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Dear Herb: 

UNITED JEWISH APPEAl INC. 
1210 Avenue olltle Amet;CU 

June 2, 1973 

New York. N.Y , 10019 
(212) PWa 7-1500 

Sorry I couldn't get that information on Upgrade to you 

before this. It just wasn't ready. 

The enclosed report, for the National Executive Committee 

Retreat in Bermuda, is obviously only a summary of results 

and a pretty broad overview. We continue to learn, and 

grow •.. and become more effective, I like to think. 

Since we don't have an Upgrade meeting scheduled with you 

for tomorrow morning, perhaps we can get together for a 

little while . lid Jtke to fill in some of the details, if 

you have the time. 

1111 look forward to meeti n9 wi th you. 
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Some comparisons between t he '71 - '72 campaign and the '72- '73 

campaign: 

'71 -' 72: Upgrade c losed 69% 005* 

'72-'73: Upg rade c losed 57% DOS 

Whi Ie there we re fewer gifts c losed on the day of solic it ation 

in this campaign than there we re last yea r , there was a greater 

percent of increase in the gifts closed, as indicated in the 

follOWing table: 

Comparative of % Increases - Both Campaigns 

$ - 0 - 9.999 

Upgrade Closed: 

Community Closed: 

$10, 000 + 

Upgrade Closed: 

Community Closed: 

Upgrade Combined 
Increase: 

*oos - Day of solic i tat ion 

']1 - '72 

47 . 5% 

36 % 

21 % 

35 % 

41 % 

'72-'73 

64% 

28% 

33% 

-24% 

59% 
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One compa rati ve of particular significance is t he set of statistics 

rel at ing to total do ll a r va lue . Upgrade vo luntee rs so licited 76 

more gifts in thi s campaign. and achieved an 18% increase over last 

year' s res ults, for a total increase of 59% - - - but less money was 

raised. 

Gra ph wi II indicate the source of the d i screpancy. On the lowest 
. 

1 eve I - $0 - $999 - Upg rade cl osed 237 gifts. 60 mo re than the prev i o us 

year. In eve r y other category . where t he do ll ar va l ue increased, there 

were fewe r prospects than in t he previous yea r . 

In the $10,000 and above category, Upgrade wo r ked from a total base 

of $219,500 this yea r. In 171 - 172, that base was $642.500. Although 

the percent of iacrease rose f rom 21 %: las t yea r to 33% thi s yea r. the 

dollar figure , obviously, was much sma l l er. 

Stati stics themse l ves a r e neut ral in tone, out the r e arc ref lecti ons 

here of emotiona l atti tudes and the way commun ities have t ended to 

percei ve t he Upgrade pr ogram . Upg rade vIas created as a solicitation 

t oo l f or use i n the $1 ,000 - $10,000 range . Neve rthe l ess , of t he 957 

s o licitat ions made by Upg r ade in thi s campaign. 415 of them . . . 43% .. 

were made with prospects g i ving bel ow $1,000 . Wh i le thi s r esu lted in 

the ~reatest pe r cent of increase for any ca t ego r y - 158% - there is 

an obvious po t enti a l danger: the ca nd l e may not be wo rth the cost. 
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It is clear that in future o ri entation meetings with communities. 

this factor should receive special emphas·is. 

COMMUN I TI ES 

In the ·'71-'72 per iod , the Upgrade program was introduced into 35 

communities . In that group. 32 cOlllTlunities provided valid days for 

so li c i tation. Twenty -one of those commun it ies requested Upgrade 

assistance again in the '72-'73 campaign. 

In the '72-'73 campaign, the Upgrade program was introduced , via 

orientati on meet ings. to 68 communities. Fourteen of those corrrnuil -

ities either never set days for Upgrade solicitation,or set dates but 

were unable to provide enough appointments to justify sending in 

Upgrade sol icitors. (BreakdoHn included in addenda.) 

In the '71-'72 Campaign. communities requested 30~ Upgrade dates. 

