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INTRODUCTION

The Lippman Kanfer Institute, “Linking Silos,”
and the Los Angeles BJE Concierge Program

JESNA’s Lippman Kanfer Institute was created five years ago to identify, develop, and
disseminate promising innovations in policy and practice that can enhance the relevance and
impact of Jewish education in an era of rapid change. In its initial Working Paper, Redesigning
Jewish Education for the 21" Century,’ the Institute argued that to be effective, Jewish
education must become more “learner centered,” more focused on understanding the needs
and desires of potential educational “consumers” and more pro-active in helping learners to
identify and access quality educational experiences attuned to these needs. Today’s learners
and their families both expect and exercise choice as they face the wide range of
opportunities for Jewish learning that exist in their communities. If the goal of communal
policy is to maximize their educational participation over time, with the aim of nurturing
“lifelong Jewish learners,” then we must both facilitate their entry into the educational
system and help them navigate through it so as to benefit from the cumulative impact that
comes from multiple learning experiences in diverse settings.

In taking this position, the Institute echoed and endorsed the recommendations of an earlier
widely cited study, authored by Jack Wertheimer and published by the Avi Chai Foundation:
Linking the Silos: How to Accelerate the Momentum in Jewish Education Today.? The goal of
“linking silos” — strengthening the connections between and among educational settings and
between potential learners and the opportunities available to them — has become a
prominent element in current Jewish educational planning and service delivery. Over the past
two and a half years, the Lippman Kanfer Institute has monitored and encouraged expanded
activity directed toward the objective of linking silos, especially among central agencies for
Jewish education.? Previous research by the Institute has documented a range of activities
that central agencies are undertaking to link educational silos in their communities.*

Perhaps the most ambitious of the efforts currently underway is a program initiated by the
Bureau of Jewish Education of Greater Los Angeles (“LA BJE”), the Concierge for Jewish
Education. This program aims to connect Jewish families directly with Jewish educational
opportunities through two principal mechanisms: JKidLA.org (a website with a wide array of
educational information and resources) and “Concierges,” (individuals who provide
personalized information and advice to client families). JKidLA.org includes listings of Jewish
educational programs, camps, events and other programs for Jewish families in the Los
Angeles area, as well as a community calendar. The Concierges are Jewish professionals
working for the LA BJE who are available via phone or email, free of charge, to anyone
looking for Jewish education or other Jewish activities in the Greater Los Angeles area. The

"The Working Paper can be found at: http://www.jesna.org/sosland/resources/Future-of-Jewish-
Education/Redesigning-Jewish-Education-for-the-21st-Century/details

2 The Avi Chai report can be found at:
http://www.avi-chai.org/Static/Binaries/Publications/Linking%20The%20Silos_0.pdf

3 As community-wide agencies working with a large number of educational providers, central agencies are in many
ways ideally suited to play the role of “silo linker” (or, as it is described in the Wertheimer report, the “bus
driver” to help move learners through the many settings and experiences available to them).

“ See the Lippman Kanfer Institute report, “Linking the Silos: Reports from the Field,” at:
http://www.jesna.org/sosland/resources/Central-Agencies-and-Bureaus-of-Jewish-Education/Linking-the-Silos-
%252D-Reports-from-the-Field/details
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Concierges familiarize themselves with the many educational institutions in the area and use
this knowledge to recommend programs to clients that best fit the families’ needs, interests,
Jewish practice and geographic location.

JESNA has prepared this case study to illuminate the work of the Concierge for Jewish
Education program as it has developed in its early years of operation. The study focuses on
the following questions:

* How does the Concierge for Jewish Education program operate? How does it reach out
to clients? How does it use its two arms — the website and the Concierges? In what
ways does it provide a service to those clients?

* Who are the program’s clients? For what purposes do they use the service?

* In what ways does the Concierge for Jewish Education program link Jewish educational
silos for its clients?

* What do program participants and others involved with the program perceive as the
value for the Los Angeles Jewish community, for its clients, and for its member
institutions?

This study is not an evaluation of the Concierge program. Rather, JESNA’s goal is to help
readers, especially those in other communities interested in linking silos, to understand
better how this program has evolved, some of the key features in its current operation, and
some of the issues and challenges that have emerged in the course of implementing this
noteworthy and pioneering effort. By doing so, we hope to stimulate additional interest in
and strategies for realizing the broad objective of helping individuals and families make
positive and satisfying choices to take advantage of Jewish educational opportunities and
become lifelong Jewish learners.

The Greater Los Angeles Jewish Community

The Greater Los Angeles Jewish community occupies a geographic area that is spread across
approximately 4,600 square miles. As the 1997 Los Angeles Jewish Population Survey’ stated,
“Los Angeles lacks one central core. It has variously been described, facetiously, as the
‘largest village in the world’ and more seriously as a place with multiple urban cores.”® The
Jewish population is spread throughout this geographic area in neighborhoods of varying
Jewish densities. The 1997 study counted 519,151 Jews in 247,668 households, making it one
of the largest Jewish populations in North America.

> The Los Angeles Jewish Population Survey. (1998). Los Angeles: The Jewish Federation. These data are from 1997
and constitute the most recent demographic information available for the Los Angeles Jewish community. Full text
of the report is available at http://www.jewishdatabank.org.

® Ibid., p. 4.
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The Los Angeles community provides a plethora of Jewish educational opportunities across
the denominational spectrum. JKidLA.org lists over 300 distinct programs (updated on a
weekly basis), including early childhood programs, religious schools, day schools and yeshivot.
In addition, JewishLA.org, the website of the Los Angeles Jewish Federation, lists over 200
synagogues, 202 Jewish communal organizations and 158 kosher markets or restaurants in the
greater Los Angeles community.

