educated Jew artiecleg ((Fall, early Winter 1999)

One or two extended retreats or seminars organized
around the Resenak essay on community=geoals (and led by
Reserak:» aimed at lay and prefesaiemal leadership of
ene or mere Nerth Ameriean ecommupitiess., (Spring e¥x
Fall, 1996)

Consultatiena

1, Hoporing Pre-existing commitmenmts.
€onsultatiens teo Eleveland Jewish Edueatiem Centex
é@ﬁeéfﬂiﬁg the future of Beth Terah (Fall 1995; Wipter—
SPring, 1996€)

2. Bresject Pevelepment Eensultatiens
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Weekly Conference Calls between Pekarsky and Maroem
organized around theoretical and practical issues in
the l1life of the BGoals Project..

Bi~annual [[ttwice a year?é%@mmnﬂtmﬁimmm with the
ff’hiissophy of Education Research Center at Harvard..—awgwfﬁ,_

-&A.CIJE-Mamdel Institute Consultatiom om the Development:
7/ of the Goals Project ((January 1996))

4 anald
Consultation with f8kmron Feiman-Nemser and Deboraln Ball nﬁﬂ@g@ﬁ&
concerning curricularization of the Goals Project
Agenda for institutions ((spring 1996))

Building ctapacity

1. Personnel

Seminar for semnior-senior leaders in Jewish educatiom
designed to initiate them into the work of the project:
and to recruit them, as appropriate, into differemt
facets of the project’'s work (Summer 1996))

2. Pilot-projects

Continuing work in the Agneon Scheoll. By December of
1995 Marom will produce a paper that documemts work-te—
date and that offers pertimemt analyses and insights
concerning the mnature of the werk. By December of
1996, Marom will produce an artiele summarigimg the
effort and what we learn from it (along dimemsioms to
be determimed)..

Continuing werk with twe Milwaukee ingtitutioens.. By
end of January 1995, Pekarsky will preduce a paper that
documents work=teo=date and that effers pertipent
analyses and insights. By end of 1996 Pekarsky wihl
draft an artiele analyzing this experienge.,

Seminar erganieed areund Marem's apd Pekarsky's
analyses of Pilet Prejeet effeorts, posaibly with ap eye
towards drawing out insights pertiremt te the traipinmg
of institutienal guides. The artieles develeped by
Marem and Pekarsky will serve as texts fer this seminax

((Wiﬁ@éf’ i@@&mw: ot & s ;
Projest géveleaméh% Center (formerly “the kitehem™)

A ceonrceptual pieee that systematieally lays eut the
varied kinds of werk that needs te be predueced ima the
Preject Develecpment Eepter (Pekarsky).
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Backgmeonnd notes to the Goals Project Wankplan:

Simce the workplan is broken down according to types and dates of activities, it may be
useful to note in advance how these activities are seen to interrelate both across and ower
time. [In the larger perspective then, the CIJE goals project workplan seeks, with the
cooperation off the Mandel Institute and the support of Harvard's Philosophy of Education
Research Center {see under "project development consultations’), to simoultamenistyy:

a) generate a desire and demand for development in the area of the contemt and gedls of
Jewish education among lay and professional leaders in the field (see under /seeding tie
culture’ and "honoring existing commitments");

b) develop resources {see under "resource development center’), expertise (see umder
Imesource development center” and %pilot projects’), and professiomal capacity (see umder
wersonnel”) for effective professional assistance to lay and professioms] leaders in the field
in the area off the content and goals of Jewish education

Iff the workplan is successfully implemented, by the end of 1996 the CIUE willl be im 2
position to consider, with its associates, alternative ways of systematiicallly bringing @) and
b) to bear on each other. The point is that rather tham seeking to provide immediate
assistance to a limited number of commumities and/or institutions over the next year andl a
half, the workplan wants to work towards the development of a demand and infrastructure
for effective ongoing and widespread attention to the comtenmt and goalls of Jewish
education in North America. Following this route, the 1997 worlplian would be
addressing the possibility of activities such as the development of am independent cemter
providing assistance to lay and professional leaders in the field in the area of the comtent
and goals of Jewish education and/or the development of a systemmatic plam for intervention
in particular communities and institutions of Jewish educatiom in that area (imcfudings,
perhaps, the training of goals "coaches”, publication of a resowrce and methodulsins]
guide for goals "coaching” ete.).

U NG THNES Wik B i 2k R Gy outt HekT a b
Mewano Mruu_LW VANID

t

w

> TRNAZH
— s

T LNOUDT Bty it ¥

. Duh Lt Huo




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

[n my last phone conversation with Danny Pekarsky, we agreed that I would send you the
enclosed "Background notes to the Goals Project Workplam” Together with the
Workplan which Danny will be sending you, this will be the basis for our conferenee eall
on Monday. Ilook forward to speaking to you all.

Da acl}l)tnm
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From: Daniel Pekarsky at @scB8324044¢d4 & 07-35-65 11:63% pu
To: Mandel Imstitute at G210072572682682857 09 062 of 01

PLEASE DISTRIBUTE THESE MATERIALS AS SOON AS POSSIBLE TO THE
INDIVIDUAL IDENTIFIED.. THANKSI

MEMO TO: Alan Hoffmann and Daniel Marom ((at the Mandel Institute))
Gail Dorpib, Barr Holtz, Nessa Rappaport ((CIJE, NY))
Seymour Fox ((in Jerusalem or NY))

FROM: Daniel Pekarsky

RE: Summary of our concluding sessiom, along with the primcipal
decisions made.

If at all possible. please review prior to our conferemce
call on Monday mornima, July 24.

Agenda items for our July 24 meeting include:
1. Reviewing decisions made and work-plan with attentiom te theix
accuracy, to their wisdom, to time-constraints and te divigien ef

labor. If necessary, Pprioritize. End with concrete plan eof
actiom.

2. Milwaukee update, as well as preparation for August 1 meeking:.
3. Cleveland update

4. DP’'s Israel plan



From: Daniel Bekarsky at B §08-233-4044 & 07-23-65 {1:04 pn
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SUMMARY OF JULY 1995 CONSULTATIONW, Day 3
Home of Gail Dorph, NYC

INTRODUCTORY

I have already distributed a separate documemt that
summarizes the basic decisions made at this session our,, along
with a first draft of a work-plan that flows from these
decisiom®m. Without repeating everything included in that
document,, this document tries to summarize ilssues, concerms,,
imsights, ete. that were articulated at this meeting and that
provide the backdrop for the decisiong that were made. I've
organized the summary around a few major themes that were
discussed. (For your conveniemce, at the end of this summary I
have appended a copy of the earlier and previously distributed
document that summarizes decisions made.))

FROM COACHES TO FACILITATORS TO GUIDES TO......

Terminological chamge. Over the course of our discussioms
we seem to have moved away from calling the folks who will werk
with imstitutions "coaches™. The term “facilitator™ seemed to
replace it, but it’s not clear that this is the best temm..
"Guide™ was another term that was suggested,, and there may have
been another. I will use the term “guide™ belew, with the
qualification that the question of what to call the persom in
question be revisited. [[The Hebrew *moreh derech™ has a nice feel

to it =— but not the way it's usually translated. Any thoughts
about this?])

Characterizing the guide's role, traiming, etc.: procead
with cautiom!Z We noted that our work over the last several
months had given us a lot of insight concerning echaracteristies
that an effective guide would need to possess as well as
concerning the nature of the work: and it certaimly might be
valuable to integrate the varied insights we've acquired in this
area in a single document that might be used in further
deliberations..

At the same time, the assumption animating eur mest recent
conversations is that a good deal more in the way ef pilet=
projects and what we have been calling "kitchen=work™ needs te be
done if we are to move towards an adequate understandimng ef the
guides"” werk and a reasenable appreoach te their traimiing. These
considerations played a majer role in eur deeiasien te frafme a
work=plan that defers a number of basie gquestions concerning
guides and instead emphasizes a) seeding the eulture; b)) the
kitehem; €)) pilet prejectw; and d) efforts te identify, excite,
and engage partieularly strong eduecaters whe might in various
waye ((in the kitehem, ag institutienal guidews, as econsultamis te
us, as voecal supporters, ete.) forward our werk. The sgense of the
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group is that as our learning proceeds across the year we will
re-visit the basic questions concerning the guides; the projected
January consultation in Israel may provide an especially
hospitable context for this kind of a conversation.

As the preceding paragraph suggests, comments made
concerning guides at our meetings should be taken as raising
issues and as attempting tentative formulatioms (to be revisited
during the year)) rather than as staking out a CIJE positicmn. Wit
this caveat, some central points in our discussion are summarized
below.

Who would select the guides, who would traim them and wibo
would they work for? Much of our conversatiom built om (and
then began to depart from) a model that ran somethimg like thiis:

1. Based on pilot-projects, work going on in the
%itchem, and seminars that build on these,, CIJE would
develop and publicize a profile of the kind of persom
it felt would make an adequate guide,, a profile
emphasizing personal characteristics, desired
background, etc.

2. using this profile, local institutiems (or perhaps
communities wanting to groom one person to work with
more than one institutiem) would identify individwals
they felt would make good guides and would presemt them
to CIJE as candidates for traiminmg.

3. From candidacy to admission - an uncertaim matter
that will need to be revisgited.. On one view, CIJE would
work with whomever the institution/community semdss; om
a second view, CIJE would decide who ((from among those
identified at the local level)) meets the mimimum
standardas for participation in its trainimg-progyrany: om
a third view, CIJE would admit all but resgerve
scholarship funds for those which meet its standeaxds.,

4. CIJE would take responsibility feor develeping the
training program. Those admitted te the pregram would
engage in a careful pregram of study that might invelve
three montha of study (possibly in Israel)) spread
across three summers as well ag werk ia betweem. It
would probably be neeessary te individualize the
program of study and preparatien with attentiem to the
individual's pattern ef strengths and weaknesges and
the eentext in whiech he/she would be weorkingy;

conceivably some sort of tuter=tutee relatienship would
preve desirable.

$. After the traiming, €IJE weuld eontimwe im a
c€ongulting~relationship te these guides as they ¢o
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abpout their werk. It weuld alse convene periedie
confersnces for them designed te enable them te
continue learning from us and from each other, to
wrestle with issues, to share insights and problems.
etc. CIJE would also organize opportumities for stake
holders in participating institutions to meet aroumd
appropriate agendas.

A3 our discussion proceeded, this basic model was revised im
at least the following way. While not abandoning the notiom thatt
the local entity (@ommunity/institutiom) would play a major role
in identifying the guide, we recognized the possgibility that some
would be wnable to come up with anyone appropriate for the work
at hand; and we therefore returned to the notiom that CIJE should
also be trying to identify individuals who might serve as guidkes
to Imstitutions and communities. They would be among those to
whom fimancial support would be offered to facilitate their
professional growth as philosophical guides..

Where should we ((@and commumities)) be lookimg for guides? A
number of views, some of them possibly complememtzry, were
expressed on this matters:

1. O©One thought was to look to university faeulty ==
either Judaica professors who would need to be
sttrengthened in education or education faeulty whe
would be strengthened Judaieally.

2. A second possibility was te loeck fer individwals
already werking in Jewish educating institutioms ex
communal education-related agencies.

3. A third poseibility wae to begin a careful seareh
for top-notech individuals areound the ceuntry whom we
imtuitively judge to be worth our trying teo eultivate
witheut worrying tee mueh at this stage abeut their
imstitutional roles and professiemnal baeckerowidis,
(Mhese might be the ones we iAvite te heXxt sunker's
projected seminar in Israel.))

WHS WEB ARR!

1. There were some interesting discussiens of €IJE's
own identity as eatalyat of imprevement ip Jewigh
eduecation. There was, fer example, a diseusgiem of hew
we stand vis-a-vis being service-providers, a Eraiming
institution, ©f an intermediary erganizatien thakt hands
off respensibilities fer training and serving to ekther
bedies., The sense of sur meeting seemed te be that
while it may impertant en eeeasieh and fer stratedlc
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reasons to offer service and to engage in traimimg, we
needed to maintain our identity as an intermediary
organizatiom..

2. There was a second formulation that emphasized our
identification with the view that improvement will
depend con simultaneoug attention to persomrsl,.
community mobilizatiom, goals, and evaluatiwmr.

3. There was also a third formulation that, in the
context of our discussions over these three days,
seemed particularly rich: we are the organization that
believes in the practical power of powerful ideaz..
This, the comment was made, is our signature as amn
organizatiom. If "the power of ideas™ is taken to
include ™the power of critical inquiry"™, the theme
seems to capture much that we “ve been discussimg.

KITCHEN-WORK ON THE HORIZON

Qur conversations emphasized the importance of developing
appropriate conceptual, textuwal, curricular and other materials
that would serve as resource=library to the project's efforts teo
work with educating imstitutioms and other bedies.. Muech of this
work could be conceptualized as an effort to identify resources
at each of the five levels we've discussed, supplemented by the
tentative grid we've been playing witlh.

Some of the major possible directioms which we discussed are
identified below.

Inventory of existing resocurces and materialls. Much of the
material that belengs in an adeguate reseourece=library already
exists, and DM is familiar with a geed deal ef it. The
challenge is to gather it, to categerize and index it in a
meaningful way se that it will be readily available,. and te
package it in ways will enhance the likeliheed that it will be
drawn on and appropriately usged.

€urrieularising the Bducated Jew matenialls: develeping a
range of supplementary materials that will facilitate effeetively
using the Educated Jew materials to stimulate rieh and in=depth
refleetien on serious content=issues and their impliecatioms feor
educational peliey and praetiee. These secondary materials eould
range from efferts to exhibit what an institution or curriculum
modelled on one ©f these thinkers might leek like, te strategies
for engaging eenstitueneies we werk with te wrestle with the
bagie existential guestions addressed by these thinkerw, o
strategies fer getting edusating institutions te Use eme BF mere
of these artieles ag teels in refleeting om their own visiem and
practiees, eéte.
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Refining and curricularizing the Rosenak piece on community—
wide visiom. Developing exercises, pedagogical strategies, and a
range of supporting materials from out of classical and other
texts that could be used in conjunction with this essay in our
work with communities struggling with the problem of pluralism
and educatiom..

Subject-area maps. Following up on our previous
discussioms, we reiterated the need to map out differemt subject-—
areas like Bible,, or Hebrew, or Jewish history, with attentiom to
a range or inter-related matters that include: differemt
conceptions of each area understood in relation to the
philosophical positions in which these conceptioms are rooted;;
curricular and pedagogical approaches and materials associated
with each conceptiom; the skills, knowledge-base and
sensibilities required of an educator tied to a particular
conceptiom; strategies that could lead an educator to become more
reflective about his/her approach to a given subject-ares,, with
attention to competing approaches organized around differemt
understandings of the area and/or pedagogy, etc.

Larger pieces. We recognized that the weork going en im the
kitchen must also include larger conceptual and other kinds of
pieces that excite the imagination of the constituencies we will
be working with and stretch their conceptiems of what is
necessary and possible in the world of Jewish educatiem. We
identified a number of differemt articles/bocoks that seemed
worthy of serious consideraticon. These include the followingg:

1. A piece, to be developed by SF and NR, that analyzes
the development of Camp Ramah with attentiom te the
questiom: what is necessary in the way of efferts and
preconditions for the development of a visiem=drivemn
institutiom?