Subsequen tly, 131 of those dates were cancelled by the coomuni ties 

(43%). Upgrade cancelled 5 dates (It%) . This resulted in a total 

of 168 days of solicitation . There was an average of 4.9 solicitations 

per day . 
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I n t he '72-'73 Campa ign , 420 days we re r equested. In cooperation 

with the commun ities, 190 of those days were cance ll ed because of 

insuffi c i en t appointments (45%). Upgrade fail ed t o deliver soli ci to r s 

on 10 days because of last minute cance l lations by Upgrade so l icitors 

(2i% ). There was a total o f 220 days of sol i c i t at i on , averC!ging 

4 . 2 so l iei tations pe r day . 

THE UPGRADE VO LUN TEER STAFF 

The Upg rade volunteer s taff now number s 172. At the same date last 

yea r , there "/ere 97 volunteers included in the program. 

Of. this number , 132 men actually pa rt i cipated in the 172- 173 Campaign. 

for the mos t part . the 4 a men who did not wo r k in the Upg rade program 

this yea r rep resent recent addit ions to the volunteer s taff who had 

not been requested to accept assignments . The table below deta il s 

how many men worked a spec i fic numbe r o f Upgrade days: 

I of days 
worked : 

# of men 
who worked 

0 

31* 

I 2 

44 29 

(Example: 44 men worked 1 day 

3 

15 

29 me n Io-/orked 2 days , e tc . ) 

4 5 6 

9 I I 

7 8 

0 3 

* Thi rty~one men accepted at least one day, but never "len t t o the 

9 

0 

communi t y because the day was cancel.led for l ack of sufficient appoint -

ments. 

10 

I 
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The offices and posit ions l isted below are either cu r rent or were 

held i n the recent past: 

Nationa l Campaign Cabinet 21 
Fede ra t ion Pr esiden t 8 
Campa ign Chairman 21 
Campa i gn Co - Chai rman 12 
Di vision Chairman 43 
YL Cabinet 80 
YL Alumni 18 

In addit ion to the i r so l icitation ass ignments , 22 vo l unteers par-

t i c i pated i n 46 community Upgrade o r ientat ion meetings. Eight men 

accepted assignments for Worker Train i ng Meetings in Upg r ade 

communities 1 and 23 men participated i n preparing a program for 

solicitor training v ia cassette tapes . 

THE '73 - '74 CAHPAIGN 

As a result of exposure to so many communities via orientation 

meetings and solicitations, a reas of common weakness where Upgrade 

cou l d prov ide add i t iona l suppor t ive serv i ces have become ev ident. 

They are: train ing seminars to inst r uct local wo rke rs on how to make 

tele- ,~ hone appointments; training of local workers in solicitation 

techni ques . 
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In too many cases, in i tia l commun i ty enthus iasm fo r the Upgrade 

program d id not carry through to a successfu l effort. Upgrade 

solicitation dates we re aborted because of the inability of community 

wor ke rs to make appointments on the Iphone. 

Dur i ng the summe r , a group of experienced Upgrade so l ic i to rs will 

meet to develop a format fo r a telephone appo intment tra i ning seminar, 

based on the techniques these men have found to be effective . A group 

of Upg rade volunteers will be trained to conduct these seminars and 

wil l make themse lves avai lable at commun i ty request. 

Cur rently, Upgrade i s i n the process of putt i ng on tape cassette the 

app roaches to common solicitation problems used by some of the mos t 

capable Upgrade solicitors. To determine those common problems, a 

national su rvey of trained solicitors was taken . I t is recogn ized 

that a l l the objections that may occur const i tute a uni ve rse too large 

fo r satisfactory t r aining; but if loca l solicitor s are tra ined to 

handl e the negative att i tudes they are mos t like ly to encounter, they 

wi II be better prepared to overcome them . 

These cassettes are designed to sharpen the skills of Upgrade solicitors. 