Data Sources for this Report

With the cooperation and assistance of the LA BJE, JESNA collected information about the
Concierge service using three qualitative and quantitative data gathering methods:

1.

Interviews: JESNA conducted one-on-one telephone interviews with the two current
Concierges and the supervisor of the program to learn about the operations and
development of the service and the roles that the Concierges see themselves playing
with clients and with institutional leaders. The supervisor also identified institutional
partners for JESNA to interview so that it could obtain the perspectives of key
stakeholders. JESNA interviewed four representatives of Jewish institutions that work
with the Concierge service about their experiences working with the Concierges and
about the ways in which the service has added value to their organizations.

Document Review: To gain information about the Concierge service’s clients and their
use of the website (JKidLA.org), JESNA reviewed a set of reports from the website and
from the program’s client database (created with Salesforce.com).” The reports that
the LA BJE provided included information about how many client requests were made
per month, the types of requests made, the number of requests per client and per
Concierge, and how many visits and hits the web site received each month. JESNA also
reviewed reports on usage of the program’s website (JKidLA.org).?

Online Survey: In collaboration with the LA BJE, JESNA developed and fielded an
online survey of current and former Concierge clients in February, 2009. The online
survey included questions about the respondents’ demographic profile, their
experiences using the Concierge service, and any actions they took as a result of using
the service. The Concierge for Jewish Education program sent the survey link to every
email address in its client database, a total of 323 people. After four additional
reminder emails to the Concierge client email list, 70 people responded to the survey,
a response rate of 22%. Based on this relatively small sample, it is not possible to say
how those clients who responded to the survey are similar to or different from those
who did not respond; it is also not possible to generalize the survey findings to the
entire population of Concierge users.

7 JESNA accessed and reviewed these reports; it did not collect or analyze these data.

8 The LA BJE provided JESNA with the following reports: “JKidLA.org: Page Views, Visits, and Hits by Month —
September, 2008-April, 2009”; “Referring Sites, September, 2008-April, 2009”; “Path, September, 2008-April,
2009”; and “Page, September, 2008-April, 2009.” It also provided JESNA with three Salesforce.com reports: “All
requests by Concierge, June, 2007-February, 2009”; “Number of Requests per Client”; and “Closed Requests by
Concierge, June, 2007-February, 2009.”
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THE CONCIERGE FOR JEWISH EDUCATION PROGRAM

Origins of the Program

The Concierge for Jewish Education program grew out of an effort to help Los Angeles’ Jewish
day schools enroll additional students at a time when demographic forces were working
against them. According to Miriam Prum Hess, Director of Day School Operational Services at
the Bureau of Jewish Education and supervisor of the program, the area’s Jewish day schools
had been struggling with enrollment for at least five years prior to her arrival at the LA BJE in
2004. The challenge facing the schools reflected at least in part the declining numbers of
elementary school-aged Jewish children in the region.’ The BJE recognized that schools would
need to reach out to a broader population of Jewish families in order to maintain or increase
their enrollment.

While researching ways to accomplish this goal, Miriam thought back to her own experience
as a mother. She remembered choosing to enroll her children in programs in which her friends
and peers also were enrolling their children. In her experience, groups of parents who met at
“Mommy and Me” or similar programs tended to rely on each other for information about
where to send their children next. She found that within any such group there was usually a
“researcher” parent — one individual who did most of the scouting out of programs and would
report back to the group. She believed that one key to boosting enrollment in Jewish day
schools would be to find ways to insert the BJE into the conversations of these groups of
families, and especially to reach the researchers in the group. To initiate this effort, she
sought to identify mothers who were outgoing and good at making relationships; women who
would be able to meet lots of other mothers, encourage them to make Jewish choices for
their children, and connect them to myriad Jewish options in the Los Angeles area. Thus was
born the “Concierge for Jewish Educational Opportunities.”

In 2007, the LA BJE received a grant from the Jewish Community Foundation of Los Angeles to
begin the Concierge for Jewish Education program. The main goal of this initiative is to
connect Jewish families in the Los Angeles area to formal and informal Jewish educational
opportunities. To launch the program, the LA BJE hired two mothers of young children with
Jewish professional experience as the first Concierges. According to Miriam, the BJE
intentionally chose to hire mothers of young children because they had already gone through
some of the same decision-making processes with which they would be helping their clients,
while also having a sense of where that population congregates and their needs. Each
Concierge works part-time and serves a geographic region of the Greater Los Angeles Area."
This framework has remained in place as the program developed; the new set of Concierges
hired to replace the original pair are also mothers who have gone through the process of
educational decision making.

® The 1997 Los Angeles Jewish Population Survey found that there were one-third fewer Jewish children per five-
year cohort of elementary school-age than of high school-age young people.

1% The City Concierge serves the population residing from Santa Monica to the San Gabriel Valley but south of the
Santa Monica Mountains. The Valley Concierge serves residents north of the Santa Monica Mountains including the
San Fernando, Santa Clarita and Conejo Valleys.
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Reaching the Families

The Concierge for Jewish Education program tries to help anyone who contacts the service to
the extent possible. However, the program focuses its outreach efforts on families with young
children — from birth to kindergarten. According to the supervisor, the program believes that
reaching families when their children are very young is the most likely way to achieve a long-
term impact. Miriam describes this effort as an attempt to “put them [the clients] on a
positive path of Jewish education.”

To reach the diverse Jewish families in the area, the Concierge for Jewish Education program
began a multi-dimensional, area-wide marketing initiative. When the original Concierges were
hired, they were charged with finding ways to reach out to young Jewish families. Their
initial approaches included putting postcards in any location they believed that young
mothers would congregate — kids’ gyms, pediatricians’ offices, etc. Miriam reports that a
number of clients reached the service through this outreach effort.