2. A Jewish Sarah Lightfoot book which provides us with
living examples of Jewish educating institutiems that
are vision=dirivem, the examples rangimg from Esh
Ha"Torah to Camp Ramah, to Ha=bomim, ete. The book
would provide impressionistic suppeort for the projeet"s
assumption that the serious success=-stories in Jewish
education have been vision=driven institutienrm. The
book would try te make these institutioms come alive
for the reader, with attention to the ways in which
their respective guiding visioms find expression in
daily life and institutienal practices.

3. “Fhe Future as Histery'™, medelled en the Carnegie
effert to sketeh eut an educational enviromment of the
future. In a skeptiecal environment that wonders abeut
the possibility of a pewerful nen=0Orthedex educational
institutiom, the ehalienge is te develep ap image ef am
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imstitution —- or perhaps a configuratiom of intemr—
related institutions -- that would meanimgfully address
the educational needs of significamt segmemts of the
non-0rthodox world.

4, A Jewish version of "Horace's School"™ -- a book that
would chart the journey of a hypothetical institutiom
in the direction of becoming more self-consciously
attentive to questions of basic goals and their
relationship to educational practice and evalumticomn. A
companion-piece would try to identify and descrihe
actual educational institutions that have succeeded im
becoming significantly more visiom-driwem.

5. A more conceptual piece that discusses the ways im
which wvision can enrich the quality of Jewish
educatiom. This piece might draw on pertimemt
empirical and interpretive work being dome im gemeral
educatiom, e.g. that of Smith, Cohen et. al., and
Newnmamm. Conceivably, such an article ecould be worked
up into a CIJE Policy Brief..

Which of these 5 projects would be worth our deimg is a
matter we felt deserved careful congideration: and the theught
was that this was among the central topies that sheould engage us
in @ consultation we imagine taking place in Jerusalem in January
of 1996. (See beleow for further disecuessien ef this poimt.))

POSSIBLE CONFERENCES, SEMINARS, WORKSHOPS

CIJE has already committed itself te a number of sefimare
and workshops organized areund questioms of migsion, vision, and
goals. ¥We agreed in eur digeussiens that, to the extemt
possible, these must be approached iR ways that make it likely
that these activities represent an initiation, a startimg-polimty,
or a springbeard rather than a self-contained evemnts with Ao
afterslife..

Beyond eu¥ existing commitments, we prejeeted a number ef
sther seminars and eenferenees designed te enhanee our owh
learning and understanding ef the work at handi, teo seed the
cultu¥e, and ts develsp capaeity. Belew is a3 list of the kinds
of seminars we coensidered:

1. & January SohRsultatien in Jerusalem that esAvenes
211 the partieipants ip the July eensultatiun, aleng
With selected additienal individuals that might inelude
David Eeohern, possibly Deberah Kerdimanmy, and maybde a
few sthers. The ehallenge of thism baek-stage
conference is te ecarefully examire, elabkerate, and
deside §m@ﬁg some of the ideas we've bBeen censidering
and t8 further refine the preject's plam-ef-actlicin.
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Specific proposals, e.g., concerning extended pieces
that might be writtem, would be writtem up and
distributed prior to the conferemce. This conferemce
will be enriched by what we learn betweem July 1995 and
December 1995 through our pillot-projects, our kitchem—
work, and the seminars and workshops scheduled for the
next several months.

2. two already-scheduled conferemnces for primcigells.
The planned fall conference could devote a substamtial
segment to questions of goals and visiwon; and the
spring conference could in its entirety be orgamized
around such questioms.

3. a third seminar for principals that would brimg
together those whe, from the perspective of this
project, seem the most promising te set about laumchimg
& serious goals=agenda in their institutierss.

4. A seminar for professional/lay teamg from CIJE
Affiliate communitiesn, to be held some time in the
spring or summer. Conceivablly, the teams could inelude
stronger institutional representatien that we had im
Jerusalem. This seminar, like that in Jerusaletn, is
designed to educate the participants concermimng the
importance of pursuing a goals=agenda at institutiemal
and communal levele and te enlist their support om
behalf 6f thies agenda.

5.A conferenee organized around the Edueated Jew
essays, due te be published next year.

®, A week=loeng seminar tentatively scheduled fer next
July (mear the time of the CAJE econferemee in Israel)
that attempts te initiate inte eur work and te exeite
seleet individuals we take te be execeptiomally streng
as well as sympathetie te the direetiom of eur efforts.
Partieipants will be invited te partieipate in a
conferenee in whieh we will share with them eu¥
thinking ((including ssme 6f the werk geing en in the
kitehen), elieit their feedbaek, and develep a sense of
whe among them shews premise of werkipg effectively in
©he &¥ ansther phase 6f the prejeet (in the kitehew,
as an institutienal gquide, as a leader of seminars that
aim to seed the sulture, ete.), The view was expressed
that, given the nature sf this semimaw, sehelarships
fasilitating attendance weuld be apprepriafte.,

Here are seme ©f then names mentiened as candidakes for
this seminar: Miehael Paiey, Eiaine cehren, Bather
Netteyr, Jedi Hirsh, Bernie Steinbesdy, DBeberah Kerdimamm



from: Daniel Pekarsky at €08528324044944 £ 07-23-95 1108 pa
To: Mamdel Imstitute at €82832w3701I-602527 03 016 of 015

TR

(erhaps as a faculty member). It was suggested that
if we could identify suitable congregatiomal ralibiis,
this might be a good idea. In additiem, it might be
worth folding into this seminar the primcipals
mentioned in #3 above.

Given a number of realities, it was stressed that
nailing down time, place, and participamts needs to be
accomplished very soom.

CONCLUSTION

As noted at the beginning of this document,, what I have thus
far written represents the discussion that provided the
background for basic decisions made at our Sunday meeting,
decisions summarized in a brief document that I have already
distributedl. For the sake of convemiemrce, I am appendimg a cepy
of that document to this one ((See next page).



From: Danial Pekarsky at G08628328044044 & 072585 11:68 gn
To: Mamdel Dnstitute at ©116372972682687857 £ 61T of 1%

GOALS PROJECT CONSULTATION
July 1985,

Below you will find DP's attempt to articulate majeor
decisions we made at our Sunday meeting based on our work over
the last few days. In reviewing the material,, please try to
do the followimg:

1. Read it critically with an eye to catching any omissions or
misrepresentations or any other problems.

2. Review it for overall soundness. Two criteria come to mindt:

a. On reflectiom, dces the proposed agemda and set of
activities make good sense? Is there anythimg
important that we should be doing missimg? Or are some
of the things listed not worth doimg?

b. Time!

The question is net just whether there is emnough time
te do all these things == but whether there is enough
time teo do them all meanimgfully. I am particularly
eonecerned that the "kitchen=werk"™ net get pushed aside
in favor of the other aetivities. It may be that ve
will need te review the propesed set of activities with
this concern in mind.

If at all pesaible, feedbaek eoncerning these and ethex
pertinent matters sheuld be peeled by the beginning of Rext wesk:.
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DECISIONS EMERGING QOUT OF THE THREE DAYS OF DELIBERATICN

Major emphases

1. Seminars, consultatioms, and workshops organized around the
fol lowimeg:

Seeding the culture -- bring lay and professiomal
leaders in the field of Jewish education to a deeper
appreciation of CUFE'$ convictiomsg in this domaim, and
thus laying the ground for communal and institutiomal
imitiatives (@.g., Seminar for leadership from
Affiliated Communities;; Module in fall primcipals'
seminar and at heart of spring seminan))

Meeting ocutstanding commitments we've made {(e.g.,.to
Baltimore, the JCC, Wexmer, and possibly Atlanta and
Cleve land))

Thoughtful deliberatioms designed to better understamd
the project and decide from among competing directioms

and projects (e.g., consultation scheduled for Jamuary,,
DB )(

Bringing some top-notch people into the work witiheut
preconceptions concerning how they will fit im; some of
the "kitchen-work™ will play a significamt role im this
seminar (@.g. the seminar scheduled for July, "96))

2. The Kitchen

While work in this area needs to be determined based om
a comprehensive plan that still needs te be worked out,
we discussed some immediate projects that will need
attentiem:

a. an inventory of existing resources in
different demaims.

b. a paper to be develeoped by NR and S§F that
details the ways in which Ramah ig a visiom=
driven institution and what wa®s neeessary in
the way of inputs for it te become seo.

Less immediate but also diseussed as possibly importamti
kitchen werk (tthough in need ef further eonsiderationm)
were the fellewimg:

a. building maps of different content=
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domaims.,

b, monographs dealing with one or more of the
followings i. "The Future As Histeryy™,.
looking at a comprehensive and adequate
approach to Jewish education in the nom—
Orthodox world: ii. a Jewish Sarah Lightfoot
piece that looks at existing visiom-guided
imstitutionme; iii) a book modelled om
HORACE'S SCHOOL, detailing the process
through which a fictional Jewish educatimg
imgtitution becomes more visiom-driizem.

3. Pilot Projects: Marom will continue his work with Agnom amd,
if it can be worked out, Pekarsky will work out an arrangememt
with another imstitutiom. (Moren's work with the Schechter
School in Cleveland may also be pertinent here.))

Our discugsion emphasized the critical importamce of carefwl
written documentation of the work that goes om in the pilot
projects, as well as analyses of these experiences. Along the
way, seminars designed to analyze the work being done and what ig
being learned would be pertimemt...

4. An Iimperative and immediate need to develop a plam that
carefully breaks down #s 1-3 and determines prierities based om
their importance and on available time and resowrcess.

Note that #s 1-4 do not include any referemce to the
immediate identification and eduecation of facilitatesr=
or coach-figures.. As I understand it, we have agreed =
for reasons that have in part te do with the need teo
develop the kitchen = to remain temperarily agnoestic
concerning the desirability of faeilitatreorsn, eur role
in identifying and training them, ete. This matter will
ke re-approached during eur Jahuary ecenwgultatian,
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WORK PLAN, REMAINDER OF 1995 AND 1996

July - Dec., 1995

1. Further articulate the plan for 1995 and 1996 with attentiom
to the larger conception of the project, and with special
emphasis on what's to go on in the kitchem (both short- amd lomg-
term). The plan needs to be reviewed carefully both CIJE and
Mandel Institute partners to the project.

2, Planning and implementation of seminars we've committed to
{Wexner, JCC, Baltimore, and possibly Atlamtm))

3. Conceptualize, recruit for, and organize the semimars
projected for 1996. These include the January congsultaticn, the

principals seminar, the seminar for the leadership of the
affiliated communities.

4. Pilot-projects: Work-in-settimgs and systematic efforts to
document and analyze ((Pekarsky and Maram)

5. Kitchen-work: To be based on a comprehenmsive plan teo be
developed during summer of 1995. The plan will probably include a
projected paper by SF and NR dealing with the conditiems that

made possible the development of Ramah as a visiom=driwvem
imstitutiom.

®. Module in the fall seminar for principals.

1996

1. January consultation in Jerusalem (CIJE, Mandel Institute and
selected additional participamts)

2. Outstanding commitmemt: support and/or guide Clevelamd"s
efforts to clarify its goals for Beth Terah

2. Spring principalls"” seminar

3. Seminar for representatives of new affiliated commumities

4. Israel Seminar in July designed to draw in potential leaders
and resources ((e.g. Steinbery, Paley, Hirsh, Elaine Cohem,
selected rabbia))

5, Centinuing kitehen work (Mased on plan that will seem be
develeped))

&, Continuing pilet project efforts ((along with apprepriate
decumentatien, analysis, and disecussiong based en them)
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®.. Other activities as determined based on future deliberatiwrs,
egpecially the January consultatiom..



items on SF-DM agenda:

- publication ofthe educated Jew book: reporton deliberations and opening chapter
work with Scheffler; next steps: SF, DM, scholar by scholar, critical readers; Nessa-
Fox writeup of Ramali aspart ofthe publication?; other.

- goals project: go over various documents and decisions; relationship ofthe goals
project and the senior personnel project; Agnon; next steps in "kitchen work";

participation in Wexner; p.e.r.c.;

- the educated Israeli and the educated Jew': report on plansfor nextyear; set ti
deliberation; the educated person; visits ofscholars nextyear; Shinliar; etc.

- other: Felix Posen requestfor translated educated Jew materials;
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An article that explains the sense in which Ramah is a
vision-driven imstitution and the inputs that were
mecessary for it toc come into beimg. Draft completed
by Dec. 19395 ready to be published or published by
Dec. 199&% (HFox and Rappaport))..

Ly}
Carmiaullanzation ofmgaﬁg;ted Jew papers for use by
North American communities and educating institutiens,.
to be done in fall 1996 ((Pekarsky and Marom) .
Maiden-voyage exploration and analysis of a single RQJ
content-domain culminating in an in-progress report by
the end of 1995 (Marom, Pekarsky, Dorph, and Holtz))..

Development of a to-be=-published monograph (Future as
History, or Jewish Lightfoot, or Jourmey to visiom=
drivenness, or....), precise topic to be decided during
the January 1996 CIJE/Mandel Institute Consultatticny;
draft completed by Dec. 1996.

Continuing development of a resource=bank of tools,
exercises, conceptual maps, etc. a)) alohg limes laid
out in Pekarsky's late 1995 essay and refined through
imternal discussions and through the January
consultatiom; and b) in response to insights and needs
emanating from the pilet prejects.

Development of a "Working With Institutions on a Goals
Agenda Fieldboek", to be part of a ecurriculum for
training ipstitutienal guides (Dee. 1999,
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GOALS PROJECT WORK PLAN

August: 1995 — December 1995

Seminars, Workshops and Consultations

~ ~ 3 Consultations/workshops for lay and professional
leadership of Baltimore's central education agency
around questions of mission and goals. (Sept. - Nov.
1995, m

Seminar for lay and professional educational 1leaders in
Cleveland (Nov. 1995)

Consultation to Cleveland's Jewish Education Center
concerning the future of Beth Torah (Nov. 1995)

Module in CIJE's fall Principal's Seminar (Fall 1995)

Two-day consultation to 5 JCCs concerning the goals of
JCC camps (Nov. 1995)

Retreat for some 400 graduates of the Wexner Program
(Dec. 2, 3, 1995)

Consultation with Mandel Institute to plan intensive
January and July Goals Project Seminars (Nov. or Dec.
1995)

Pilot projects

Continuing work in the Agnon School, culminating in a
paper that documents work-to-date and that offers
pertinent analyses and insights concerning the nature
of the work (Marom) .

Continuing work with two Milwaukee institutions,
culminating in a paper that documents work-to-date and
that offers pertinent analyses and insights (Pekarsky).

Product development center |[yesterday called "the kitchen",
tomorrow probably something else]

A conceptual piece that systematically lays out the
varied kinds of work that needs to be produced in the

Product Development Center (Pekarsky).

Draft of a to-be-published article that explains the
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sense in which Ramah is a vision-driven institution and
the inputs that were necessary for it to come into po-fLy>n
being (Fox and Rappaport) . Jp~

Continuing work towards publication of the Educated Jew
papers (Marom).

