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Shai, I wanted to document my notes from the conversation with Heather Field yesterday.  On the whole, it was very encouraging and I don't know who the competition is, but I think TorahQuest has some outstanding and unique qualities which should give us an excellent opportunity to win a grant and help bring the program into a broadly usable living methodology.  I looked at Covenant's web site and I saw the emphasis on having a "replicable" solution.  I think that's precisely what we are talking about by also developing a supporting infrastructure for TorahQuest program content, scalability of deployment, acceptability of change, growth of content, improvement of methodology, and application across all Judaic denominations in closed or open environments. 

And think about my suggestion for a way of developing the proposal.  Start by putting out a Table of Contents early, which we know will change.  And then, for each section, incorporate the commentary of any of us or from Covenant, which can be used to shape the content, verify its quality, and ensure that it meets the goals that have been established for both the program and the Foundation.  This proposal should be a living document so that after submission, it serves as the baseline for the Plan, and it can get expanded so that Covenant reviewers can see progress, in process, even before the decision point in December. 

So here are my notes and my annotated comments and, as always, my opinion, where appropriate, in italics : 

Heather Field started with some logistics items: 

5 copies of the proposal must be physically received on July 7 by 5 PM. 

The reviewers are anonymous. 

The maximum recommended grant period is three years; longer periods will have to be defended. 

            I made comments prior to the meeting which I think you should seriously consider.  I believe the program should be designed for 3 years and we'll have to see what the budget should be, but I commented on additional considerations for continuing costs for content development and support all through the program, and changing the last conference to a global launch conference (with Internet Video for foreign participants).  I think the budget should be evaluated, but will probably not be less than you requested because there are costs involved with continuous upgrades to the curriculum by accumulating feedback after each session, and probably revising the content twice or three (max) times a year.  I asked, and she responded, that the final proposal can be modified from the original grant request, without prejudice, as more details are fleshed out.    

Final decision in December, first payment in January. 

This means we have to have a parallel program of focus on the beginnings of a real TorahQuest infrastructure, getting a TorahQuest brochure and web page out that we can use for fundraising, and setting real priorities and tasks that fit in with the long term plan.  Otherwise, I think you will respond to ad hoc activities and the effort will be fragmented.  I know you can get pleasure out of seeing more people who want to adopt the program, but a plan must be put into place that tightens up the efforts to obtain the best return-on-effort.  This means saying no to some requests if they don't fit in with the Vision and the "next steps."  If the program grows in activities without an infrastructure, it will not be scalable, replicable, and quality will suffer. 

Advise Heather on Work-in-Process. 

There may be opportunities to invite Heather to some training sessions and some class exercises, if we know they will be well executed.  This is after Grant submission.  You want to demonstrate individual success but as part of demonstrating the potential of this methodology to be adopted in other situations on a very very large scale.  Singular successes are short-lived if we can't move to the next step. 

Heather then turned to questions from reviewers. 

Target audience? 

            I think this question should be answered at two specific levels.  The direct audience is composed of the educators who will use Torah Quest in their educational programs.  But we also should identify the indirect audience at the next level, the true target for this program, the real beneficiaries----the students.  Our description of the target audience should encompass both of these targets, because we will measure success from the engagement and actions of the students, the quality of which will be heavily dependent upon the teachers.  We should also mention that, with the infrastructure to be provided, our first level target audience are also program creators, in that after each session, we will get feedback on the process methodology, and on the content, and other observations which will be evaluated for inclusion in program updates of content and methodology.  And we will also quality assess and evaluate content of commentaries generated by the students, to assess the performance of the teachers as well as the program.  And we will publish, for shared use, quality commentaries as part of the TorahQuest database (for which we really need a schema so we know how to organize all of this in a usable and manageable manner---another task). 

How will you market? 

Shai, a key task of yours is to identify the methods by which the decision-makers for the target audience can be reached, and the content of the material to be provided, both for the initial development phase of the program, and for the roll-out launch on a global basis.  You know the people, their means of communications, what they read, what conferences they attend, how they get satisfaction, etc.  I would like some clarification from Heather here as to whether she wants to know how the program will be marketed after roll-out, or during the development phases, but both areas should be covered in the proposal unless we hear differently. 

The 20 Educators. 

What type of commitment (???)

Shai, I can't really decipher my writing on this question. 

How do you deal with attrition?

I like Ilana's suggestion about funding the stipend in phases with something up-front and then amounts paid during the year (based on time, not performance).  I assume you have to have some rules about performance and voluntary or involuntary resignations, and you probably should have a waiting list of back-ups who are kept abreast of the program and who can therefore step in to head up future sessions. 

What is the relationship with Siegal College?

Evidence of successes to date?