Over its two-year lifespan, the Concierge for Jewish Education program has evolved the ways
in which it pursues its marketing and outreach efforts. For example, as the Concierges
researched alternate avenues for connecting with families, they learned about the popular
“mommy” websites (i.e., online bulletin sites on which Los Angeles area parents post requests
for information from other parents). The Concierges became active participants on these
websites, responding to requests, posting announcements, and searching for other similar
sites. Today, both Concierges report that they spend a significant amount of their time
browsing the “mommy” websites and responding to any requests with which they may be able
to help. For example, the Concierge might respond to a post requesting “Mommy and Me”
program recommendations by offering to help the individual find Jewish “Mommy and Me”
programs. After spending more than a year responding to posts on these sites, the Concierges
have become a known and respected presence on many of them; sites’ users now post
recommendations to other users to contact the Concierge for Jewish Education.

The Concierges are now taking advantage of popular social media sites on the web,
particularly Twitter and Facebook, to reach a wider audience of Jewish families and to
promote the service. One concierge began “tweeting” to publicize local events and later
added links to relevant articles that provide context and support for programs (e.g. a posting
regarding a pre-school open house would be followed by an article on what to look for when
visiting a pre-school.) JKidLA.org currently has 441 followers on Twitter."" The JKidLA.org
reports indicate that in May and June, 2009, Twitter became the fifth most common vehicle
for referring people to the website. The Concierge program also started a Facebook group in
the spring of 2009, which now has 104 members.'? One of the Concierges says, “We are trying
to create a culture [on Facebook]. We are trying to get people to have discussions, to get
their questions answered, and to share with each other.”

" Data retrieved from http://twitter.com/jkidla on July 9, 2009. Twitter “followers” refers to the number of
individuals that subscribe to the Concierge’s Twitter account to receive updates from the program.
12 Data retrieved from http://www.facebook.com on July 9, 2009.
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Serving, Managing and Tracking the Clients

The Concierge program has developed a standard procedure for dealing with new clients and
tracking their requests that makes use of some sophisticated tools. When a client connects
with the service, the Concierge opens a request for that individual in a customer relationship
management (CRM) database created using a customized version of the widely used CRM
program Salesforce.com. Each unique client has an account in the database with separate
entries for each request s/he makes. The Concierges try to capture as much information
about their clients as possible (e.g., the number of children, their ages, contact information,
etc.). However, many clients do not wish to share this kind of information, which limits
somewhat the ability of the Concierges to engage the families as fully as they might like. To
the extent possible, the Concierges follow up with their clients until the client’s need has
been fulfilled. Once a client does enroll in a program, the Concierge marks the entry for that
request as “closed.”"

The aim of the Concierge program is to provide clients with the best guidance it can, geared
to their needs, not to steer them in any particular programmatic direction. As the program
staff explain,

The Concierge service is a neutral program in ... regard [to affiliation or
denomination]. People trust the service because it doesn’t have a vested
interest in any one program it discusses with clients. We just want to help
people consider and sort through the whole range of Jewish educational
options, both formal and informal, that are available to find the one that is
most suitable for their child(ren)."

To keep clients and former clients up-to-date, the Concierges send monthly “e-blasts” about
Jewish events and activities in the Los Angeles area. Miriam reports that the e-blasts have
gained a large audience and have produced some unanticipated results. For example, some
clients contacted a Concierge for assistance for the first time because the e-blast reminded
them of the service and/or helped them identify needs they have that the service could
address. Additionally, an increasing number of Jewish organizations in the greater Los Angeles
area have learned about the e-blasts and have requested that their announcements be added.

13 Follow-up is not always possible, since clients sometimes change their e-mail addresses and phone numbers and
do not inform the Concierges. Clients also may not share whether they have in fact enrolled their child in a
program despite requests for that information.

 With respect to schools (pre-school-12t" grade and complementary education) the Concierge service focuses
primarily on those affiliated with the LA BJE. Its website lists BJE-affiliated/accredited schools because the
professionals feel they can vouch for these programs. However, since more than 95% of all Jewish schools in LA are
affiliated with the BJE, the program covers the vast majority. Furthermore, in conversations with families, if a
Concierge feels that a school which is not BJE-affiliated is best for that family, they will mention it with the
caveat that they know it exists but are not familiar with the program. And, if a family requests a bar/bat mitzvah
tutor, the Concierge will explain the importance of becoming a b’nai mitzvah in the context of entering a
community and the value of doing it through a synagogue, but if the family still insists, will provide a list of those
resources. The Concierges also make references to camps, ganim, and many other informal activities that have no
affiliation with the BJE.
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Beyond directly serving their clients, the Concierges are also responsible for building and
maintaining relationships with educational institutions in their designated regions. According
to the institutional representatives and the Concierges, the Concierge typically makes an
initial contact with the institution by visiting the site and taking a tour of the facility. After
their initial introduction, Concierges may connect with the institution to refer potential
clients or to learn about new events or opportunities it is making available. The Concierges
also add themselves to the institutions’ mailing lists and listservs to keep themselves up-to-
date about events or opportunities that they can promote through JKidLA.org.

JKidLA.org

In addition to the personal Concierge service, the Concierge for Jewish Education program
also incorporates a web site, JKidLA.org, which provides an alternative means of entry into
the pool of information that the Concierge program seeks to make available to families. This
site is an outgrowth of an earlier site, MyJewishResource.org. The website was redesigned
beginning in 2007, in part with the aim of integrating it more closely with Salesforce.com,
and launched in September, 2008. JKidLA.org includes a listing of Jewish educational
opportunities, a community calendar, and information about the Concierges. Visitors to the
site can use two simple search mechanisms to find information about educational
opportunities: a series of drop-down menus to select category, location, and denominational
affiliation of the desired type of education and “Resources A-Z” (an alphabetical listing of
resource links by category).