Maiden-voyage exploration and analysis of a single
content-domain culminating in an in-progress report :;s-
(Marom, Pekarsky, Dorph, and Holtz).

January 1996 - December 1996
Seminars, consultations, workshops

CIJE/Mandel Institute Consultation, along with a few

carefully selected guests, organized around the

following purposes: a) Examining and determining the

course of future work in the Product Development L SfL* £
Center; b) Analysing lessons on the Pilot Projects,

building on the Marom/Pekarsky papers. The outcomes of

this seminar will be a refinement of the work-plan,

particularly as it pertains to the Product Development gPULpftQ
Center; and a working paper that summarizes our

insights to date concerning work with institutions on a _ .
goals-agenda. (January, 1996) &*srwriK.

CIJE Seminar for Principals, to be organized around the
theme of vision, goals, and evaluation (Spring 1996)

Extended Initiatory Seminar on Goals for lay and
professional leadership of new Affiliate Communities
(Spring or Summer, 1996)

CIJE consultation to Cleveland's Jewish Education
Center concerning the future and the goals of Beth
Torah (Spring 1996).

Intensive initiatory for senior-senior educators with

**he potential to contribute to the Goals Project as

institutional guides or in other capacities (July
L-1996)

Consultation with Sharon Feiman-Nemser and Deborah Ball
concerning curricularization of the Goals Project

Agenda for institutions (Spring 1996).

Participation in the Summer Seminar for Personnel-
Development leaders, with the intent of integrating
considerations pertaining to goals into their
deliberations (Summer 1996).
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Goals Seminars (on the model of Milwaukee) in two
communities that participated in the summer seminar for
new Affiliated Communities (Fall 1996).

td
°ft%eminar for carefully targeted individuals around the
Educated Jew articles. (Fall, Early Winter 1996)

One or two extended retreats or seminars organized
around Mike Rosenak's essay on community goals and led
by Mike Rosenak for the lay and professional leadership
of North American Jewish communities (Spring/Fall

1996) .

Pilot-projects

Continuing work with the Agnon School, culminating in
draft of an article summarizing the effort and what is
being learned from it (along dimensions to be
determined) (Marom) .

Continuing the work begun in fall 1995 with two
Milwaukee institutions, culminating in a progress-
report or draft of article that articulates what is
being learned (Pekarsky).

Two workshops with Milwaukee JCC camp-related lay and
professional leadership, focusing on place of goals in
this institution; possibly the beginning of a third
Milwaukee-area Pilot Project (Pekarsky, January,
!February 1996)

Possible Seminar for promising institutional guides
(drawn from participants in the July seminar for

senior-senior individuals), and based on work-to-date
# in the pilot-projects and in the Product Development
Center (December 1996 or early 1997). It is hoped that

by this time various "seeding the culture" initiatives
will have given rise to a clientele for increasing
numbers of institutional efforts.

Product development Center

See "Pilot-Project" section for articles to be written
as a result of the pilot-project efforts.

Publication of the SF/NR article on Ramah (Dec. 1996)
Draft of to-be-published monograph (Future as History,
or Jewish Lightfoot, or the Journey to vision-

drivenness, or....), precise topic to be determined

Va V'~f
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during the January 1996 CIJE/Mandel Institute
consultatiam.

Publication of the Educated Jew papers (Spring 1996)..

G = v/fpGW .
Curricmlamizatiom of the Rosenak essay, desigmed to
make it accessible to North American constituencies and
helpful to them in their efforts to clarify their own
organizing visiom and agemda. (Fall, 1996)

A working-paper ((and appendices)) which articulates what
is involved in stystematically organizimng and
inventorying a content-domain ((to be determimed)), with
an eye towardls helping client-institutioms make
progress on a goals-agemda. This is a continuatiom of
work initiated in 1995.

Continuing Developmemt of a resource-bank of tools,
resources, exercises, conceptual maps, etc.: a) aleng
:lines laid out in late 1995 (See Pekarsky's to=be=
written essay)) and refined/revised in early 1996 (our
January consultaticem)); and b)) in response to insights
and needs emanating from the pilot-projects.
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MEMO TO: CIJE Steering Committee
FROM: Daniel Pekarsky

RE: Goals Project update

July 25, 1995

INTRODUCTORY

Our experience with the Goals Project to date, carefully examined and richly illuminated
during a recent consultation with faculty associated with the Harvard University-Mandel Institute
Program off Scholarly Collaboration, has made it possible to refine the project's long-term
challenges and immediate tasks. This report is designed to bring you up to date
with our thinking and activities.

The imagined future that animates the work of the Goals Project includes the following
elements: Jewish educating institutions, encouraged by their communities, are actively
engaged in serious deliberation and study designed to deepen their understanding of their central
goals; they are working to develop practices that seem adequate to these goals; and they are
employing evaluation procedures that make it possible to recognize and diminish the gap
between aspiration and outcome. We imagine a future in which the language of vision, goals, and
evaluation figures prominently in the discourse and deliberations of educators and lay
constituencies, a future in which thoughtful attention to these matters contributes to substantially
improved educational practices and outcomes. Three principal emphases have defined our
efforts to move towards this imagined future-

THE THREE PRINCIPAL EMPHASES

Seeding the cultyre. First of all, the Goals Project is an attempt to cultivate a culture in the
Jewish community that takes questions of vision, goals, and evaluation to heart, a eulture
that recognizes that educational and communal well-being depends on a willingness to think
eritically and regularly about such matters in their relationship to practice. We have informally
beguh to deseribe initiatives that are aimed at engendering an hospitable cultural environment as
Yseeding the eulture." The metaphor of "seeding" is intended to suggest that out of this kind of
sffort seme very good things are likely to grow, ineluding the emergence of increasing numbers
of institutions, embedded in strongly suppertive eemmunities, that approach us with the serious
intention of becoming erganized areund shared and compelling educational goals. As we have
discussed on mere than one oceasion, the word "serious" is critical here; for what we have in
#mind is net a ene-shet “visioning session" but a demanding process that integrates institutional
self-study, study of pertinent Jewish texts and eonceptions, and careful deliberation concerning
“the what" and "the hew" of Jewish edueation. Carried through in the right spirit, this process
Wil give rise te stronger educational practices as well as to institutional cultures which
ShesuFrage inquiry aimed at continuing self-improvement.

Several of CIIE's tesent ahd upesiming aetivities are organized around this "seeding the
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culmire” agenda. Pertinent examples include the Jerusalem seminar last summer, the set of 4
seminars held in Milwaukee during the spring, and the upcoming December retreat with the
some 400 graduates of the Wexner program. We also view consultations like the one held with
the group planning a high school in Atlanta and our upcoming programs with the JCCs and with
Baltimore's central agency as opportunities to educate these constituencies eoncerning the
important place of vision and goals in educational deliberation and practice.

As our work has progressed, we have come to recognize that it would be a mistake to
"glirtto~-ize”™ the concerns animating the Goals Project by confining them to activities
pre-designated as “"Goals Seminars." If we are serious about nurturing a goals-sensitive culture
among the constituencies that will shape the course of Jewish education, all of CIJE's activities
—~for example, in the areas of personnel development and community mobilization —need to be
imfiased with the concemns that are et the heart of the Goals Project. We have also come to realize
that effectiveness in making these concerns come alive for targeted institutions and populations
will usually require going beyond talking about the importance of goals, vision, and evaluation;
we will also need to engage them in addressing genuine problems and perplexities relating to
such rmatters in relation to their own areas of educational interest. It will be crucial to infuse such
discussions with philosophically powerful Jewish conceptions so as to exhibit their capacity to
deepen educational deliberations by stimulating serious thinking concerning the aims of Jewish
education.

"The kitchen " We have come to refer to “the kitchen" as the backstage where we develop the
resources - the materials, the know-how, the conceptualizations —that are required to be
effective in "seeding the culture” and in guiding serious institutional efforts to become organized
around clear and compelling goals. Kitchen-work is wide-ranging, and it builds on the
substantial and soon-to-be-published work already done under the auspicies of the Mandel
Institute’s Educated Jew Project. It includes, but is not limited to, imaginative publications that
make vivid the power of a guiding educational vision and the nature of the journey towards such
avisien; continuing efforts to develop materials like those produced through the Educated Jew
Pioject that ean be used to raise the level of consciousness among lay and professional
constituencies eoncerning the aims of Jewish education; and a repertoire of strategies that can be
drawn on in the effort to enceurage institutions to "take the next step” on a goals-agenda. A
well-developed library of siich resources will alse be invaluable in the training of those
individuals whe will be deing this work.

Developing eapaeity. The ability of interested institutions to become more vision-driven and
gosls-sensitive may depend substantigily on their being helped along by “coaches” or "guides”
whe pessess the right kinds ef aptitudes, skills, understandings, and convictions. Since the
Fequisite expertise is net commen, a third emphasis of our project has been on developing the
human eapaeity to werk with eommunities and institutions on a goals-agenda.

This "developing eapacity" iraperative has pointed us in two directions. One of these
directions foeuses on pilei-prajests” in whieh a small number of institutional guides (especially

2
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members off our own staff) work with select institutions on a goals-agenda; carefully studied,
their experience will deepen our understanding of the nature of the work that guides meed to be
diimg and will thereby enhance our ability to train other individuals to do this kind of work. The
other direction focuses on the identification, recruitment, and training of individuals who show
promise of making effective guides.

Our actual work with institutions to date has emphasized the "pilot-projects”. The intensive
and comtinuing work of the Mandel Institute’s Daniel Marom with Cleveland’s Agnon School is
a principal example; and Daniel Pekarsky has initiated some efforts in this domain with
Milwaukee institutions that participated in the spring Goals Seminars.

It is worth noting in passing that in addition to what these pilot-projects will teach us about
the art offhelping institutions make progress on a goals-agenda, they are important to our work in
a number of other ways. For example, these pilot-projects offer a wealth of information
concerting institutions and institutional change; and they will also instruct us about the kinds of
resources (texts, strategies, exercises, diagnostic and evaluation tools, etc.) "the kitchen* needs
to be producing to help institutions make progress on the goals agenda. Finally, even one
sucsessful pilot-project, if suitably documented, analyzed, and packaged, could do wonders for
our effort fo convey what it means to take on a goals-agenda and the benefits of doing so.
Developing such a case-study of a "success-story" may prove a very worthwhile endeavo.

BALANCING THE THREE EMPHASES

Our July meetings with Professors Seymour Fox, Israel Scheffler, and other scholars
associated with the Harvard University-Mandel Institute Program of Scholarly Collaberation
have helped to clarify and deepen our understanding of the relationships between the three
emphases enumerated above. The following general conclusions summarize our judigment as @
the mest fruitful way to distribute our available energies among these emphases:

§E§ﬁd&ﬁ§ béhiﬂé tbisjudgmeat is ou §tf@ﬁg sense that ouf abillty to tram mdwiduals ‘m wk
with institations will be substantially enhaneed threugh pilot-prejects that foeus on different
dimensions of the werk and that give Hse to inereasingly mere flne-tuned and powesful bodies of
knowledge and strategic knew-hew, tailered te different institutional eireumstances. This
knewledge-base will Be an intsgral par of the eurrieulurm for training others to weork with

nstitutions.

3) Al the same tithe, we shoule
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it 2t the appropriate Inc ey can b : : 2 -1- Theupcommg
mm f@t pnn@lpa.ls and a semninar for senior educators planned for next summer are informed
by this concern.

CAPSULE SUMMARY OF THE WORK AHEAD
1. Semninars, consultations, and workshops organized around the following:

Serdiimg the culture: bringing lay and/or professional leaders in the field of Jewish education
to an appreciation of the need to take questions of vision, goals and evaluation seriously, thus
laryimg the ground for commmunal and institutional injtiatives. Upcoming examples of such efforts
include the projected seminar for the leadership of new Affiliated Communities and a spring
senmimar for principals organized around the concerns at the heart of the Goals Project.

Initiating some outstanding senior people into the work of the Goals Project and engaging
them, as appropriate, in the project’s activities. An extended seminar for this constituency, o be
developed in collaboration with the Mandel Institute, has been projected for July, 1996.

Honoring commitments we've made (in ways that forward the project’s principal goals).
Representative activities include a set of sessions developed in cooperation with Baltimore's
central agency designed to help the leadership to clarify the agency's central mission and goals;
working with Wexner to develop a retreat for the Wexner graduates that is designed to foeus
their energies on Jewish education in their local eommunities; and working with teams from a
number off JCCs around questions concerning the vision animating their camps.

2. Developing our Undesstandings and Tools

On-going werk aimed at develeping a library of resources, materials, strategies, and
evaluation teols that will enhanee our efforts to de the following: to mobilize Jewish
comMnRities in suppert of the goals-agenda; to help edueating institutions become organized
afound meaningful gosls; and to train the personnel to work with these institutions. The analysis
and development of this erucial part of eur werk will be the subjeet of seme high level
deliberations 2t the Mande! Institute scheduled for January, 1996.

3. Pillex Frgjeets

Marom will consinue his work with Agnen and Pekarsky will try to finalize an arrangement
With oReE 6F twe other instititions; probably in Milwaukee.

4
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Careful documentation and analysis of the work that goes on in the pilot projects are of
critical importance. Along the way, seminars for carefully chosen clienteles designed to analyze
this work will be invaluable and will be scheduled as appropriate.
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MEMO TO: CIJE Steering Committee
FROM: Daniel Pekarsky

REz: Goals Projeet update

July 25, 1995

INTRODUCTORY

Our experience with the Goals Project to date has made it
possible to refine the project's long=term challemges and
immediate tasks. This report is designed to bring you up to date
with our thinking and activities.

The imagined future that animates the work of the Geals
Project inecludes the following elements: with the enceuragememt
of the commumities on which they depend, Jewish educating
institutioms are actively engaged in serious deliberatiem and
study designed to deepen their understanding of their central
goals;; they are working to develop practices that seem adegquate
to these goals; and they are employing evaluation procedures that
make it possible to recognize and diminish the gap between
aspiratiom and outcome. We imagine a future in which the language
of visiem, goals, and evaluation figures prominemtly in the
discourse and deliberatioms of educators and lay constituenciess,
a future in which thoughtful attention to these matters
contributes to substantially improved educational practices and
outcomes.. Three principal emphases have defined our efferts to
move towards this imagined future.,

THE THREE PRINCIPAL EMPHASES

Seedimg the culture. First of all, the Geoals Preojeect is an |
attempt to cultivate a culture in the Jewish community that takes
questioms of visiem, goals, and evaluation to heart, a culture
that recogmizes that educational and communal well-being depemds
on a willimgmess to think critically and regularly about such

matters in their relationship to practice. We have informally
begun to describe initiatives that are aimed at engendering an
hospitable cultural envirenment as "“"seeding the culture.™ The

metaphor of “seedimg™ is intended to suggest that out of this
kind of effort some very goed things are likely to grow,
including the emergence of increasing numbers of institutioms,
embedded in strongly supportive cecmmunities, that approach us
with the serieus intention of beceming organized around shared
and compelling educaticomal goals.. As we have discussed on more
than one occasiem, the word "serious™ is critical here; for what
we have in mind is not a one=shot "“wisioning session™ but a
demanding process that integrates institutional self-study, study
of pertinemt Jewish texts and conceptiems, and careful
deliberatien eoneerning "“the what™ and “the how™ of Jewish
educatiom. Carried through in the right spirit, this process
will give rise to stronger educational practices as well as to
institutional cultures which enceourage inquiry aimed at
continuing self=improvememt..
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Several of CIJE's recent and upcoming activities are
organized around this ™"seeding the culture™ agenda. Pertinemt:
examples include the Jerusalem seminar last summen,, the set of 4
seminars held in Milwaukee during the 38primg, and the upcoming
December retreat with the some 400 graduates of the Wexner
program. We also view consultatioms like the one held with the
group planning a high school in Atlanta and our upcoming programs
with the JCCs and with Baltimore's central agency as
opportunities to educate these constituencies concerning the
important place of vision and goals in educational deliberatiom
and practice.

