I nstitutional Background

The Jewish Theologica Seminary (JTS), founded in 1886 and located in New Y ork City, isthe
central educationa ingtitution of Conservative Judaism. The Seminary educates more than 600 students
annualy in graduate and undergraduate degree-granting programs. Now in its second century, the
Seminary has grown into a Jewish university whose wide range of schools, inditutes, research centers
and programs extends throughout the world.

JT'S schools include The Rabbinical School; the H.L. Miller Cantorial School; The Davidson
Schoal of Jewish Educetion, established in 1996; Ligt College, its undergraduate divison and The
Graduate School. The graduate and undergraduate divisions are open to dl qudified students without
regard to race, sex or religion. JTSawards B.A., M.A.,, M.SacM., M.-H.L., D.H.L. and Ph.D.
degreesin arange of Judaic disciplines.

The Graduate School, with more than 250 full-time students, is the largest of its kind outside the
Saeof Igad. Itisthe primary professond school for educating Jewish studies facultiesin the United
States, with over 300 graduates currently engaged in full-time teaching and scholarship at the university
level in the United States and throughout the world. A recent JTS Ph.D., for example, was the
successful candidate, among hundreds from around the globe, for a position at Oxford Universty. The
Seminary is ranked among the top ten research doctorate programs in religion, as reported in the
recently published study of the Nationa Research Council, Research-Doctorate Programs in the
United Sates: Continuity and Change.

The Jewish Theologicd Seminary actively maintains a network of relaionships with leading
indtitutions of higher education. It conducts double-degree programs with Columbia University and
Barnard College on both the undergraduate and graduate levels. It has consortia agreements with
CUNY:; Princeton, Columbia, Fordham and Y de Universties, Teachers College and the Union
Theologica Seminary that enable graduate students from those ingtitutions to study at the Seminary and
affords JT'S students access to an exceptiona array of extended resources.

The Jawish Theologica Seminary is accredited by the Middle States Association of Colleges
and Schools and is chartered by the Regents of the State of New York. JT'S opted not to apply for
dua accreditation with the Association of Theologica Schools (ATS). Our Vice Chancellor and Chief
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Adminigrative Officer, however, frequently serves ATS in avariety of voluntary consulting capacities,

including accreditation team visits and accreditation standards review.

The State of the Seminary in 1996

The current year has been remarkable in many respects. During the past twelve months JTS
operated with itsfirst balanced budget in more than a decade, exceeded dl previous recordsin fund
raisng and was fully reaccredited by the Middle States Association with an outstanding endorsement by
the vigiting team. These achievements represent exceptiona progress brought about by the vison and
determination of the current administration and board.

Throughout much of its existence, deficit spending had been a matter of routine for the
Seminary. Although the administration began thinking serioudy about the importance of the need for a
formal budget process and cost controls as early as 1979, it took more than a decade for the ingtitution
to recognize the imperative of taking strong measures to balance the budget. During the 1980's, the
magnitude of the annual deficit roseto aleve that, if continued, would have threstened the vigbility of
the indtitution. Because the budget gap was systemic, the chalenge to close it was even greeter. It
meant ether raising sgnificantly greater amounts of revenue or reducing expenditures by an equaly
sgnificant sum. Throughout its history, the leadershipi sfaith in its ability to do the former often
persuaded it to avoid the more severe dternative of the latter.

Accordingly, in 1989, the Seminary began making sgnificant strides in establishing redigtic
revenue and expenditure projections and in implementing the difficult process of cutting expenditures.
The resulting retrenchment program began to show concrete resultsin 1992 and culminated in the fully
balanced budget of this current fiscal year.

Expenditure control was balanced by an equaly forceful effort to reorganize and enhance the
Development Department. Asis true of most academic ingtitutions, tuition revenue at the Seminary does
not begin to meet the needs of annual operating expenses. This gap isintensified at the Seminary
because of the many activities supportive of the Conservative Movement conducted in addition to the
academic program. The fund raising activities conducted by the Seminary Development Department
condtitute the heart of the inditutiond finance engine. The success of the program has contributed
sgnificantly to the balanced budget. 1t was with anote of irony, therefore, that the Middle States 1996
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accrediting team report referenced fund raising as both a strength and aweskness. The ahility to raise
such large sums annudly was listed as strength while the need to rely so heavily on fund raising was seen
as aweskness.

Other findings of the accrediting team are dso noteworthy. The team characterized the faculty
and library collection astruly world class. It commended the Seminary for undertaking a strategic
planning process as a compliment to the accreditation review.

The vigting team was effusive in its praise for the cdliber of the members of the Board of
Directors and made specia mention of their philanthropic orientation. The high leve of individud giving,
reflective of dl board members, makes them especidly effective fund rasing volunteers. Their financid
generogity isequaed by their commitment of time spent on JTS matters.

The report also noted two areas of concern. Because of the retrenchment, the Seminary
adminigration is lean to the point of being understaffed. None of the top administrators has a second-
in-command (please refer to the attached table of organization). Line adminigtrators routindy fill the
gaps in aff by undertaking specid projectsin addition to their primary roles.