The Concierge Clients

Because many clients are unwilling to share extensive personal information with the
Concierges during their intake, we know less about them than we would like. We can glean
additional information from the online client survey that was conducted in conjunction with
this study. As noted previously, JESNA cannot determine how survey respondents are similar
to or differ from clients who did not complete the survey.

Survey respondents were overwhelmingly female (92%), married (92%), and two-thirds
reported having children age two or younger."” The average age of survey respondents was 39-
years-old.'® Eight (13%) of the respondents were intermarried. Denominationally, most
respondents identified as Conservative (31%), Reform (28%), or Just Jewish (16%)." Ninety
percent (90%) reported that they have belonged to or currently belong to a synagogue and/or
Jewish organization as adults. Half of the respondents were synagogue members at the time
of the survey and two-thirds have belonged to a synagogue at some time as an adult.
Membership in other Jewish organizations included the JCC, Federation, Hadassah, museums,
advocacy organizations, and other religious institutions, such as Chabad.

'> The number of children per respondent household ranged from zero to five.
16 Survey respondents’ ages ranged from 28 to 51-years-old; one respondent was 75-years-old.
7 The remaining quarter of respondents identified as Orthodox, Reconstructionist, not Jewish, and “other.”
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Seventy percent (70%) of respondents reported that they belonged to synagogues in their
youth. Fifty-five percent (55%) reported attending religious school, and 40% reported
attending Jewish camp. Respondents also indicated that they participated in early childhood
programs, Jewish recreational programs, and college groups and/or courses as youths.

If these results are typical of the client pool as a whole, the Concierge program is serving a
reasonable cross-section of the community, perhaps tilting somewhat toward those who have
been described as “moderately affiliated” (i.e., having some past and/or present connection
to Jewish organizational life, but not part of the inner core of activists). This is not unusual
even for programs of whose goals include “outreach” to less affiliated sectors of the
community (cf., e.g., the population of Birthright Israel participants). What this may tell us is
that even among individuals and families with a connection to the organized Jewish
community there is still both a need and a desire for assistance in accessing the “right”
resources at the “right” time.

When asked to identify what led them to contact the Concierge, over half of the survey
respondents (about 59%) named an online source. These included either reading a posting on
a website, receiving a response to their posting by a Concierge, or visiting BJE.org or
JKidLA.org. Other sources that led respondents to the Concierge service included the
“Concierge Postcard,” word of mouth, referral from a school, and/or meeting the Concierge.
Of the 70 respondents, 10 indicated that they were motivated by more than one source to
contact the Concierge.

Use of the Website

Between September, 2008 and April, 2009, JKidLA.org had an average of about 1,500 unique
visitors and 2,500 pages views each month, meaning that most visitors viewed one or two
pages on the site.' Beyond the home page, the most commonly viewed pages were those that
accessed the various searches that could be made for Jewish educational resources and the
calendar." More than two-thirds of the unique visitors to JKidLA.org came directly to the site
either by entering the web address into their browser or by using a bookmark.? Another 11%
came to the site through a search engine, such as Google or Yahoo (which may mean that
they were unaware of the site’s existence prior to conducting the search). (Table 1 tallies
JKidLA.org page views and visitors between September, 2008 and April, 2009.)

'8 «“Unique visitors” refers to the number of IP addresses from which people visited the site in a month’s time.
Each IP address is counted once in the month, regardless of the number of times that it visited the site.

“Page views” refers to the number of times any page on the website was viewed in a month’s time.

19 Visitors can enter the website through many different pages. The JKidLA.org analytics reports show that visitors
most commonly enter the site through the home page or the “Resources A-Z” page. Once visitors enter the site,
there are any number of paths they can take. Of the many options available, the most common path for visitors
was to the home page only or to the resource page only. Of the ten most common paths, seven were visits to a
single page. Additionally, eight of the ten paths led to the resource page or calendar information.

20 Website visitors can come to a site in a few ways: by directly entering the address into a browser (this includes
using a website bookmark), conducting a search, or clicking on a link on a referring website.
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TABLE 1: JKidLA.org Pages Viewed September 2008-April 2009

Page Title Page Views Visitors
Number | Percentage
Resources A-Z 5,230 36.17% 2,682
Home 3,331 19.34% 2,878
Search Results 2,120 12.31% 1,270
Calendar 1,844 10.71% 1,270
Results [from Resources A-Z] 1,605 9.32% 932
Concierge Service 501 2.91% 447
Include Me in Your Guide [for institutions] 409 2.37% 340
Subscribe to JKidLA.org e-blast 382 2.22% 330
About JKidLA.org 375 2.18% 344
Other Items (6) 426 2.47%

Source: website analytics report

Tracking Client Requests

According to the Concierge database, clients made 577 requests of the Concierges between
August, 2007 and February, 2009.”" Nearly one-third of these were requests for information
about early childhood programs. The next most common requests were for information about
Jewish day schools and Jewish parenting groups. (Table 2 summarizes these findings.) Survey
respondents reported seeking information primarily about early childhood programs (44%) and
day schools (21%).%

2! During this period, Concierges entered 561 records of requests into the client database. However, further
analysis of the entries demonstrated that 46 of the records included more than one request, totaling 54 extra
requests. In addition, 38 of the records’ descriptions were unclear and were removed from the total number of
requests, leaving a total of 577 requests.