As our work has progressed,, we have come to recognize that
it would be a mistake to "ghetto-ize™ the concerms animating the
Goals Project by confining them to activities pre-designated as
"Goals Seminars.™ If we are serious about nurturing a goals—
sensitive culture among the constituencies that will shape the
course of Jewish educatiom, all of CIJE's activities == for
example,, in the areas of personnel developmemt and community
mobilization -- need to be infused with the concerms that are at
the heart of the Goals Project..

"The kitchen.™ We have come to refer to "the kitchem™ as
the backstage where we develop the resources - the materials, the
know-how, the conceptualizatioms ~- that are required to be
effective in "seeding the culture™ and in guiding serious
institutional efforts to become organized arcund clear and
compelling goals. Kitchen=work is wide=-ramging:: it includes, but
is not limited to, imaginative publications that make vivid the
power of a guiding educatiomal vision and the nature of the
journey towards such a visiam; continuing efforts to develop
"Iducated Jew™ materials that can be used to raise the level of
consciousness among lay and professiomal constituencies
concerning -the aims of Jewish educatiaem; and a repertoire of
strategies that can be drawn on in the effort to encourage
imstitutioms to ™take the next step™ on a goals-agemda. A
reasonably well=-developed library of such resources will be
imvaluable in working with institutioms and in the traiming of
those individuals whe will be doing this worik.

Developing capacity.. The ability of interested
imstitutions to become more vision-driven and goals-sensitive may
depend substantially on their being helped along by *“coaches™ or
"guides™ who possess the right kinds of aptitudes, skills,
understandimgs, and convictioms. Since the requisite expertise is
not commom, a third emphasis of our project has been om
developing the human capacity to work with commumities and
institutions on a goals-agends.

This “"developing capacity“ imperative has pointed us in twe
directioms. One of these directiemg focuses on "pilot-projects®
in whieh a small number of institutional guides ((especially
members of our own staff)) work with select institutioms on a
goals=agemnda;; carefully studied, their experience will deepen our
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understanding of the nature of the work that guides need to be
doing and will thereby enhance our ability to traim other
individuals to do this kind of work. The other directiom focuses
on the identificatiwmm, recruitmemr, and training of individuals
who show promise of making effective guides.

Our actual work with institutions to date has emphasized
the "pilot-projects”. Daniel Marom's intensive and comtinuimg
work with Clevelamd's Agnon School is a principal example;; and
Daniel Pekarsky has initiated some efforts in this domain with
Milwaukee institutioms that participated in the spring Goals
Seminars..

In addition to what these pilot-projects teach us about the
art of helping institutions make progress on a goals-agemds, they
are importamt to our work in a number of other ways. For example,
these pilot-projects offer a wealth of information concernimg
institutioms and imstitutiomal change;: and they will also
instruct us about the kinds of resources (@rticles, strategies,
exercises, tools, etc.)) ™the kitchem™ needs to be producing to
help institutions make progress on the goals agemd®. In
additiom, even one successful pilot~-project, if suitably
documented,, analyzed,, and packaged,, could do wonders for our
effort to convey what it meams to take on a goals-agenda and the
benefits of doing so. Developing such a case-study of a
"success-story™ may prove a very worthwhile endeawor..

BALANCING THE THREE EMPHASES

Based on our experiemce to date, mur recsertt deliberatioms
with the Mandel Institute and with the Philosophy of Educatiom
Research Center at Harvard can be understood as an attempt to
clarify and deepen the relationships between the three emphases
enumerated above and to determine the most fruitful way to
distribute our available energies among them. Our general
conclusions were 1) that all three of these emphases comntinue to
seem worthy and need to be simultaneocusly pursued,, and 2) that
in the third area, identified as "Dewveloping Capacity™,, our
immediate work should faveor selected pilot-projects over an
attempt to train a cadre of coaches. Standing behind this
conclusion is our imcreasingly stromg semsse tilwt our ability to
train individuals to work with imstitwtiecrs wiilll be enormously
enhanced as a result of what we will learnm through selected
pilot-projects., eepecially whem combined with parallel efforts
"in the kitehem" to develop a library of pertimemt and accessikle
conceptualizatieoms, strategies, and materizls. At the same time,
3) we should begin now te involve in our project senior educators
whe have the petemtial to be effective in helping educating
institutiome become more goals-sensitive, so that at the
appropriate moment they can be tapped for this importamt womk.
The upcoming seminars for prinecipals and the seminar for senior
educators planned for next summer are informed by this comcenrm.
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CAPSULE SUMMARY OF THE WORK AHEAD

h. Seminars, eensulEations, and workshops organized around the
FOA NGBS

2,

Seeding the culture: bringing lay and/or professiocmall
leaders in the field of Jewish educatiom to am
appreciation of the need to take gquestioms of visiem,
goals and evaluation seriously, thus laying the groumdl
for c¢ommunal and institutiomal initiatives. Upcomimg
examples of such efforts include the projected seminar
for the leadership of new Affilisted Commumitiles and a
gpring seminar for principals organized aroumd the
concerns at the heart of the Goalsg Project..

Imitiating some outstanding senior people inte the work
of the Goals Project and engaging them, as appropriates,
im the project's activities.. An extended seminar for
this constituency has been projected for July,. 199c..

Honoring outstanding commitmemts we've made (in ways
that forward the project's principal goals))..
Represaentative activities include a set of sessioms
developed in cooperation with Baltimore"s cemtral
agency designed to help the leadership to clarify the
agency's central mission and goals; workimg with Wexmer
to develop a retreat for the Wexner graduattes that is
designed to focus their energies on Jewish educatieom im
their local communities; workimg with teams from a
number of JCCs around guestiems concernimg the visiom
amimating their camps; and working with the Jewislh
Education Center of Cleveland to help clarify what
might be an appropriate set of goals for Beth Torath, a
supplemental school focusing on Hebrew that is shared
by three Consgervative congregrtiors.

Develeping our Understandings and Toels

On-goeing werk aimed at develeping a library of
resoureces, materials, strategiew, and evaluatiom teols
that will enhanee eur efferts te de the feolleowinw: t®
mebilize Jewish eemmunities iA suppert of the geals~
agenda, €6 help educating institutiens become orgamnized
areound meaningful geals; and te train the persenpel &t
werk with these institutiems. It is erueial thakt we
not side=step this part ef eur werk!

3. Pilet Prejeeks: Marem will sentinue his weork with Agnom and
tekarsky will try te fipalize an arrangement with one or twe
other institutions, prebably iR Milwaukess.
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Careful doeumentation and analysis of the weki that goes om
in the pilet prejests are of eritical importamee. Aleng the way,.
seminars for carefully chesen clienteles designed to analyze this
work will be imvaluable and will be scheduled as appropristes.
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SUMMARY OF HOFFMANN-HOLTZ-PEKARSKY-MAROM CONFERENCE CALL
July 24, 2995

The need to develop a report for the CIJE Steering Committee
neeeesitated deferring thie summary of our conversatiemi eo T
apologize in advance if I have failed to reconstruct it

-

TOWARDS CONCRETENESS AND DIVISION OF LABGR

The background to our conversation was a document purporting
to summarize decisions made at the end of our July deliberatioms
and suggesting a work-plan designed to carry out these decisiams..
Before discussing that document concretely, Pekar3ky, based on an
earlier conversation with Maram, sketched out what in very
practical terme this work-plan might look likee. The sketch tried
to identify what Marom and Pekarsky would be doimg, both
individually and together. Focusing on them was not meamnt to
suggest that others would not be actively involwad? but it was a
nod to the reality that they will be central to the effomrt:..

Below is the division-of-labor Pekarsky proposedr

MAROM
1. Agnon Pilot-project
a) Continue working with Agmom;
b) Document everything pertinemt that happems:

c) Analyze the experience ((through reflective repeorts,
through discussions with Pekarsky, and through periodic
consultations and seminars organized around concerms
and guestions emanating from this work.

2. Kitchen=-work

a) Dig into the work in the kitchen with a fairly
narrow but doable effort that has the potemtial to
illuminate the nature of kitchen waorik.

The challenge would be to pick a movement within
contemporary Jewish life ((e.g. Refarm, Conservatiwe,, or
non=-dencminational *cohmmuuwity institutions™) and an
area ((say. "Hebrew™ or “Iarael™ or "Prayer™), and do an
inventory of pertinent rescurces that already exist and
that would be useful in werking with institutions in
that movement in this area) develop additiomal
materials, maps, etc., making use of the 5 levels we've
discussed and the grid as appropriat=.

b) Curricularise the Rosenak material ((with Pekarsky))

3. Educated Jew Project
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a) Finish the beek.

B) Currieularise the Fdusated Jew materials for uae by
communities and institutions (with Pekarsiky))

e¢) Organize a conference around the Educated Jew
Project for a carefully chosen clientele.

4. Help to plan the January and July seminars. to be held in
Israell..

%, Participate to the extent possible in other seminars we will
be helding across the year in the United States.

PEKARSKY

1. Plan and facilitate the various seminars and workshops planned
for the coming year.

2. The kitchen

a) Develop a fleshed-out conceptualization of the work
that needs to be done.

b) Do work fozused on another movement that is parallel
to Marom's effort to develop a thorough understanding
of m particular domain ((like "Israel)p» possibly the
Conservative movememt.

c) Conceptualize and develop proposals for substantiall
publication-projects along the lines of "The Future As
History™ or a Jewish Sarah Lightfoot bock.

d) Work with Marom on curricularizing the Rosenak and
the Educated Jew materials..

3. Pilot=projects

a) Work with Marom to deocumemt and analyze his work at

Agmom..
b) ITdentify and begin working in a pilet=preoject site.,

REACTIONS TO THE PROPOBAL

fha e 2P 1 *my i :2 We have used such
terma 2 Iot when rcforr;ng to thl k;tchQMiwwﬂk What exactly do
we have in mind?

There is in faet some unclarity here, and achieving elarity
@@neerning this is one of the ehallenges ef Pekarsky's initial
“itehen-assignnentM (whieh is te esneeptualize the kitehen=
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WeEk). But it i2 worth noting that the unclarity surrounding the
"m@@gﬁm@% language is not a symptom of empty rhetoric® rather,
the term ie richly suggestiwe! It points us towards flogical
maps”™ which exhibit the relationshlps betweem, say, curriculum
and pedagegy to eonceptions of the aims of Jewish education and
e more fundamental beliefs concerning the nature of Jewish
existence; and it also points us to *strategic maps™ which
suggest differemt routes we can take when confronted with
particular institutional circumstamces:.. Pekarsky”s initial piece
on the kitchen will need to clarify these and other meanings of

Mesprpimg™ ..
Where in the pl vigi r educating the kinds
of individuasls who came to the Jerusalem Goals Semimar? The

Seminar for the lLeadership of Affiliate Communities is intended
for a comparable constituemcy.

In this connectiom, a swggestion was made that perhaps we
should be encouraging more institutional teams to attend this
seminar than had been present in Jerusalem; Agnon seems to have
greatly benefitted from the circumstance that both its presidemt:
and its principal were in attemdamcee. In response to this, a
concern was raised about our running the risk of not havimg the
human capacity to meet the demand for help with a goals-agenda
that might come our way from “turned-on™ institutiems.. This
discussion was not pursued in this conversatiem.

pRoag g_Summer 1996 Semimear’im Jerys :
_Qgi_thli_xgnzg_gnt an effo:tzgg_jxgangggggggz_ The idea behlmd

this seminar is to bring into the culture of the Goals Project
some exceptionally talented individuals whese outleook and
background make it likely that they will be sympathetic teo our
work and possibly able to contribute to it., They will be invited
without preconceptioms concerning whether or how they will be
involved with our project beyond the semimaxr. It is ceneceivable
that some might be engaged to do *“culture=-seeding™ wenks; others
kitchen-work: othera pilot-projects:; and others nothing at all.
All of this we will have to see as we move along. In general
terms, though, the intent is te create capacity for the Gealws
Project by bringing more pecple inte our conversatiiem, thereby
alse seeding the field with more people whe speak the language of
the Geals Project.

Den't ferget the front-lime edugatergt Based om his recent
werk with Agnom, DM urged us that as we think about the
ceongtituenecies to work with, we should not forget that unless
edueaters whe are involved in day=te=day efforts at educatiom
get aetively engaged ((and in relation te their owm weork)) with the
eeoneerns the Goals Projeet is concerned with, our success will be
limited., This means that ae we try to shape initiatives aimed at
prineipals and teachers ((for example, the Cleveland=-Milwaukee
initiative), we should find ways to encourage meamimgful
attentien te geals. [[In the ecase of principals, orme of the
challenges may be te help them find ways te engage their teachers
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in thinking productively about such matters.]

effcnrt:s to _refine the
e - " Very much so!
ﬁ@ts, for axampie; the consultatlon in Jerusalem projected for

January of 1996. Perhaps, though, the work-plam itself needs to
reflect this critical dimension of our work.

Marom'2 participation in geminars.in the U.S. It will be
important to think through Marom's travel-schedule in relation te
our seminars and to try to coordinate his trips with the seminars
at which his availability would be the most usefull.

Dees movement—-linked kitchen-work involve working wiith
_gggm;ng:;gngl_hgg;ggz_ When DP speaks of tackling a content-area
in the context of the Conservative movement (drawing om the
expertise of Barry and Gail)), this could be heard as an overly-
ambitious effort to get involved in active work with the
denominatics.. But at least at this stage of our work, DP wamts
to do something much more preliminary - something that does not

involve, though it might provide groundwork for, work with
denominational groups.

expressed some concern that we've begun us:l.ng the tem
"ecommunity™ in too many sensew®, thereby breeding some confusiam.
He suggested we limit the term to geographic Jewish communities
under the organizational leadership of Federatioms..

Bieed for sub=categories. It was suggested that in
developing our work~plan it might be useful to discriminate
between on-going commitments and one-time commitmemtts..

Analygis of pilot-proiect daten: imvolwe thethemrgactbgidants!
The wiewwas espressedi tthat we would do well to tncinmdudet pdtiet-
project participants in analyzing what is happening with pilot-
projects. For example, Ray Levi's input could be invaluable,, and
this should be taken into account when we plan opportunities to
examine the Agnon experiemce.