The team a so noted that the Seminary does not generate information about itsdf through
inditutiond research. Thelack of an indtitutiond research function hinders our ability to perform
outcome assessments and to conduct effective strategic planning. Despite the strong need, the Seminary
is not able to inaugurate inditutional research under the budgets projected for the next severa years.
We look to the Teagle Foundation to assist us with a grant of $45,000 in each of two yearsto initiate

this important function. We are committed to continuing it with our own resources theresfter.

I nstitutional Resear ch

Ingtitutiondl research helps an academic indtitution understand itsdf by providing criticd short
and long range data and vaidating or refuting impressions and observations. The data and reports
generated through indtitutiona research provide invauable information about trends related to
enrollment, placement, length of time to graduation, aumni participation, completion rates, fisca
andyses and fund raising progress. It consolidates al data gathering and andysis and facilitates externd
reporting as well as planning.
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Indtitutiond research isastandard function in dl universities. Most theologica schools,
however, do not maintain ingtitutional research officers because the function is centraized through data
gathering conducted by the Association of Theologica Schools. The Seminary, whichisnot an ATS
member, is not represented in nationa data about theologica education. We view inauguration of the
function as an opportunity to develop our own modd. We will dso reach out to ATSto link our data
with theirsin order to enrich the dia ogue about theologica education in the United States.

The new position, Director of Ingtitutional Research, will report directly to
Dr. Michad B. Greenbaum, Vice Chancdlor and Chief Adminigtrative Officer. Dr. Greenbaum will
work closdly with this new staff person to ensure that the new function has the support and resources of
al operations within the Seminary. The Seminary will equip the Inditutiona Research Office with the
computer hardware and software necessary to begin, and will supplement it as specific needs become
Clear.

The firg ax monthswill be devoted to developing a plan for the office. We will inventory dl
areas within the indtitution to determine what informetion dready exigts. In some cases, datawill bein
data-base form, in others information e ements will need to be reorganized into a data-base. Dataon
current students, budget and fund raising exists, dbeit on systems that are not integrated. Historica
information exists dmost exdugvdy in raw form.

A criticd planning function will be to evauate data- base products for suitability and
compdibility with existing sysems. Initidly, dl inditutiona research activitieswill be based on a
persona compuiter, but will be designed to facilitate integration with the mainframe. Two products that
will be consdered are Microsoft ACCESS and the Statistical Package for the Socid Sciences (SPSS).

Within the firg six months, the Director of Inditutional Research will survey al decision makers
in the indtitution.

Quegtions will indude the following:

What information do you consider essentid to the performance of your function?
In what format would this information be most useful ?

Which dements of thisinformation are routindy available?

Where are there gaps?

What have been the consequences of gaps in thisinformation?

What additiona information would be helpful ?
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What reports are you required to prepare routingly?
What questions do you have about JTS's strategic postion for the future?

Such asurvey isespecidly timely because the Seminary islaunching itsfirst srategic
planning initiative. Although planning will begin in early 1997, it will generate data needs well
into the future. The survey will give us a sense of the information we dready have in hand as
well asthe priorities for the collection of new datadements. It will serve to guide us from what
is known to what is unknown about the ingtitution.

After the results of the survey have been andyzed, the Indtitutional Research officer,
with the guidance of the Vice Chancdlor and the Chancellor=s Cabinet, will develop a priority
ligting of reports to be generated during the firg year to eighteen months. They will fal into the
policy areasthat are a the heart of any academic indtitution, including faculty, sudents, dumni,
finances and facilities.

We anticipate that some of the basic reports will include the following:

Faculty demographics, including seniority, age, sex, highest degree, rank, tenure status,
previous indtitutiona affiliations and whether or not they are ordained. Subsequent reports
would include an individud faculty profile data base listing discipline, publications and
sponsored research.

Student demographics, including feeder schools, graduation rates, degrees awarded and
activities after graduation.

Enrollment trends.

Budget trends, including short and mid-range income and expense projection and fund
rasng.

Physicd plant inventory.

Outcomes assessment, which would focus on qudlitative issues through surveys of current
sudents and dumni. The Seminary has not developed a strong dumni program, and this
survey could be extremey vauable in solidifying our dumni base and providing data useful
in reviewing academic and campus life issues.

Equilibrium andlyss essentid for srategic planning.

About the find item, we have dready had preliminary conversationswith ATS about
asssting with thistype of study and linking our data to their Strategic Information Project. Thelr

representative was most encouraging and enthusiastic about our plans and the contribution the
data will make to the knowledge base about theologica education.
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At the concluson of atwo-year grant period, we anticipate that this function will be fully
inditutionalized and will have significantly advanced usin the areas of planning and policy
andysis. A grant of $45,000 in each of two years from the Teagle Foundation will dlow usto
recruit an inditutiona research officer and will cover sdary and benefits. The Seminary will
provide dl the other equipment and materias necessary to developing this function.
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