22 One area in which the survey and database data diverged somewhat is with respect to requests for information
about activities for children. Twenty-three percent (23%) of survey respondents expressed an interest in such
information as compared with data from the database that indicates that only 7% of client requests focused on this
area.
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TABLE 2: Types of Requests, August, 2007-February, 2009
Number of Percent of

Category Requests Requests
Early Childhood Programs 175 30.33%
Day School 94 16.29%
Parenting Groups 55 9.53%
élt(éc)lLA.org (e-blast subscriptions, website information, 50 8.67%
Jewish Activities 39 6.76%
Supplementary School 39 6.76%
Jewish Camp 28 4.85%
Teen Programming 15 2.60%
Special Needs 15 2.60%
Day Care 15 2.60%
Relocating 9 1.56%
Other 40 6.93%
Financial Aid” 10 1.73%

Source: Salesforce.com

According to the reports from the Salesforce.com database, more than three-quarters of the
Concierge clients made just one request.? It is important to note here that multiple
communications with a client about the same subject are tabulated in the Salesforce.com
database as one request. For example, when a client exchanges multiple emails and/or phone
calls with a Concierge about early childhood programs, the Concierge will keep all of this
information in the database under a single request. It is also worth noting that the client
database is a snapshot of requests made over a period of less than two years’ time. Because
families’ educational needs change as their children grow, clients may well contact the
Concierge again in the future.” Therefore, more time is needed to determine the extent to
which clients choose to return to the Concierge for Jewish Education for assistance.

According to the client database reports, requests for service from the Concierges have
increased modestly over time based on a year-to-year comparison from 2007 to 2009. (See
Figure 1) The survey findings show similar results. More than half of the respondents reported
that they contacted the Concierge in fall, 2008, or winter, 2008-2009 (the two most recent
options among seven time periods listed in the survey). These data may indicate that it has

2 Seven of the financial aid requests were in addition to another kind of request (usually day school). Therefore,
only three of the financial aid requests (those that were only listed as financial aid) were included in the total
number of requests.

24 The survey data presents a somewhat different picture, with two thirds of respondents reporting that they had
made more than one request.

2 This has already occurred. Clients requesting information about Parent and Me programs have subsequently
requested information about preschool, and families who requested information about school have then requested
camp information or vice versa.
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taken time for individuals to become aware of the program, but that such awareness has
indeed grown. The client database reports also show that the number of requests that the
Concierges receive varies from month to month. This may be related to seasonal educational
needs. One Concierge explains that more clients contact the service for help during the
period when Jewish day schools distribute acceptance and rejection letters. She says, “When
everyone got their acceptance/rejection letters, it was nuts in the office. People needed a
lot of redirecting and a lot of finessing.”

FIGURE 1:
Number of Records
by Month of Request
70
60

\'Q P h
S ¢ & &R

Source: Salesforce.com

Actions Taken by Clients

According to the Salesforce.com reports from August 2007 through February 2009, the
Concierges “closed” 78 records (13% of the total open requests), meaning that the client had
enrolled in a program. In keeping with the information most requested by clients, the most
frequent enrollments were in Jewish early childhood programs (22) and day schools (18),
comprising 52% of all the closed cases). Nine enrollments were reported in supplementary
programs, and small numbers in a variety of other activities (parenting groups, teen
programs, camps, and special needs programs).

The percentage of enrollments recorded in the Salesforce.com records may somewhat
understate the “rate of success” achieved by the Concierges.? Among the survey
respondents, a high percentage (70%) reported taking some action as a result of their
interaction with a Concierge. Approximately 38% said that they enrolled in a Jewish education
program and 32% reported participating in some Jewish activity, but did not enroll in a
program. Thirteen percent (13%) of survey respondents enrolled in an early childhood

% Data on school enrollments is not entered into the database until the fall, when the new school year begins.
Therefore, clients who contacted the Concierge last fall or winter, but whose children will be enrolling this fall
would not yet show up in the database as “enrolled.” Making a judgment about the rate of success also is
complicated by the fact that on the one hand, the survey respondents may not be representative of the total
client pool and could provide more than one response (see Table 4), and on the other hand, by the fact that the
Concierges may not know if clients have taken action and therefore must leave their records open.
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program and 4% enrolled in a Jewish day school. In addition, nearly a quarter of survey
respondents indicated that they read Concierge program e-blasts.” One-third of the survey
respondents reported taking more than one action as a result of their experience with the
Concierge. Although not necessarily representative of the larger client population, the fact
that survey respondents took more than one action may indicate that the Concierges are able
to help open multiple options for their clients, even if the client made a single request.

Tables 3 and 4 summarize the data on types of enrollment from the Salesforce.com database
and on actions taken from the survey.

TABLE 3: Types of Enrollment, August, 2007-February, 2009

Number of Percent of Total
Category Clients “Closed” Cases
Early Childhood 22 28.57%
Day School 18 23.38%
Supplementary School 9 11.69%
Parenting Groups 2 2.60%
Jewish Activities 4 5.19%
Jewish Camp 4 5.19%
Teen Programming 3 3.90%
Special Needs 3 3.90%
Other 1 1.30%
Did not enroll 8 10.39%

Source: Salesforce.com

27 Among survey respondents, 19% only read e-blasts after interacting with the Concierge.
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TABLE 4: Actions Taken

Number of Survey Percent of
Action Taken Respondents Respondents
Read e-blasts 16 24%
Enrolled in a parenting program 12 18%
Attended a program listed on the JKidLA.org 0
site or e-blast i ez
Enrolled in a Jewish early childhood program 9 13%
Bega'n to research the information they 8 12%
received, but have not yet enrolled
Enrolled in a Jewish day school 3 4%
Enrolled in a Jewish camp 3 4%
Enrolled in religious school 1 1%
Enrolled in a recreational program with a 0
Jewish sponsor [ ke
None 20 30%

Source: Survey Responses?®

Client Satisfaction

The survey asked seven closed-ended questions that focused on the clients’ level of
satisfaction with the service they received. In general, the survey respondents reported
satisfaction with their Concierge experience. Between 84% and 91% of respondents agreed
that the Concierges were responsive, easy to talk to, took time to determine their needs, and
provided sufficient and useful information. Most (85%) indicated that they would contact the
Concierge again if they had more questions. More than half reported having already
recommended this service to someone. Seventy-seven percent (77%) of respondents reported
satisfaction with the information they received (i.e., agreed that they received sufficient and
useful information and were comfortable with the breadth and depth of the information
provided). Sixty-seven percent (67%) agreed that “the Concierge provided me with
information that would have been difficult for me to find on my own.”?