THE MIGST NMATDR CONERNES EKED BY THE PROPOSED DIVISIONW QF LEKTHR

The gemeral Hhrust of tihe proposed plam smemed comgemial tto
the participants in our conference call. But two general
concerns were raised:

1. If we look at the work that’'s been projected for
Marom and Pekarsky in this conversatiom, is there
anything significant that's been dropped from what we
seem to have agreed to during our deliberatiems in
Cambridge in NY? (©ur intuitive sense is that the
answer is "No," but we agreed that it would be
important for Pekarsky to review the proceedings of our
sessiens with this in mind prior to our next conference
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@ahl.)

2:  The propesed szet of activitise seems very
amBitisus, particularly given the fact that Pekarsky
and Marom are Beth hea¥i y committed in other aremss..

one pessibility would be te prieritize the variocus
taeks and to put aside or defer some of them -- for
ekample, the effort to curricularize the Rosemak
makterial for uee in North American commumitiiess.

Aneother possibility, and one that seemed to make some
imitial eense, wae to aceept this formulation of the
plan but %o regard it as a plan that would be completed
not im a year but in a year and a half -- in Dec. of
199%6:. In view of Pekarsky"”a greater availability for a
peried beginning in January of 1996, this might malke
the plan more readily achieved.

SONE FINAL POINTS

1. Alan let ua know that Rosenak may be available to work witin
various constituencies in the United States. We all thought that:
this would be great. We should be thinking carefully about hew
to optimize the use of hiBR time so that it will forward cur
principal efforts. Further information concerning his

swailability would be very valuable; perhaps Marom or Hoffmamm
oould clarify this.

2. DP mentioned that =s a mesullit of tiee CHaggjiom aaxd CTIBE
commitments he would e miisssimy & lot of UN cllssesangnexprepsseded
some concern about getting to Israel for a fall meeting wiith Feox
and Marom. Fe wondered abocut the pessibility of a meetimg aroumd
Dec. 20. Marom responded that he will be in the U.S. in the fall
azmd perhaps the meeting that had been propcsed for Jerusalem
could be held in the Sates.

3. DP and ADH agreed sibvut tihe meed trp thllk twgethesr atiwmtt the the
possibility of a DF leave-of-absence from the UW in the fall of
1996. Given the bureaueratice invelved, this discussiom should
take place soeon.

4, Pekarsky agreed te develop a brief summary of where we had
gone in this ceonversatiom, with attention to anything impertamt
that the propesed plan leaves eut. This gummary sheuld be fared
te all of us in preparatien fer eur next eenference call eom
August 4 (8:30 a.m., Madisen=time; 1 heur later in New Yenk, ard
® hours later in Jerusalem).

Serry for any emissiena or miginterpretatieons, but I trust yow'll
ERECR HheR.
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QUR NEXT MEETING

Nete €hat, iR general, our disoussion left intsact the
ackivities identified with Pekarsky and Marom that were discussed
at the beginning of our meetimg, I suggest that our next meetimg
try te de the followings

1. A report from Pekarsky re: the relationship between this
proposed plan and what we agreed to in our NY/Cambridge
deliberaiticomns..

2, Reactions to the summary of our discussion offered in this
doCumamnit..

3. Achieving closure on this, or a revised, plam.
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MEMO TQ: CIJE Steering Committee
FROM:: Daniell Pekarsky

RE: Goals Project update

July 25, 1995

INTRODUCTORY

,Our experience with the Goals Project to date has made it
possible to refine the project's long-term challenges and
immediate tasks. This report is designed to bring you up to date
with our thinking and activities,

_ The imagined future that animates the work of the Goals
Project includes the following elememts: Jewish educatnm?
institutioms,, encouraged by tneir communities,, are actively
engaged in serious deliberatiom and study designed to deepem
their underst@ndnm% of their centrall goals:;; they are working to
develop practices that seem adequate to these goals; and they are
employing evaluatiom procedures that make it g9551bﬂe to
recognize and diminish the gap_betweem aspiratiom and outcome. We
imagine a future in which the language of visiom, goaﬂa, and _
evaluation figures prominently in the discourse and deliheratioms
of educators and lay constituencies. a future in which thoughtffwll
attentiom to these matters contributes to substantially improved
educatiomall practices and outcomes. Three principall emphases
have defined our efforts to move towards this imagined future.

THE THREE PRINCIPAL EMPHASES

Seedimg the culture. First of all,, the Goals Projrct is an
attempt to cultivate a culture in the Jewish community that takes
questioms of visiom, goals, and evaluatiom to heart, a culture
that recognizes that educatiomall and commumall well-benm% depends
on a willingness to_think critically and regularly about such
matters in their relationship to practice. We have informally
begun to describe initiatives that are aimed at engenderimg_an
hospitable cultwrall environment as “seeding the culture.” The
metaphor of “seedimg™ is intended to suggest that out of this
kind of effort some very good things are likely to grow,
including the emergence of increasing numbers of institutioms,
embedded in strongly supportive communities, that approach us
with the serious intentiom of becoming organized around shared
and compelling educatiomall goals, As we nave discussed on more
than one occasiom, the word "serigus™ is critical] here: for what
we have in mind is not a one-shot "visionimg sessigm” but a
demanding process that integrates institutiomall self-study, study
of pertinent Jewish texts and conceptioms, and careffull
deliberatiom concernimg “the what" and "the how" of Jewisih
educatiom. Carried through in the right spirit,, this process
wiﬂﬂ.%ivg rise to stronger educatiomnal! practices as welll as to
institutiomall cultures which encourage inquiry aimed at
continuimg self-improwvemsant .



Severall of CIJE's recent and upcoming activities are
organized around this "seeding the culture” ageméa. Pertimemt
examples include the Jerusalem seminar last summem, the set of 4
seminars held in Milwaukee durlng the sprimg,, and the upcoming
December retreat with the some 400 graduates of the Wexmer
program, We also view consultatioms like the one held with the
group Hlannlng a high schooll in Atlanta and our upcomimg programs
with the JCCs and with Baltimore's centrall agency as
opportunities to educate these const;tuemcnes"concermn@% the
important place of visiom and goals in educatiomall deliberation
and practice.

) As our work has progressed,, we have come to recogmize that
it would be a mistake to "ghetto-ize™ the concerms animatimg the
Goals Project by confining them to activities pre-designated as
“Goals Seminars.”™ If we are serious about nurturimg a goals—
sensitive culture among the constituencies that willl shape the
course of Jewish educatiom, alll of CIJE's activities — for
exam?leu in the areas of persommell development and commumi ty
mobilizatiomn — need to be infused with the concerns that are at
the heart of the Goals Project. We have also come_to realize
that effectiveness in making these concerms come alive for
targeted institutions and populatioms willll usually require going
beyond talking about the importance of goals, visiomn, and
evaluatiom; it willll be criticall that we also lead them to
identify and beglm addressing %englne problems and perplexities
relating to such matters in relatiom to their owm areas of
educatiomall interest.

“The kitchen.”™ We have come to refer to “the kitchem” as
the backstage where we develop the resources - the materialls,, the
know-how,, the conceptualizatioms -- that are required to be
effective in_ "seeding the culture™ and in guiding serious
institutiomall efforts to become organized around c¢lear and
compelling goals. Kitchen-work is wide-ramgimg: it includes. but
is not limited to, imaginative publicatiogms that make vivid the
power of a guiding educatigmall visiom and the nature of the
journey towards such a visiom; continuing efforts to develeop
materials like those developed through the Fdur.at.ed ,lew Project
thatcan be used to rFTse’ Tne level of consciousness among lay
and professiomall constituencies concernimg the aims of Jewish
educatiom; and a repertoire of strategies that cam be drawm om in
the effort to encourage institutioms to "take the next step® on a
goals—agenda. A rgasonabl¥ well-developed library of such )
resources willl be invaluable in working witlh institutioms and in
the training of those individuals who willl be doimg this work.

. .Developing capacity. The ability of interested
imstitutions to become more vision-drivem and goals-sensitive may
depend substantially on their being helped along by “coaches™ or
"guides™ who possess the right kinds of aptitudes, skills, )
understandimgs, and convictioms. Since the requisite expertise is
not commom, a third emphasis of our ﬁrogect has beem om
developing the human capacity to work with communities and
institutioms on a goals-agenda.



) This W@&welopimg capacity™ imperative has pointed us in twe
directions. One of these directions focuses onm "pilot-projects”
in which a small number of institutiomall guides {(especially
members of our own staff)) work with select institutioms om a
goals-agenda; carefully studied, their experience willll deepem our
understanding of the nature of the work that guides need to be
doing and will thereby enhance our ability to traim other
individuals to do this kind of work. The other directiom focuses
on the identificatiem, recruitmemt,, and training of individuals
who show promise of making effective guides.

Our actual work with institutions to date has emphasized
the "pillot-projects”. Bamiel Maromls, intensi've and continuin
wor < jdith Clevellamd’s Agnom School is a principal exampley; an
DanTel Pekantlk haa nimtated _.... efforts in this domaim with
%11yaukee imstitutions that participated in the sprimg Goals

emf nars.

In addition to what these pilot-projects teach us about the
art of helping imstitutions make progress on a goals-agenda, they
are important to our work in a number of other ways. For examplle,
these pilot-projects offer a wealth of informatiom concermimg
imstitutions and institutiomall change; and they willll alse
imstruct ws about the kinds of resources (articles, strategies,
exercises,, tools, etc.) "the kitchem™ needs to be producimg to
help imstitutions make progress on the goals ﬁ%&ﬂd@» Iim
additiom, even one successfwl pnlot*pr@f@ct, it switably
documented,, analyzed,, and packa%@d could do wonders for our
effort to convey what it means to take om a goals-—agemda and the
thenefits of dojng so. Developing such a case-study of a
"success-stery” may prove a very worthwhile endeawan.

BALANCING THE THREE EMPHASES

. Based on our experience to date and our recemt deliberations
with the Mapdel Tnstitute and the Philosophy of Hducation -
Research Center at Harvard, we have clarified and deepemed the
relationships between the.ihree emphases enumerated abowe. The
following generall conclusions summarize our judgmemt as to the
most fruitfwll way to distribute our available energies among
these emphases:

1) A1l three of these emphases continue to seem worthy and
need to be simultaneously pursued.

2) In the third area, identified as “Developimg Capa@ﬁgﬁfg
our immediate work should favor selected pilot-projects, ea
with a different focus, over an attempt to traim a cadre of
coaches.. Standing behind this judgmemt is our str@@% sense that
our ab111t¥.to train individuals to work with institutigms willl
the substantially enhanced through pnlot=%r@gects_that focus om
different dimensions of the work and that give rise to
increasingly fine-tuned tools and understandimgs. Especially
when these pilot=-projects are combined with paralllel efforts™ “im

e



the kitchem™ to develop a library of pertinent and accessible
conceptualizations, strategies, and materialls,, they offer an
invaluable g?portumnty.to uild content-knowledge and strategic
know-how tailored to differemt institutiomall circumstamces. This
knowledge-base willll be an integrall part of the curriculum for
trainimng others to work with institutions.

_ 3) At thétsame same,timesheeldhbegdnbpgin toowntoelievihveuin our
project senior educators whe have the potentiall to be effective
in helping educatimg institutioms become more goals-sensitiwe, so
that at the appropriate moment they canm be tapped for this
important work. The upcoming seminars for principals and the
semipar for senior educators planned for next summer are informed
by this concemn,

CAPSULE SUMMARY (OF THE WORK AHEAD

1. Seminars,, consultatioms,, and workshops organized around the
following:

Seeding the culture: bringinmg lay and/or professiorall
leaders in the field of Jewish educatiom to an
appreciatiom of the need to take questioms of visiom,
oals and evaluation seriously, thus laying the ground
or communall and institutieomall initiatives.. Upcoming
examples of such efforts include the projected seminar
for the leadership of new Affiliated Communities and a
spring seminar for pr1nc1%a]s organized around the
concerns at the heart of the Goals Project..

Initiatimg some outstanding senior Eeople inte the work
of the Goals Project and engaging them, as appropriate,
in_the project's activities. An extended seminar for
this constituency has beem projected for July, .
Honoring commitments we've made gln ways that forward
the project's grlncnmaﬂ goals).. Representative
activities include a set of sessions developed in
cooperatiom with Baltimore's centrall agency designed to
help_the leadership to clarify the agency's centmrall
missiom and %oaﬂs; working with Wexner to develop a
retreat for the Wexner graduates that is designed to
focus their energies on Jewish educatiom in their local
commumi ties;; and working with teams from a number of
JCCs around questioms concerning the visiom animating
their camps.

2.. Developimg our Understandimgs and Tools

On-going work aimed at developimg a library of
resources,, materials,, strategies, and evaluatiom tools
that willll enhance our efforts to do the followimg: to
mobilize Jewish communities in support of the goals-
agenda; to help educatimg institutioms become organized
around meamimgffwll goals; and to traim the persommell to



work with these institutieomns. It is crucii@ll that we
mot side-step this part of our worlk!

3. Pilot Projects

Marom will continue his work with Agnom and Pekarsky
will try to finlm ze Inr-arrangement with one or two
other imstitutioms,, probably in Milwauksee.

Careful documentation and analysis of the work that
goes on in the pilot projects are of criticall
importance. Along the way, seminars for carefully
chosen clienteles designed to_analyze this work willll be
imvaluable and will be scheduled as appropriate.



MEWO TQ: CIJE Steerimg Committee
FROM: Daniell Pekarsky

RE: Goals Project update

July 25, 1995

INTRODUCTORY

Our experienmce with the Goals Project to date has made it
possible to refinme the project's long-term challenges and
immediate tasks.. This report is designmed to bring you up to date
with our thinking and activities,

. The imagined future that animates the work of the Goals
Project includes the following elemenmts: Jewish educatim
institutioms,, encouraged by their communities,, are actively
engaged in serfous deliberatiom and study designed to deepem
their understandimg of their centrall goals;; they are workimg to
develop practices that seem adequate to these goals and they are
employing evaluatiom procedures that make it p9551bﬂe to
recognize and diminishh_ the gap betweem aspiratiom and outcome. We
imagine a future in which tne language of visiom, goals, and
evaluatiom figures prominently in the discourse ana deliberatioms
of educators and lay constituencies, a future in which thoughtffull
attentiom to these matters contributes to substantially improved
educatignall practices and outcomes.. Three principall emphases
have defined our efforts to move towards this imagined future.