            Here's where we use case studies, testimonials, and a presentation section in the proposal which includes photos.  And, in my opinion as I expressed after the meeting, some large fold-out pages showing pictures of the "home room" with ribbons connecting to commentary (like those already on the web site), and some good commentaries, and pictures of children studying, presenting and building their comments. And on the facing page opposite, I would suggest a page of Talmud, with Midrash, Gemarah, Rashi, tosefists, cross-references, etc., connected by colored markers to be the parallel of the TorahQuest class.  In my opinion, something like this could be very powerful and immediately conjures up the relationship and the possibilities.  It is the power of the image, reinforcing the power of the experience.  Like Jonathan Rosen has chosen for his cover, we need something this stimulating.  And somewhere, we mention that "masechet" literally means "webbing ."  But this is my marketing orientation, so excuse the enthusiasm---or take advantage of it. 

Why Rashi?

            This is where we spoke not only of the Rashi on the page, but the use of Rashi as a metaphor for commenters.  I am however mindful of Jules Lesner's comments about not confusing someone's commentary with the level or respect for those of Rashi.  And I think we will have to be careful here to show the difference between the success of teaching engagement with the texts, in other words the motivation to study and learn and be familiar with, and the value of the created content, which has to be kept in the perspective of the age groups and level of capability of the students.  It may be great for a school home room and parent review, but not be something that would be put into a shared database.  If we could create one Rashi out of a million, we will be doing very well, but if we create a million people who read sacred Judaic texts and offer their own comments, we will have achieved a miracle. 

What is the need for this?

            You can integrate much of what you have written in the past, and we can offer additional comments once you have established the framework.  I think the Vision statements of Goals and Points of Light are very important here, perhaps with changing of words, but keep the passion. 

What is the method of choice?

            Again, you have a lot of material to integrate, including the descriptions in "Next Steps"  and in other writings. 

What are the goals?

            Previously commented upon. 

How to reach the goals?

            You have to construct this tapestry out of your head, your heart, and the experience of the program.  All the materials and elements are there for you to weave together. 

How will you evaluate the program?

            You're the educators and you have to have metrics for evaluating the teachers and the students---your call!! 

I suggested some infrastructure for this earlier, but, in my opinion, evaluation of the experience must be dynamic, continuous, with the infrastructure to support feedback from the teachers and the students.  And maybe with a Program Steering group of some type to determine inclusions, deletions and modifications to both content and process, and I would envision two or three revisions a year.  Maybe three the first, and two per year subsequently.  Like in software updates, handle with care!!!  Change is a pain!!!  But bug notices can be sent out immediately!!!  

Number of training manuals? 

            I don't quite understand this, unless it's to measure the use of funds requested.  I would hope that the basic training manuals are electronic, so they can be modified, and distributed and published upon point of use and upon demand.  The expense is in the creation of the content, not in the physical manual---do you agree?? 

Distribution? 

            I see it as primarily electronic, although you may want to develop some arts and crafts materials lists, if not kits, to start off with. I would emphasize "on demand" at "place of need" and maybe "multi-lingual" which is lot easier in electronic format.  (I like the multi-lingual part to emphasize replication and scalability for ubiquitous global application).  As is incorporation of changes during the development phase.  As will be changes when the program is launched and takes off both collectively and individually within and across borders.  And the database or repository, if that's a less threatening word, will clearly be electronic to allow for associated linking and thinking and searching (rather than linear, as in a printed page) by different attributes of the content. 

Why do you need stipends? 

Purpose of a concluding conference? 

            Here's where we also had a discussion among ourselves.  I looked at the proposal and it looked like an "attaboy" conference to congratulate ourselves.  I suggest it is the global launch conference, where the money is spent in an outward direction to push the program out into communities, societies and the Judaic educational world.  And we would have pre-launch activities to prepare the way for this launch among external sponsors who are already committed to implementing this program across different Judaic streams and geographic borders.  I would anticipate yearly conferences as piggy-backs to existing planned conferences, to lower costs.  And I would suggest using collaborative conferencing techniques within the infrastructure to have a constant sharing of information which can be discussed, using Internet facilities for video and voice, at conferences held as needed, perhaps quarterly during the entire development phase.  But this last conference is not a banquet of food to be digested by the team---it is a banquet of learning to whet the appetite of our audiences 

Advising of In-process status? 

            You mentioned summer camps and other teaching sessions that are planned for later this year.  We can invite Heather to invite others if appropriate to witness some of the training sessions, or some of the educational sessions.  

Shai, I think I've said too much already, for which I apologize.  But this is very exciting and I want to see you suceced and help create this whole new wave of 21st century Talmud study. 

Best wishes and regards. 

Burt Tregub 

e-mail: btregub@sbcglobal.net 

Ph: 818.783.1679