At the same time, some respondents would like the Concierges to make even more
information available and to take steps to expand their services. In their responses to open-
ended survey questions, respondents requested that the Concierges have more information
about specific topics, such as tuition, financial aid, Orthodox schools, and schools that are not
affiliated with the BJE. When asked what would make the Concierge for Jewish Education

28 The survey question read, “Did you do any of the following as a result of your contact with the LA BJE
Concierge? (Please check all that apply).” Because the question invited respondents to select more than one
option, the “Percent” column refers to the percent of respondents to the question (67). The columns cannot be
added.

2 Among respondents who did not report taking any action as a result of their experience with the Concierge, half
agreed that the information they received would have been difficult to find on their own.
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more useful, survey respondents suggested that Concierges attend school tours with
families,* connect parents with Israel trips appropriate for children/families, provide a forum
for parents to review programs and share information with each other,*' and publicize
through school e-newsletters.

Limitations

Success for the Concierge program is defined by the supervisor and the Concierges as clients
deciding to enroll their child(ren) in a Jewish educational program. However, the program
faces several challenges on its way toward this goal that the Concierge program as currently
structured and operated cannot address effectively on its own.

Financial Aid

Both Concierges indicate that a significant challenge in their work with clients is the
limited assistance they can provide in terms of financial support. The Concierges are
able to provide their clients with information about which schools can offer the
greatest financial assistance, but they do not have access to scholarship funds,
applications, or any other forms of assistance.

Some survey respondents requested that the Concierges be able to provide additional
information or assistance in applying for financial aid. In the client database about two
percent (2%) of the records include requests for financial aid. The Concierges believe
that because financial assistance is such a sensitive issue, it is likely that many more
clients were in need of such assistance. Additionally, the fear of asking for financial
aid may inhibit families from contacting the Concierge for Jewish Education at all.

Educational Needs and Limited Options

Program staff report that the desires of parents and the needs of children in terms of
Jewish education are substantial and varied. Even in a community with as many
options as Los Angeles, some families simply cannot find what they are seeking or
cannot afford it. Of the client database records marked “closed,” at least five were
from families that chose not to enroll their children in Jewish day schools because
they could not find a school that met their needs (e.g., exposing the student to
diverse populations or being able to meet the needs of gifted or special needs
students). Although the Concierges try to learn about the services the schools provide
and make appropriate recommendations to their clients, they cannot change the kinds
of services the schools offer or create new options. Hence, some efforts to “match”
clients and schools are not successful.

While these limitations constrain the Concierge program to some extent, they do not
undermine the program’s ability to serve and satisfy most of its clients. As the program
continues to evolve and as Jewish education in Los Angeles continues to develop, it may be
possible to address some of these issues directly.

3% In her interview, one Concierge stated that she does attend tours with some families, but only in certain cases.
When asked for examples of such cases, she gave examples of families currently living out of town.
3! One Concierge reported trying to achieve a similar goal with the new Facebook group.
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Relationships with Jewish Institutions

An effective “concierge” in any setting must understand and relate well not only to the
individual clients she serves, but to the institutions that ultimately provide the “product” or
experience that the client is seeking, in this case, a good Jewish educational experience.
Both the Concierges and three of four of the institutional representatives interviewed view
their relationships as partnerships, with both parties working together towards a similar goal
(enrolling the clients in a Jewish educational program). The Concierges help to connect
clients with the institutions, and the institutions use the Concierges to promote their
programs. Both groups believe that the primary responsibility for maintaining the partnership
belongs to the Concierges who must learn as much as possible about the institutions, follow
up with them, and publicize any relevant opportunities.

This is not always an easy relationship to maintain. For example, one of the institutional
professionals interviewed was critical of a lack of ongoing contact with the institution by the
Concierges. Conceptually, there is at least the potential for tension, since the expectations of
an institution that the Concierge will act as a recruiter may clash with the Concierge’s desire
to find the right fit for each individual client. It should become clearer over time how
Concierges can best play their intermediary role. Nonetheless, it is evident that everyone
benefits when the Concierges are maximally knowledgeable about and have access to the
institutions that serve as program providers.*

Miriam Prum Hess believes that the Concierge program has won considerable credibility
among Jewish institutions in Los Angeles. She notes that an increasing number of
organizations now request that their events be included in the e-blasts. She believes that this
increased attention indicates that a growing number of Los Angeles Jewish organizations both
value and trust the Concierge for Jewish Education to support their marketing and publicity
efforts.

In addition to working with individual institutions, the Concierges also play an informal role as
“silo linkers” between and among the institutions.** One Concierge explains that because she
spends a good deal of time learning about the schools in her area, she is able to share
information with other schools, spreading the knowledge. The Concierges also attend the
twice yearly meetings of the Jewish day school admissions directors and periodic meetings of
Early Childhood Education (ECE) Directors and Religious School Principals. At the meetings,
the Concierges share information about their work, provide marketing and outreach tools, and
listen to the concerns of and updates from the schools.

32 One of the Concierges cites an interesting example of how their knowledge can benefit institutions, as well as
clients. When one school could not accommodate in its pre-school a sibling of two children already enrolled in the
day school, they turned to the Concierge to help the family find a good pre-school fit for the third child.