THE THREE PRINCIPAL EMPHASES

Seeding the culture.  First of all,, the Goals Project is an
attempt to cultivate a culture in the Jewish community that takes
questioms of visiom. goals,, and evaluatiom to heart,, a culture
that recognizes that educatiomall and commumall well-beimg depends
on a willingness to_think critically and regularly about such
matters in their relationship to practice. We have informally
begun to describe initiatives that are aimed at en%enderjmg an
hospitable culturall environment as “seeding the culture.™ The
metaphor of "seedimg™ is intended to suggest that out of this
kind of effort some very ﬁoqd things are likely to grow,
including the emergence of increasimg numbers of institutioms,
embedded in strongly supportive communities, that approach us
with the seriows intentiom of becomimg organized aroumd shared
and compelling educatiomall goals. As we nave discussed on more
than one occasfom, the word "serious™ is criticall here: for what
we have in mind is not a one-shot "visioning sessiom” but a
demanding process that integrates institutiomal self-study, study
of pertinent Jewish texts and conceptioms, and careffull
deliberatiom concernimg “the what® and “the how" of Jewislh
educatiion. Carried through in the rl%ht spirit,, this process
willl give rise to stronger educatiomall practices as welll as to
institutiomall cultures which encourage inquiry aimed at
continuing self-improvement



Severall of CIJE's recent and upcoming activities are.
organized around this "seeding the culture™ agenda. Pertinemt
examples include the Jerusalem semipnar last summer,, the set of 4
seminars held in Milwaukee durﬂm% the sprimg, and the upcomimg
December retreat with the some 400 graduates of the Wexnmer
program, We also view consultatiemg like the one held with the
group Elannﬁmg a high scheoll in Atlanta and our upcomimg programs
with the JCCs and with Baltimore's centrall agency as
opportunities to educate these constituemcﬂes,concermﬁm% the
important place of vision and goals in educatiomnall deliberatiom
and practice.

' As our work has progressed,, we have come to recognize that
it would be a mistake to “ghetto-ize™ the concerms animatimg the
Goals Project by confining them to activities pre-designated as
"Goals Seminars.™ If we are serious about nurturjmg a goals~—
sensitive culture among the constituencies that willll shape the
course of Jewish educatiom, all of CIJE"s activities — for
exam?]e” in the areas of persommell deveiogmemt and community
mobilizatiom — need to be infused with the concerms that are at
the heart of the Goals Project. We have also come to realize
that effectivemess in making these concerms come aliwe for
targeted institutions and populatioms wifill usually require goimg
beyond talking about the importance of goals, vision, and
evaluatiom; it willll be criticall that we also lead them to =
identify and begln addressing genuine problems and perplexities
relating to such matters in relatiom to their own areas of
educatiomall interest.

“The kitchen.™ We have come to refer to “the kitchem™ as
the backstage where we develop the resources - the materialls, the
kmow-how, the conceptualizatioms — that are requiredd to be
effective in_"“seeding the culture®™ and in guiding serious
institutiomall efforts to become organized around clear and
compelling goals. Kitchen-work is wide-ramgimg: it includes, but
is mot limited to, imaginative publicatioms that make vivid the
power of a guiding educatiomall visiom and the nature of the
Journey towards such a visiom; continuing efforts to develop
materials like those developed through thé Educated Jew Project
that can be used to raise the levell of consciousmess amomg lay
and professiomall constituencies concerning the aims of Jewish
educatiom; and a repertoire of strategies that cam be drawm om im
the_effort to encourage institutioms to "take the next step™ om a
goals-agemda, A reasonab]{ well-developed library of such _
resources willl be invaluable in working with institutioms and im
the training of those individuals who willll be doimg this work.

) _Developing capacity. The ability of interested o
imstitutions to become more vision-drivem and goalls-sensitive may
depend substantially on their being helped alomg by "coaches” or
“guides” who possess the right kinds of aptitudes, skills, .
understandimgs, and convictioms. Since the reguisite expertise is
mot commom, a third emphasis of our ﬁrogect has beem on
developing the humam capacity to work with communities and
imstitutioms on a goals-agemda.



) This Wdevelopﬁm% capacity” imperative has pointed us im twe
directioms.. One of these directions focuses onm "piilot-projects”
in whieh a smalll number of imstitutiomal Euide§‘«espeeia] ¥
mefmbers of our own stafff) work with select institutioms om a
goals-agenda; carefully studied, their experience willll deepen our
understanding of the nature of the work that guides rneed to be
doing and willl thereby enhance our ability te traim other
individuals to do this kind of work. The other directiom focuses
on the identificatiom, recruitment,, and traininmg of individuals
who show promise of making effective guides.

Our actuall work with institutioms te date has emphasized
the "pilot-projects”. Daniell Marom's intensive and continuimg
work with Cleveland's Aanom Scheoll is a princilipall examplle; and
Danfell Pekarsky has initiated some efforts in this domaiim with
%ilwaukee institutions that participated im the sprimg Goals

emil nars.

In additiom to what these pilot-projects teach us about the
art of helping institutioms make progress om a goals-agenda, they
are important to our work in a number of other ways. For example,
these pilot-projects offer a wealth of informatiem concermimg
institutions and institutiomall change; and they willl alse
instruct us about the kinds of resources (articles, strategies,
exercises, tools, etc.) "the kitchem™ needs to be producimg to
help institutions make progress on the goals agends. In
additiom, evem one successfwll pﬂlot-pr@ﬁe@t, if suitably
documented,, analyzed,, and packaged, could do wonders for our
effort to convey what it means to take om a goals-agenda and the
benefits of doing so. Developimg such a case-study of a
“success-story” may prove a very worthwhile endeawor.

BALANCING THE THREE EMPHASES

. Based on our experience to date and our recemt deliberatioms
with the Mandell Institute and the Philosophy of Educatiom
Research Center at Harvard, we have clarified and deepemed the
relationships between the three emphases enumerated above. The
following generall conclusions summarize our judgmemt as to the
most fruitfwl way to distribute our available energies among
these emphases:

1) A1l three of these emphases continue to seem worthy and
need to be simultaneously purswed.

2) In the third area, identified as "Developing Capacity™,
our immediate work should favor selected pilot-projects, eac
with a different focus, over an attempt to traim a cadre of
coaches., Standimg behind this judgment is our strong sense that
our ablllt{'to train individuals to work with institutioms willl
be substantially enhanced throuﬂh pi lot-projects that focus om
different dimensioms of the work and that give rise to
increasingly fine-tuned tools and understandimgs. Especially
when these pilot-projects are combined with paralllell efforts “im



the kitchem™ to develop a library of pertinent and accessible
conceptualizations, strategies, and materialls,, they offer an _
invaluable g?portunnty.to u11&_con§ent;know]e¢ge and strategic
know-how tailored to different institutiomall circumstamces. This
knowledge-base willl be an integrall part of the curriculum for
training others to work with institutions.

~ 3) At thitsahme tdme, tise,show]dhbebd nbagin toownveliavdhveurn our
project senior educators who have the potemtial to be effective
in helping educatimg institutioms become more goals—sensitive, so
that at the a proErlate moment they cam be tapped for this
important worl. The upcoming seminars for principals and the
seminar for senior educators planned for next summer are informed
by this concemm.

CAPSULE SUMMARY OF THE WORK AHEAD

1. Seminars,, consultatioms,, and workshops organized around the
following:

Seeding the culture: bringing lay and/or professianall
leaders in the field of Jewish educatiom to am
appreciatiom of the need to take questioms of visiom,
oals and evaluatiom seriously, thus laying the groumd
or communall and 1nst1twtq@m@ﬁ initiatives.. Upcomimg
examples of such efforts include the Erogecte@ seminar
for the leadership of new Affiliated Communities and a
spring seminar for principals or%annze¢ around the
concerms at the heart of the Goals Project.

Initiatimg some outstandimg senior people into the work
of the Goals Project and engaging them, as appropriate,
in the project’s activities. An extended seminar for
this constituency has been projected for July, 199&.
Honorimg commitments we”ve made ((in ways that forward
the project’s principall goals).. Representative
activities include a set of sessioms developed in
cooperatiom with Baltimore's centrall agency designed to
help the leadership to clarify the agency's centrall
missiom and %oaﬂs; workimg with Wexmer to develop a
retreat for the Wexner graduates that is designed to
focus their energies on Jewish educatiom in their locall
communities;; and working with teams from a number of
JCCs around questioms concerming the visiom animating
their camps..

2.. Developing our Understandings and Tools

On-goimg work aimed at developimg a library of
resources,, materials, strategies, and evaluatiom tools
that willl enhance our efforts to do the followimg: to
mobilize Jewigh communities in support of the goals-
agenda;; to help educating institutioms become organized
around meamimgffull goals; and to traim the persommell to



work with these institutioms. It is cruciall that we
not side-step this part of our work!

3. Pilot Projects

Marom willl contimue his work with Agnom and Pekarsky
willll try to finalize an arrangement with one or two
other institutions,, probably in Milwaukee.

Careffuli documentatiom and analysis of the work that
goes on in the pilot projects are of criticall
importamce. Alomg the way, seminars for carefully
chosem clienteles desigmed to analyze this work willl be
invaluable and willll be scheduled as appropriate.
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MEMO T6: Daniel Marom
FROM: DB

Atkached you will find a draft-summary of our comferemce-
@all the other day; I haven't yet had a chance to see a hard copy

of it or te review it carefully —-- which I hope to do whem I get
back %o Madisom.

I awi also encleosing a draft of the short prece that Iiwe \
been asked to submit t6 the Steering Committee of CITE for our
August meetimg.

Please also show these to Seymour.. By the way, I thimk
Seymour ended up lsaving the U.S. without pickimg up from the NY¥
office the summary of the meeting that eventuated in decisicms
and a work-plan ((the meeting held in Gail's house om 7/16. Cam
you arrange for him to get a copy of that summary?”

If I'm not mistakem, you and I are scheduled to speak om
Sunday evening 11:30 pm my time (=Monday, 7:30 am your time)).. Zs
of now, I haven't had a chance to review the Agmom-piece yow int
me, but I will have read it before we speak. I would have gottem
to it sooner but 1 was buried by the assignmemt to prepare the
document for the Steering Committes. Talk to you soem.

oP
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BUMMARY OF HOFFMANN-HOLTE-PEKARSKY-MAROM CONFERENCE CARLL
Jaly 24, 2995

The need te develep a report for the CIJE Steering Committee
necessitated deferring this summary of our conversatfion? so I
apeologige in advanee if I have failed to recomstruct it
adeGiatelly..

TOWARDS CONCRETENESS AND DIVISION OF LABOR

The background to our conRversation was a document purportimay
to swWmarige decisions made at the end of eur July deliberatiimrs
and suggesting a work-plan designed to carry out these decisiorss.
Before discuesing that document concretely, Pekarsiy, based om am
@aFlier conversatioen with Marom, sketched out what im very
practical terms this work-plan might look like. The sketch tried
to identify what Marom and Pekarsky would be doing, boti
imdividually and together. Focusging on them was not meamt to
snggest that others would not be actively involwed); but it was a
mod to the reality that they will be central to the effomt..

Below is the division-of-labor Pekarsky propossd::

MAROM
1. Agnon Pilot-project
a) Continue working with Agmom;:
b) Document everything pertimemt that happenss:;

c) Analyze the experience ((through reflective repentss,
through discussioms with Pekarsky, and through periedie
consultaticns and seminars organized around comcenrs
and qguestions emanating from this work.

2. Kitchen=work

a) Dig into the work in the kitchem with a fairly f
narrow but doable effort that has the potemtial te
illuminate the nature of kitchen wenk.

The challenge weould be te pick a meovememt withim
ceontemperary Jewish life ((e.g. Refoum, Copservatiwe, eox
neon~-deneminatienal “ecommunpity institutiomz)) and am
area ((say, "Hebrew" or "“Israel™ ex "Prayer"), apd de am
inventery of pertinent reseurees that already exist ard
that weuld be ugeful in werking with institutions im
that mevement in this area; develep additiemal
materials, maps, ete., making use ef the 5 levels we've
diseussed and the grid as apprepriate.,

b) Currieularize the Resenak material (with Pekawsh®))
3. Bducated Jew Breject
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a) Finish the beek.

b) Curri<titari : thee Eddirathedd Jéaww matkaeiadss £62r uses byy
communities and institutions (with Pekarsky))

@) Organize a conference around the Educated Jew
Project for a carefully chosen csliemtele.

4, Help to plan the January and July seminawrs, to be held im
Iszael..

3. Participate to the extent possible in other seminars we willll
be holding across the year in the United States.
PERARSKY

1. Plan and facilitate the various seminars and workshops plammed
for the coming year.

2. The kitchen

a) Develop a fleshed-out conceptualization of the work
that needs to be done.

b} Do work focused on another movement that is parallel
to Marom”s effort to develop a thorough understamdimg
of a particular domain ((like "Israel)): possibly the
Conservative movememt..

c) Conceptualize and develop proposals for substamtial
publication-projects along the lines of "The Future As
History™ or a Jewish Sarah Lightfoot boak.

d) Work with Marom on curricularizing the Rosemak and
the Educated Jew materials:.

3. Pilot=projects

@) Work with Marom to decumenmt and analyze his work at
Agmom,.

b) Identify and begin working in a pilot-preject site.

REACTIONS TO THE PROPOSAL

What do we mean by “maps’and “mapping“? We have used such
terme a let when referring to the kitechem=won¥c. What exactly de
we have in mipd?

There is in faet seme unelarity here, anpd achievimg elarity
concerning thia is one of the ehallepges of Pekarsky's initial
Tkilttethen-assigameaty (whieh is te eeneeptualize the kitchem=
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WoEKk). But it is worth noting that the unclarity surroundimg the
"mapping® language is not a symptom of empty rhetoric;: rathen,,
the term is richly suggestiwe:! It points us towards "logical
maps™ which exhibit the relationships betweem, say, curriculum
and pedagogy to conceptioms of the aims of Jewish educatiom amd
to more fundamental beliefs concerning the nature of Jewisih
existence; and it also points us to "strategic maps™ which
suggest differemt routes we can take when confromted with
particular imstitutional circumstamces. Pekarsky’s initial piece
on the kitchen will need to clarify these and other meamimgs of
AP .

Where in the plan is there provision for educatimg the kimds
of individuals who came to the Jerusalem Goals Semimar? The
Seminar for the Leadership of Affiliate Commumities is intended
for a comparable constituemcy..

In this connectiom, a suggestion was made that perhaps we
should be encouraging more institutiomal teams to attemd this
seminar than had been presemt in Jerusalem: Agnon seems to have
greatly benefitted from the circumstamce that both its presidemt
and its principal were in attemdammes. In response to this;,, a
concern was raised about our running the risk of not havimg the
human capacity to meet the demand for help with a goals-agenda
that might come our way from "turned-em™ institutiems. Thisg
discussion was not pursued in this conversatiem.,

What's the purpose of the Summer 1996 Seminar in Jerusalem?
Does this represenmt an effort to traim coaches? The idea behind
this seminar is to bring into the culture of the Goals Preject
some exceptiomally talented individuals whose outlock and
background make it likely that they will be sympathetic teo our
work and possibly able to contribute to it. They will be invited
without precemceptioms concerning whether or how they will be
involved with our project beyord the semimar. .It is conceivabhle
that some might be engaged to deo “culture=geedimg™ wenks; others
kitchen=-work; others pilot-projects; and others nothing at all.
All of this we will have to see as we meve alemg.. In general
terms, though, the intent isg te create capacity for the Goals
Project by bringing more people into our conversatiem, thereby
also seeding the field with more people who speak the language of
the Goals Preject.,

Does the work=plan allow for on=aciny efforts te refime the
overall direction and conceptien of the preject? Very muech sgo!
Note, for example, the eeonsultatien in Jerusalem preojected feor
January of 1996. Perhaps, theugh, the work=plan itself needs to
reflect this eritieal dimeneion of our weork.

Marem's partieipatien in seminars in the U.$. It will be
impertant te think threugh Marem's travel=schedule in relatiem to
eur seminars and te try te ceerdinmate his trips with the gemirars
at whieh his availability weuld be the most usefwl,
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Does movement-linked kitchen-work inveolve workimg wiith
denominational bodies? When DP speaks of tackling a content-area

in the context of the Conservative movememt (drawimg om the
expertise of Barry and Gail)), this could be heard as am overly—
ambitious effort to get involved in active work with the
denominatioms.. But at least at this stage of our work, DP wamts
to do something much more prelimimary - somethimg that dces not
involve, though it might provide groundwork for, work with
denominational groups.

Synchronizing our langquage usage: “commumity'™.. Alam
expressed some concern that we've begun using the term
"ecommunity™ in too many senses, thereby breeding some comfusieomn.
He suggested we limit the term to geographic Jewish commumities
under the organizational leadership of Federatiomss.

- e, It was suggested that im
developing our work-plan it might be useful to discrimimate
between on-going commitments and one-time commitmemrtss..

THE MOST MAJOR CONCERNS EVOKED BY THE PRQPOSED DIVISION OF LABOR

The general thrust of the proposed plan seemed comgemial to
the participamts in our conferemce call.. But twe general
concerns were raised:

1. If we look at the work that's been projected for
Marom and Pekarsky in this conversatiem, is there
anything significant that's been dropped from what we
seem to have agreed to durimg our deliberatiomg im
Cambridge in NY? (Our intuitive sense is that the
answer is "No,™ but we agreed that it would be
important for Pekarsky to review the proceedings of eour
sessions with this in mind prior teo our next conferemce
call..)

2. The propesed set of activitieg seems very
ambitious, particularly given the fact that Pekarsky
and Marom are both heavily committed in ether arenas.

One possibility would be to prioritize the various
taske and to put aside or defer some of them =- fer
example, the effort to curricularize the Resemak
material for use in Nerth Ameriean commumitiess.,

Another possibility, and ene that seemed to make seme
initial sense, was te accept this formulatien ef the
plan but te regard it as a plan that weould be cempleted
not in a year but in a year and a half == in Deec. eof
1996. In view of Pekarsky's greater availability fer a
peried beginming in January eof 1996, this might make
the plan mere readily achieved.
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BoME FINAL BOINTS

h. Alan let us knew that Resenak may be available t¢ werk wilth
various constituencies iR the United States. We all theought that
this would be great. We should be thinking carefully about how
ke optimiZe the use of his time 8o that it will forward cur
prineipal efforts. Further information concerning his
availability would be very valuabie; perhaps Marem or Hoffmamm
eould elarify this.

2. DP mentioned that ag a result of the Chaggim and CII®
commitments he would be missing a lot of UW classes and expressed
IMme coneern about getting to Israel for a £fall meetimg with Fox
and Marom. He wondered about the pogsibility of a meetimg arocwumd
bea. 20, Marom responded that he will be in the U.S.. im the falll
and perhaps the meeting that had been proposed for Jerusalem
could be held in the States.

3. DP and ADH agreed about the need to talk together about: tine
possibility of a DP leave-of-absence from the UW in the fall of
1996. Given the bureaucratics involwved,, thig discussiom shouwld
take place soon.

4. Pekarsky agreed to develop a brief summary of where we had
gone in this conversaticm, with attention to anything importamt
ithat the proposed plan leaves out. This summary should be faxed
to all ©of ws in preparation for our next conferemce calll om
August 4 (B:30 a.m., Madisom-tims; 1 hour later im New Youk, anrd
8 hours later in Jerusalem).

Sorry for any omissions or misimterpretatieonrs, but I trust yow"I1l
cattch them.

OUR NEXT MEETING

Note that, in general, our discussion left intact the
activities identified with Pekarsky and Marem that were disgscussed
at the beginning of our meetimg;. I suggest that our next meetimg
try tte do the folleowdmg;:

1. A report from Pekarsky re: the relatienship betweem thig
proposed plan and what we agreed te in our NY/Cambridge
del iberations..

2. Reagtions to the summary of eur diseussiem offered im this
decumentt,.

3. Achieving elesure en this, er a revised,, plam.
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MEMQ TO: CIJE Steering Committee
FROMI: Daniel Pekarsky

RE: Goals Project update

July 25, 1995

INTRODUCTORY

Our experience with the Goals Preoject to date has made it
possible to refine the project's long-term challemges and

immediate tasks. This report is designed to bring you up to date
with our thinking and activities..

The imagined future that animates the work of the Goals
Project includes the following elememts: with the encouragement
of the communities on which they depemd|,, Jewish educatimg
institutioms are actively engaged in serious deliberatiom and
study designed to deepen their understanding of their cemtral
goals; they are working to develop practices that seem adequate
to these goals: and they are employing evaluatiom procedures that
make it possible to recognize and dimimish the gap between
aspiration and outcome. We imagine a future in which the language
of visiem, goals, and evaluation figures prominemtly in the
discourse and deliberatioms of educators and lay constituenciess,
a future in which thoughtful attention te these matterss
contributes to substantially improved educatiomal practices and
outcomes.. Three principal emphases have defined our efforts to
move towards this imagined future.,

THE THREE PRINCIPAL EMPHASES

Seeding the culture. First of all, the Goals Project is an
attempt to cultivate a culture in the Jewish community that takes
questions of visiem, goals, and evaluation to heart, a culture
that recognizes that educational and communal well-beimg depends
on a willingness to think critically and regularly about such

matters in their relationship to practicw. We have informally
begun to describe initiatives that are aimed at engendering am
hospitable cultural environment as “seeding the culture.™ The

metaphor of *“seedimg™ is intended to suggest that cut of this
kind of effort some very good thimgs are likely to grow,
including the emergence of increasing numbers of institutioms,
embedded in strongly supportive communities,, that appreach us
with the serious intention of becoming organized around shared
and compelling educatiomal geoalsy.. As we have discussed on more
than one occasiem, the word "serious™ is critical here;; for what
we have in mind is not a one=shot "“wvisioning sessiom™ but a
demanding process that integrates institutiomal self-study, study
of pertinemt Jewish texts and comceptiemss, and careful
deliberation conecerning "the what™ and “the how™ of Jewish
educatiom. Carried through in the right spirit, this precess

V (~u*will give rise to stronger educational practices as well as to

A

"Y-

institutiomal cultures which encourage inquiry aimed at

o " caomhitibniimg self=improvemenmit.

© 07-29-95 10:09 m
086 005 of 012
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Several of CIJE’'s recent and updoming activities are
G¥ganized around this "seeding the culture” agendw. Pertimemt
examples inelude the Jerusalem seminar last summer,, the set of 4
geminars held in Milwaukee during the sprimg, and the upcomimg
Decembar retreat with the some 400 graduastes of the Wezmer
prograim. We aleso view consultations like the one held with the
g¥oup planning a high seheol in Atlanta and our upcomimg programs
with the JCCs and with Baltimore's central agency as
opportunities to educate these constituencies concermimg the
impoertant place of vision and goeals in ediucatiomal deliberatiom
and practice.

As our work has progressedl, we have come to recogmize that
it would be a mistake to "ghetto-ize™ the concerms animating the
Goals Project by confining them to activities pre-desigmated as
"Goals Seminars.™ If we are seriocus about nurturing a goals—
sensitive culture among the constituemcies that will shape the
counrse of Jewish educatiom, all of CIJE's activities -- for
example, in the areas of persommel developmemt and commumity
mobilization -- need to be infused with the concerms that are at
the heart of the Goals Project..

<The kitchen."™ We have come to refer to "the kitchem™ as
'the backstage where we develop the resources -~ the materiallss, the
jtir know-hawj, thecaomceptuvaidizattibnrss ~~ that: are requiimed] too bee
£ effectiwe im "deedingy the ecuiltured"” amdd i gpidingg sesribmss
institutional erforts to become organized around clear and
compelling goals.7( Kitchen-work is wide-ramgiinmgy: it includies:,, but:
is nmot limited to, imaginative publicatioms that make vivid the
powexr of a guiding educational vision and the nature of the
! journey towards such a visiom; continuing efforts to develep
S I "Educated Jew" matenilalls thatt cam e ussd] too paiisee thee lewed]l ooF
. consciousness among lay and professiomal constituemcies
concerning the aims of Jewish educatien; and a repertoire of
Rp strategies that can be drawn om in the effort to encourage
Hs institutions to "take the next step™ on a goals=-agemda. 2
Aj A reasonably well-developed librarxry of such resources will be
inmvaluable in working with institutioms and in the traimimg of
those imdividuals who will“be doing this wonrki

Developing capacity. The ability of interested
institutions to become more vision-drivenm and goals-gensitive may

depend substantially on their being helped along by "ceaches™ or

"guidesd” wiw pessesss thee ndghtc Kiindds off apiitudéss, skiillss,

undersitamdiingss, anrdl ceonwictionss. Simce the requiissiite exgenttise is

not commem, & third emphasis of our project has beem om

1 developimg the humenm cepacity to work witih commumittbiess and
institutiena en a goals-agenda.

aF <

rj'< This "developing capaeity" imperative has pointed us in twe
,*¥.@%/directions,. One of these direectioms fecuses om "pilot-prejects™
in whigh 2 small number of institutienal guides (espeecially
members of our own staff), werk with seleet institutioms em a
goals-agerda; carefully studied|, their experiemece will deepem ous

A
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understanding of the nature of the work that guides need to be
doing and wili thereby enhance our ability to traim other
individuals to do this kind of work. The other directiom focuses
on the identificatiem, recruitmemt, and training of individuals:
who show promise of making effective quides..

Our actual work with institutions to date has emphasized
the "pilet-projects™. Dariiel Msrom's intensive and continuing
work with Cleveland’'s Agnon School is a principal example;: and
Daniel Pekarsky has initiated some efforts im this domaim with
Milwaukee institutioms that participated in the spring Goals
Semimars..

In addition to what these pilot-projects teach us about the
art of helping imstitutioms make progress om a goals-agenda, they
are important to our work in a number of other ways:.. For examplle:,
these pilot-projects offer a wealth of informatiom concernmimg
imstitutions and institutiomal chamge; and they will alse
imstruct us about the kinds of resources (articles;, estrategjiiess,
exercises, tools, etc.) "the kitchem™ needs to be producimg to
help imstitutions make progress on the goals agendm. Im
additiom, even one successful pilot-project, if suitably
documented, analyzed, and packaged,,, could do womders for ounr
effort to convey what it means to take om a goals=agenda and the
benefits ©of doing so. Developing such a case=study ef a
"Success-story™ may prove a very worthwhile endeawvon-,

BALANCING THE THREE EMPHASES

Based on our cexperniemee tbo ddate, aurr neceatr deliberatieons
with the Mandel Institute and with the Phileseophy of Educatiomn
Research Center at Harvard ean be understeed as am attempt to
clarify and deepen the relationships betweer the three emphases
enumerated above and te determine the most fruitful way to
distribute our available energies among them., Our gemexal
conclusicns were 1) that all three of these emphazes comtimue to
seem worthy and need to be simultanecously pursued], and 2)) that
in the third area, identified as “Develeoping Capacity™, oux
immediate work should faver seleeted pilet=prejects ever am
attempt te train a eadre ef ceaches.. Standing behind this
conelusion is our iirexeasindly strodfrertige theRsethatapdurntabibity to
train individuals tke uwerk Mith instirstibpbienswille cndecemagmously
enhanged as a result of what we will learm threugh seleeted
pilott-projecits, espeeially wher eembined with parallell efforts

in the kitehen" teo develep a library of pertinent apd aceessible
coneeptyalizations, strategiewn, and materials,, At the same time.,
3) ve should begin ReW to iAvelve in eur prejeet sepier educaterns
Viaon o w  have the petemtial £o be effective ir helpirg educating

i :citutiens become mere goals-sensitive, seo that at the
rOBFiate momemt they cam be tapped for this impertast weik.
Ypceming seminars for prineipals apd the sepinar for semior
~aters planpred for next summer are ipfermed by this econeenmt,
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CAPSULE SUMMARY OF THE WORK AHEAD

1. Seminarse, consultatiedd, and WOrkeneps erganized around the
Foll lowing::

Seeding the culture: bringing lay and/ef profesgicomall
leaders in the field of Jewish educatiom to am
appreciation of the need to take questioms of wisilom,,
goals and evaluation sericusly, thue® laying the gf@umd
for communal and institutiomal initiatives. Wpc@mimg
examples of such efforts include the projected seminamur
for the leadership of new Affiliated Commumities and a
spring seminar for principals organized aroumd the
coneerng at the heart of the Goals Project..

Initiating szome outstanding senior people into the work

of the Goals Project and engaging them, as appropriates,

in the project’'s activitiem. #An extended seminar for
— this constituency has been projected for July, 199&.

Honoring outstanding commitments we've made (in ways
that forward the project’'s principal goals)).
Representative activities include a set of sessioms
developed in cooperation with Baltimore"s cemtral
agency designed to help the leadership to clarify the
agency’s central mission and goals; workimg with Wexmen
to develop a retreat for the Wexner graduates that iw
designed to focus their energies on Jewish educatiem im
their local communities; workinmg with teams from a
number of JCCs around questioms concernimg the vigiom
animating their camps: and working with the Jewish
Education Center of Clevelamd to help clarify what
might be an appropriate set of goals for Beth Toralh, a
smpplemental school focusing on Hebrew that is shared
by three Conservative congregatienss.

2. Developing our Understandings and Teels

On=going work aimed at developing a library of
resources, materials, strategies, and evaluatiem teels
that will enhanee our efferts te de the fellewingy: to
mobilige Jewigh cemmunities in suppert of the geoalls=
agenda; te help educating institutiems become eorgamized
around meaningful geals; and te traim the pergempell &9
work with these institutiemss, It is erueial that e
not side=step this part of eur wexk:

3. Pilet Prejeetsy: Marom ,will eentinue hig weork with Agmem and
Pekarsky will try tolfinalize ap arrangerent with ope oF tWe
other imstitutiems, prebably in Milvaukess,
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Careful documentation and analysis of the work that goes om
in the pilot projects are of eritical importamee. Alomg the way,,
seminars for carefully chosen clienteles designed to amalyze this
work will be invaluable and will be scheduled as appropriates.
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Dear Barry:

Keeping with your request at Harvard, I am enclosing here M. Eraut's article on "Seleeting
Educatiomal Objectives” taken from "The Intermatiomal Encyclopedia of Curriculum,”
edited by Arieh Lewy, (Oxford, Pergamon Press, 1991). | have marked off the reference
on page 329 to the research of Stake and Gooler which points to lay decisionmakers in
education not having basic necessary background knowledge to decide between emphases
on math vs. athletics in the curriculum, etc. Following this lead, I looked at some of their
other research and found other similar points. I'll try to get it to you once I dig it up. I
hope this is enough for the meantime.