33 Early in the program’s development, more formalized efforts were made to link institutions (e.g., by bringing
pre-school directors together at different schools to learn from one another). These attempts proved difficult to
sustain, primarily for logistical reasons.
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Meeting an Unfulfilled Need

The Concierge program grew out of a specific desire to help day schools and other Jewish
institutions enroll additional students at a time when demographic forces were working
against them. It seems clear, however, that the program is meeting a broader need that
reflects directly the environment of choice within which all Jewish educational programs
operate today and the inherent difficulties that many families face in identifying and
negotiating what is often a bewildering set of educational options. The Concierges believe
that the service fills a need that was not being met by any other entity. As one notes, “l don’t
know if there is another resource like this, unless you pay someone. There are places that you
can pay and they’ll go out to look for schools with you. This is free, which is unbelievable.”

The Concierges describe many of their clients as being overwhelmed by the Jewish
educational options available in the Los Angeles area, and others as being unsure of their
particular families’ needs in terms of Judaism and education. One describes how she spends
time with many of her clients to learn about their religious observance and what values they
want to pass onto their children. Once she has helped her clients better define their needs
and values, they are able more easily to make decisions about their child’s education.

The Concierges see themselves as helping to “streamline” the process of educational
decision-making by acting as a “resource” for their clients. As one Concierge describes her
role with her clients:

I really help them process what they’re looking for. A lot of them are confused
and sometimes panicky. They’ve heard there are waitlists at day schools,
which is not really true in LA. | can ease their panic and help them figure out
which direction they’re really headed in. For example, if an interfaith family
is looking at a Conservative school that might not be a good fit, | can direct
them elsewhere. | can give them website addresses to see how it is. | can help
them find entry programs, like Tot Shabbat. | tell them what they don’t often
know: you can participate in a Mommy and Me class without joining the
synagogue (unlike preschool). So you can try a few first before joining.

In addition to providing an informational resource to clients, the staff see the Concierge
program filling a need for more aggressive outreach in the Los Angeles community.

Through websites and word of mouth, we have been able to locate marginally
affiliated or unaffiliated Jewish families that would otherwise not consider
Jewish education. There are a lot of people who don’t know what’s out there
for them in the Jewish community. We have been able to find them.

Three of the four institutional representatives interviewed also believe that the Concierges
help to ease the clients’ experience in finding the “right fit” and that the program meets
important needs in the community in three areas:

1. An address for referrals: The interviewees indicate that they feel comfortable
referring clients to the Concierges when they are unable to help. Two of the
representatives sent referrals to the BJE before the Concierge service existed, but
now say they feel confident that someone will follow up on their referrals.

2. Marketing: The interviewees believe that the Concierge service supports their
institutions’ marketing efforts in two ways: First, the service helps to spread the word
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about the institution and/or its specific events. Second, the Concierges help the
institutions to improve their marketing efforts by modeling/sharing the techniques
that they use for their own outreach efforts.

3. Elevating Jewish education in Los Angeles: Because there is now an office that is
devoted to outreach and information in Jewish education, the representatives believe
that the service may be affecting the larger community. One notes that “‘Concierge’
sounds kind of cool,” which may be helpful in attracting young parents. Another
believes that the education field is becoming very competitive and that the Concierge
program provides the Jewish community with a competitive edge in the education
market. She states:

With more and more competition in the area in education, I think that
if they speak to a Concierge, it’s more likely that they will keep their
child in the Jewish community. If deciding between private secular or
private Jewish program, after the Concierge, it will be more likely that
they will stay with the Jewish community.

It is worth noting that although the Concierge position is new, the concept of the central
agency as an information resource and broker is not. One of the institutional representatives
recalls that there were professionals available at the BJE in the past to answer specific
questions and does not perceive the Concierge service as being something really new. “There
used to be people at the Bureau and they would give you exact information; [a person could]
call about day school and connect with the day school consultant.” This professional is
skeptical about whether the Concierge model adds genuine value, especially at a time of
budgetary pressures. Nevertheless, this represents a minority view among those interviewed.

From its inception, according to Miriam Prum Hess, one of the goals of the Concierge program
was reaching new families who would not otherwise be likely to enroll their children in Jewish
educational programs. The data gathered for this study do not permit us to render a
definitive judgment as to whether this is happening. The institutional representatives
interviewed did not report any specific examples of new enrollments that they attribute
directly to the program. They believe that the families that were referred to their institutions
by the Concierges would likely have found their way to them on their own. However, the
client survey results seem to suggest that without the Concierges and/or the JKidLA.org web
site, many of the families served by the program may not have known where else to turn for
the type of information they seek.

The institutional professionals do note that the Concierges have facilitated a smoother and
quicker connection to their programs. One interviewee reports an increase in the number of
participants in one-time events as a result of the Concierge service. “Every time we had an
event, the Concierge would send an e-blast to her list. A lot of people said they heard about
the events through the Concierge. | feel she was a big part of that success.”

Overall, it is simply too soon (nor was this research designed) to determine the extent to
which the Concierge program brings new families and children into Jewish education who
would otherwise not participate at all, or merely eases the process for those who are already
seeking a program. Even without such evidence, however, it seems clear that the program is
delivering a service of value to its clients, both individual and institutional.
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A Work in Progress

The Los Angeles BJE Concierge program is less than two years old and is still developing.
There have been personnel changes, and the JKidLA.org website in particular is evolving. One
Concierge expresses her hope that the BJE can bring JKidLA.org up to its full potential.

| see the website as being one of our biggest things. As the information on it
becomes more comprehensive, hopefully more people will subscribe. We’re at
the beginning stages. We’re figuring out how people can access it. Making sure
it’s accurate. It will be like GoCityKids in LA where parents log on to see
what’s happening that week. I’d like to see our site become like that. “What’s
going on this weekend? Let’s go to JKidLA.”