As [ mentioned on the phone yesterday, I would like to consult with you on aspects
related to the educated Jew publication and the challenge of making it accessible and
compelling to a diverse audience. I hope your silence afterwards did not mean that you
are opposed to this. What | would like is to speak to you on the phone in order to get
your first impressions, to explain to you some of the challenges and the constraints here
and then to arrange for another phone call once you have had time to think about it.
Altogether it would add up to an hour or two of your time and perhaps a bit more of your
thinking. Please let me know if this is acceptable and what would be a good time and
place to phone you.

|

Daniel M argm
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Selecting Educational Objectives

M. R. Eraut

It is not uncommon for the problem of selecting and
justifying objectives to be concealed by the simple dec-
laration that objectives are derived from aims. Since
statements of aims and statements of objectives are
usually produced for different purposes and different
audiences, it would be naive to expect total consistency
between the two. Moreover, the claim that objectives
are simply derived from aims diverts attention from
three critical issues with which curriculum developers
have to contend. First, aims are not the only possible
source of objective. In theory there is no limit to the
number of places where people may find ideas for
objectives. In practice, existing curriculum traditions
probably serve as the major source. Second, there are
no generally agreed or universally applicable procedures
for deducing objectives from aims (Hirst 1973). Third,
while aims may be used to justify the educational value
of a particular objective, they often cannot determine
the relative value of two alternative or competing sets
of objectives, each of which appear consistent with the
aims.
This article confines itself to three questions:

(a) What are the sources of objectives? From where
can people get ideas for objectives they wish to
consider for inclusion?

(b) How might the inclusion of an objective be justified?

(¢) What guidance is available for tackling the problem
of priorities?

1. Sources of Objectives

Hirst (1973) criticizes Tyler and others for failing to
distinguish the sources of curriculum objectives from
the grounds for their justification. The most frequently
used sources are not Tyler’s (1949) primary sources—
the learners, contemporary life, subject specialisms,
or even the philosophy of education—but secondary
sources such as current practices and well-known cur-
riculum traditions. So the process of formulating objec-
tives is likely to be one of selecting goals from these
practices and traditions and translating them into an
appropriate linguistic form. Consultations with edu-
cators, parents, students, and the local community often

provide useful information on preferences but seldom
suggest any newer types of objective. However, there
are occasional deliberate attempts to look beyond cur-
rent practice and traditions; and”ome of these have had
considerable impact. The curriculum reform movement
of the 1960s sought to bring the curriculum into line
with new views of academic knowledge by enlisting the
support of eminent scholars. The planning of vocational
courses seeks to reflect the changing structure of the
job market. Social education is altered to include new
conceptions of adult roles—that of women, for example.
Even the curriculum traditions themselves get recon-
structed and reconceptualized by great thinkers like
Bruner and Freire. These occasions for fundamental
curriculum change are fewer than many would like; and
the rethinking of the curriculum is a worthy candidate
for financial support. But it is also important to recog-
nize when such rethinking is not taking place, so that
tradition-based curriculum development is not ham-
pered by the mistaken idea that all objectives have to
be derived from primary sources—a task whose dif-
ficulty and complexity will be apparent from the ensuing
discussion.

Many curriculum practices and traditions leave their
objectives unstated and implicit, but there have also
been many attempts to translate them into the language
of objectives or to develop new courses with an objec-
tive-based approach. Hence there are many well-docu-
mented lists of objectives that can be used as secondary
sources. Short subject-specific lists may be found in
official curriculum documents, in textbooks, in exam-
ination syllabi, and in books on subject teaching. Longer
lists may be found in the teaching manuals of indi-
vidualized programmes, in the massive compilations of
objectives prepared under the auspices of the Russell
Sage Foundation (Kearney 1953, French et al. 1957)
and in the Instructional Objectives Exchange (Popham
1974). Using such secondary sources has three
problems. They are variable in quality, their contextual
or cultural specificity may not be immediately apparent,
and selection from lists is likely to lead to a fragmented
curriculum. These problems would be significantly
reduced if such lists were used not as main sources
but as supplementary sources after the first attempt at
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objective formulation had com-

pleted.

already been

2. The Justification of Objectives

Leaving aside technical considerations such as clarity,
the justification of an objective is based on two kinds
of argument—feasibility and desirability (Bloom et al.
1981). Both are necessary. Feasibility arguments are
normally based on evidence from practice, and they are
often dependent on there being sufficient similarity of
student population and interest for the transfer of
experience to be valid. The criteria will be much tighter
when mastery is being sought than when the objectives
are of a more expressive variety; but even in the latter
case it will still have to be argued that something of
value is likely to occur. While feasibility arguments
should not be used to prevent intelligent experiments,
there is an equal danger that experiments will be treated
as if they were bound to succeed.

Desirability arguments are of two main kinds: evi-
dence of expressed preferences and arguments from
basic values—the former concerns who thinks an objec-
tive is desirable, the latter concerns why it should be
thought desirable. Techniques for collecting expressed
preferences have been reviewed by Stake (1970), and
their usefulness for selection is discussed below. The
procedure is commonly referred to as needs assessment,
but this designation is misleading because it takes an
argument from basic values to establish that a pref-
erence is also a need. Pratt (1980) provides a useful
summary of the issues involved in justification.

What, then, are the basic values on which arguments
for the desirability or worthwhileness of an objective
can rest? Combining a number of authors’ suggestions
gives four major categories in which such values may be
said to reside—occupational practice, roles in society,
cultural and academic knowledge, and the interests of
the learners. Objectives relating to occupational prac-
tice can be justified in terms of national manpower
needs, in terms of local needs for particular kinds of
knowledge and skills, or an individual’s need to be able
to work with application. Sometimes these needs come
into conflict as when doctors get sucked away from rural
to urban areas or a subsistence farmer’s education is
based on the occupational requirements of industry.
Often the technical problems of establishing occu-
pational needs are greater than is commonly assumed.
Job analysis techniques are well-developed only for
lower level skills and tend to ignore important aspects of
human relations. Manpower forecasting is a notoriously
chancy activity. Thus arguments from occupational
practice are likely to meet five major problems: (a) the
large number of different occupations; (b) variations
within the same occupation between different work
contexts; (c) the changing nature of occupations; (d)
the limitations of job analysis; and (e) uncertainty as to
whether the student will spend any time in the occu-
pation for which he or she is being prepared.

Roles in society include citizenship, membership of a
local community, family life, and so on in addition to
the occupational roles already discussed. This is con-
troversial territory. First, there is considerable argu-
ment about what would be an appropriate role model.
Second, there is evidence that most educational systems
prepare students differentially according to their socio-
economic and cultural status—this is often a latent
rather than an intended function of schooling. Then
third, it is argued that many objectives in this area
should not be taught in schools because they are the
responsibility of the home, the church, or the local
community.

Much that is found in the “role in society” category
can also be subsumed under the heading of “cultural
knowledge”, a term to which curriculum thinkers are
often attracted but whose implications have yet to be
fully worked out. Thus it has been used both in the
context of justifying attention to the arts and humanities
and in the context of preparing students to live in a
multicultural society. When one also considers many
students’ strong interest in youth culture, the potential
for conflicting interpretations and priorities becomes
even greater. Within the sphere ofacademic knowledge,
arguments are better articulated but still not resolved.
For example, there is considerable dispute as to whether
generalizable and transferable thinking skills exist
across disciplines; and even as to whether it is feasible
to separate thinking processes from conceptual content
within a discipline in the manner claimed by some
curriculum theorists. Arguments from within a subject
are likely to be based on notions of key concepts, on
the position of an objective in some important learning
hierarchy, or on induction into the ways of thinking in
the discipline. Thus an objective’s utility is defined in
terms of its contribution to the further study of the
subject. Otherwise some other form of justification
would be invoked.

Arguments based on the learners’interests are of two
main types. The motivational argument rests on what
students are claimed to be interested in, while the needs
argument rests on what is claimed to be in the children's
interests. The two are combined if it is asserted that it
is basic value for children to enjoy themselves or to have
a wide range of interests. Otherwise the motivational
argument is merely a means to ends which have to be
justified on other grounds. Many authors have suggested
lists of children’s needs that can serve as basic values
for curriculum justification. Pateman (1978) for example
suggests eight: “to be able to survive; to get or stay
healthy; to be able to work with application; to enjoy
themselves; to have a sense of their own worth; to be
able to relate to others; to understand the world in
which they live; and to be able to participate in its major
institutions.” While some of these would be catered for
under the other headings—occupational practice, roles
in society, academic and cultural knowledge—they
might receive a radically different emphasis in that other
justificatory context. Moreover, Pateman suggests that
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some of these basic needs are virtually ignored in formal
schooling. In spite of their prominence in educators’
discussions about the aims of education, personal dev-
elopment objectives tend to get overwhelmed by more

make sense to argue about the ideal allocation of time ('
to mathematics without continual reference back to/ !/
the status quo. Then, third, there is so much redundancy/ /
in the total education system that things are taught many I

academic and vocational considerations.

Another area of need in the learners’ interests cat-
egory is the need to make the most of the educational
process itself. This involves developing such skills as
note taking, learning from books, working with others,
preparing for and taking examinations, and so on. Even
in higher education it is increasingly acknowledged that
these skills should no longer be taken for granted but
need to be incorporated into the formal curriculum.

3. Selecting Objectives: The Problem of
Priorities

The wider the range of possible objectives considered—
and many argue that it should be very wide indeed—
the greater becomes the problem of selection. There are
so many forms of justification that the value judgments
involved in selection can never be resolved by reference
to some single underlying principle. This does not pre-
vent an appropriately designated group of experts or
representatives from arriving at a compromise plan and
gaining sufficient political support to get it adopted; but
it does limit the degree to which issues can be settled
by rational argument. Moreover, the technical problems
of collecting evidence of people’s preferences in order
to guide such a debate are considerable. Stake and
Gooler (1971) present a three-dimensional design for a
study of people’s educational priorities based on:

(a) the audiences whose preferences are being sought;

(b) different indicators of priority, namely—import-
ance, time allocation, cash allocation, and vigour
of efforts to remediate;

(c) a dichotomy between the “real”—what they think
are the current priorities—and the “ideal”—what
they would like the priorities to be.

This last dimension is particularly important in view of
evidence that parents can be greatly mistaken about the
“real”, especially at the elementary level (Becher et al.
1981), and may therefore argue from premises that are
demonstrably false. In practice, however, Stake and
Gooler encountered three major obstacles. First, they
found that teachers and citizens had a great deal of
difficulty in thinking about the curriculum as a whole:

They appear to be devoid of the information needed to
make judgments about the importance of the work of even
a major subdivision of the curriculum, such as the science
department or the athletic department. They do not know
what the total effort to teach social responsibility is, and they
feel most uncomfortable making even the crudest estimate of
resources that might best be allocated to it.

Second, they found it impossible to give absolute
priority information that was meaningful. It does not

times and in many ways. How can one assign a teaching
time to an objective, when other objectives are also
being taught at the same time?

These dificulties explain why planning a whole cur-
riculum ab initio is rarely attempted. Instead piecemeal
reform is found whenever someone can justify some
change and mobilize the necessary support. Perhaps the
most that can be expected is a series of attempts to
narrow what Goodlad (1974) has called the “education
gap” between the human race’s noblest view of what
it might become and the conventional wisdom that
motivates current practice. But this is to assume that
agreement can be reached on the nature of the gap,
and that Goodlad’s aspirational perspective can still
command political support when the emphasis is shifting
towards efficiency and effectiveness.

Within a single subject, the problem of selecting
objectives becomes more manageable because people
can at least conceptualize the task. However, rival forms
of justifications still exist. “A” may be more feasible,
“B” more enjoyable, “C” more immediately useful, and
“D” more important for the development of advanced
thinking in the subject. Moreover, it is not uncommon
for a subject to be included because it is argued to be
useful, but then planned as if utility were no longer an
important criterion. The introduction of classification
schemes for objectives has probably helped people to
examine the emphasis and level of teaching in addition
to the content balance. Though such schemes cannot
create new principles for choosing priorities, they can
at least make it easier to recognize those that are already
there; and they may even suggest some interesting
alternatives. All this, of course, depends on the schemes
being judiciously chosen and their limitations being
recognized.
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Curriculum Content

F. M. Connelly and D. J. Clandinin

The term curriculum content refers to particular facts,
ideas, principles, problems, and so on, included in a
course of studies. Any specific content items may serve
different instructional goals, and, conversely, any given
goal may be served by different content items. The
conceptualization of the content of a particular course,
the selection of content items, and their organization
into a coherent course of study are the major content-
related problems in developing curricular materials.

It should be noted, however, that some curriculum
theorists use the term “curriculum content” in the sense
of problem areas, subjects, or disciplines included in a
course of studies. Nevertheless, an increasing trend may
be observed in contemporary curriculum literature to
use this term in the context of dealing with a single
course of study.

1. Conceptualization of Content

Researchers, policy makers, and curriculum planners
will conceptualize content differently depending on
their definitions of the term curriculum. Concep-
tualization, like selection, treated below, isboth a theor-
etical and practical “problem. Some believe that
conceptualization is essentially a logical and theoretical
problem and it is true that the concept of content may
be enhanced by such considerations. For example, the
application of ideas in a theory of knowledge to the
conceptualization of content will enhance definitions of
content specified in knowledge terms. Likewise, the
application of ideas from experiential philosophy will
enhance definitions of content specified in personal
terms. But the ultimate choice over which of these
definitions to adopt, whatever their theoretical support,
rests both upon personal preference and upon political
considerations associated with the curriculum in ques-
tion.

Personal preferences constitute, in effect, a value
base for choosing a definition. Political considerations
refer to the dynamics of complex curriculum situations
where different stakeholders have different, legitimate
claims upon the curriculum. In the development of a
history curriculum, for example, a group of parents may
define history in terms of the meaning it has for their
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children; trustees may define it in terms of its social
significance; and local university professors may define
it in terms of the discipline of history. The political
resolution of these competing claims will be an impor-
tant factor in how history is conceptualized for this
curriculum.

2. Selection of Content

As with the problem of conceptualization, the selection
of content is both a theoretical and practical problem. If
the problem of conceptualization has not been thought
through prior to the actual selection process, then selec-
tion will be confounded by the issue of conceptualiz-
ation. If the conceptualization problem has been
treated, there remains the problem of choice of detail.
For instance, if the content of a history curriculum is
defined in terms of historical knowledge, there remains
the problem of what view of knowledge and what
specific knowledge to include. “Chronological” ac-
counts of history, “epoch” accounts of history, “great
people” accounts of history, and the like are all possible.
Likewise, the cultural perspective on history will remain
as an element of choice. For example, many critics
at present believe that history curricula give a biased
representation to certain cultural groups. The appar-
ently simple choice of photographic and diagrammatic
material reflects views which effectively modify the
understanding to be obtained about a certain cultural
group and its place in history.

The choices are theoretical in that they may appeal
to historical fact and to theory of knowledge but they
are also political and personal. It may be shown that
the historical research on which the curriculum is based
was conducted with a certain political orientation and
bias towards a particular cultural group. Or, it may be
that in an effort to enhance or downgrade the status of
a cultural group, local government, the press, and other
groups may have “shaped” the historical record.
Accordingly, a certain event interpreted negatively
in one decade may be interpreted positively in
another.

Choices are also personal in that, when a selection is
finally made, it reflects the views of the person or