The Concierge program has evolved as its staff have learned about additional needs or new
opportunities for outreach. In the beginning, the Concierges publicized the service through
postcards. Today, a significant amount of their outreach efforts consist of online interactions
through “mommy” websites. Additionally, the Concierges’ services have expanded to include
distributing relevant articles and creating an online forum for parents to talk to one another.
One Concierge reports that she would like the program to expand further to include lecture
series “such as ‘How to choose a Jewish private school,’ or ‘How to choose a Jewish nursery
school.”” The hope is that over time, the Concierges will maintain relationships with clients
that will extend over the educational life-cycle of their children.

Any program, especially an innovative one such as this, needs time to establish itself,
understand the nuances of the community and potential clients, modify elements of its
operation, and forge strong relationships with partners. As stated at the beginning, this
portrait of the LA BJE Concierge service is not intended in any way to be a program
evaluation. Rather, it is a window into an innovative approach to connecting families with
children to Jewish education opportunities and, perhaps, to greater engagement in the
Jewish community down the line. Only time will tell the extent to which this aspiration is
realized, but the program has made a vigorous beginning.

Further Research

To more fully understand the Concierge for Jewish Education program, additional in-depth
research is needed. The following areas offer enticing opportunities for further research:

* The Concierges: Formal research and analysis about the role of a Concierge and the
individuals who perform this function would illuminate the elements and/or
characteristics that make the service successful. For example, it would be useful to
learn what relationships have been critical to the Concierges, how they go about
performing their service, and what knowledge or experience they need in their work.
How do they balance their responsibility to their clients with the communal and
institutional interests they seek to advance?

* Clients’ Choices: Learning the factors that influence clients’ decisions - to enroll, to
participate in Jewish programs, and/or to contact the Concierge at all - would help the
Concierge service (or any other interested institution) be able to make better decisions
about how to reach and serve its clients.
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¢ Partner Institutions: It would be desirable to learn more about how institutions
perceive and utilize the Concierge for Jewish Education. What are their expectations?
How can they make better use of this communal resource to complement their own
marketing efforts?

* Impact on Clients: A critical area for exploration is the impact of the experience with
the Concierge for Jewish Education program on clients. How have they benefited?
What were their challenges? What aspects of the program have the greatest impact
and why? Are clients more likely to become “lifelong Jewish learners” as a result of
their experience?

* Impact on the Community: A great deal of further research is needed to determine
the impact of the Concierge for Jewish Education program on the community and its
institutions. Has the program increased overall enrollment in Jewish schools? Has it
produced more communication between institutions? Has it eased families’ access to
and movement among these institutions?

Application to Other Communities

One of the key questions motivating the decision by the Lippman Kanfer Institute to
undertake this study was whether the LA BJE Concierge program could serve as a model for
comparable initiatives in other communities. While many factors will determine whether
other communities wish to try this approach to linking consumers to educational programs,
the LA BJE Concierges feel that this service has wider applicability. They acknowledge that
the Los Angeles community is distinctive in its geographic spread and its array of extant
services. Nonetheless, they believe that replication or adaptation of the service likely would
be successful in other communities with many Jewish educational opportunities.** There are
probably two dozen or more Jewish communities in North America with a sufficient variety of
Jewish educational options and a large enough population of moderately affiliated or
unaffiliated Jewish families to warrant serious consideration of implementing a program
similar to the LA BJE Concierge service. In fact, several communities are exploring how to
implement their own versions of a Concierge. If and when they do, it will provide valuable
opportunities to learn more both about how to operate such programs most effectively and
about their ultimate impact.

34 One Concierge says, “If [the community has] one Reform school, one Conservative school, and one community
school, then people can navigate it for themselves.”
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CONCLUSION

The Los Angeles Bureau of Jewish Education, with the support of the Jewish Federation and
Jewish Community Foundation, has broken new ground by giving concrete form and substance
to the concept of actively connecting Jewish families to educational opportunities through
the Concierge for Jewish Education program. Many of the efforts thus far to “link silos” in the
Jewish world have focused on strengthening institutional connections — building stronger
relationships between and among synagogues and summer camps, or early childhood
education programs and day schools. These efforts grow out of a long history of attempts to
better coordinate educational activities between institutions. There is still much to be done
in this regard, and also little doubt that learners and ultimately the Jewish community as a
whole will benefit from these endeavors.

What the Concierge program reminds us, however, is that connecting institutions without
connecting individuals to them is only half the challenge. While it is too soon to assess the
“success” or ultimate cost effectiveness of the Concierge program as it is being implemented
in Los Angeles, the attention it has garnered elsewhere across the continent is evidence that
it has touched a responsive chord. Communal leaders increasingly have become aware that
the Jewish community and its institutions present a somewhat forbidding face to many in the
Jewish population. Whether it is making synagogues more welcoming, or taking steps to
provide a friendly face, voice, and correspondent to help locate the right early childhood
education program, the Jewish community can no longer afford to operate under the
assumption that “if you build it, they will come.”*

The LA BJE Concierge for Jewish Education program is a serious and sophisticated effort to
blend “hi-tech” and “hi-touch” to create meaningful connections with Jewish families that
respect them as people who actively choose their Jewish engagement, but who also seek and
welcome relevant and personalized assistance in making these choices. We do not yet know if
this specific “formula” will produce the results its designers seek, but it seems that the LA
BJE Concierge service is off to a promising start. It is now up to all of us who care about the
Jewish future to build on that beginning and work to fulfill our commitment to create a
community of lifelong Jewish learners.

3% For more on strategies for increasing Jewish engagement, see Jonathan Woocher, “If You Build It, Will They
Come? Accessibility, Affordability and Participation in Jewish Communal Life,” a Policy Paper published by the
American Jewish University, http://cpo.ajula.edu/Content/ContentUnit.asp?CID=962&u=1494&t=0.

Making Connections: The Los Angeles Bureau of Jewish Education’s Concierge for Jewish Education Program 21


http://cpo.ajula.edu/Content/ContentUnit.asp?CID=962&u=1494&t=0