They wi II also be made avai lab le for commun i ty use. Tra ining and prac-

tice seminars by Upgrade volunteers wil l be offered as fol low- up on an 

either/or basis to interested commun i ties. 
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In addition to these serv ic es, Upgrade wi 11 cont i nue the practice 

of prov i d ing community orientat ion mee tings prior to setting 

solicitation dates . These meetings have been fou nd to be usefu l i n 

brief i ng th e communi ties on effective use of the program, and i n 

establ ishing lay leader rapport. 

SUMHATI ON 

Perhaps the most va luable service that Upg rade renders on the national 

scene has no statistical correlation wi th immediate do ll ar ga i n. The 

invo lvement of Upgrade vol untee rs ,-lith lay lea de r ship across the coun tr y. 

however, has aroused heightened local interest and awareness whe rever 

the program functioned . It has resulted in renewed and intensif ied 

local campaign pa rticipation by lay leaders who have been exposed to 

the high level of commitment and conce rn of the men working in the 

Upgrade program . (A few letters attest ing to the valid i ty of the above 

are inc l uded in the addenda.) 
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On another l evel is the potential va l ue of Upgrade as a channel fo r 

continued partic i pation in Je\'l i sh l i fe for the Young Leade rsh i p 

Cabinet Al umn i . Upgrade offers them another staging area in which they 

can cont i nue to participate meani ngfu ll y i n nat ional affairs even 

t hough they have not yet reached the l evel of commitment necessary 

for entrance i nto t he Na t ional Campa ign Cab i net , fo r examp le. 

Many of t hese young leader s wi ll go on to pos it ions of nat ional 

impo r tance i n the fu tu re . The re i s the danger , howeve r, that in the 

hia tus between these stages of the ir deve lopment, some of these men 

will be lost. The Upgrade prog r am can fill this gap by prov i ding 

cont i nued nat iona l exposure and ident i ty. 
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OPERATION UPGRADE 

Operat ion Upgrade prov ides a comm uni t y, r equest i ng service wit h 

expe r ienced lay leaders to ca rry the bu rden o f sol i c i tat ion of 

i nd ividua l s selected by the community, i n the gif t range of $1,000-

$10,000 . The commun i ty and the Upgrade staff sha re respons i bi l ity 

fo r crea t ing the cond i tions l ike ly to lead to success . 

I t is the commun i ty ' s respons ibility to : 

Set a da t e , or dates , fo r Upgrade so l ic ito rs to wo r k in 

t hei r community, idea ll y at least th r ee weeks i n advance; 

Prov ide a local lay leader to accompany the Upg rade solicitor, 

and to br ief h im on t he people he i s to call upon; 

Assu re suff i cient , mean i ng f ul appointments for each Upgrade 

day . to j us t ify the effor t and expense of bring i ng t he 

so l ici to r to the community . 

It i s Upgrade ' s r esponsibil i ty to: 

• 

Provide the trained solicito r fo r the time requested. 

Hand le the operationa l detai l s of transpo r ta ti on . hotel, etc . 

Provide the adm in istrative coord i nation between UJA Field 

Staff. community executives and Upgraae lay leaders , so that 

the system funct ions effec ti vely. 



~<::GG::D '~ L'ilG 0 

~~,~~~~!~ _ ... ....... . 
.. ~s, .Ko~I"" n •• Ml('1< 

< •• - . ... - _." ... ~-

_'0"."" .... ........ _-
":r. loci Abro r:o son 
M", lnc iluOber products Co. 
P. O . tlo): l09 
W<'~tb,OCI~ . MOlino:! 0 <09 2 

De., Joc l: 

III ~ SI.. ~ •• D/1t1oOl 1.1J,; 1.~~~" 

february S, IS13 

Yo u will be pleued to \!;now Ihill OPN", lon U~radl! hilS ~I'ov"n '" 
hug e succ!;,ss In :':cw O.h.· .... ns. NOt o:'1IV t.IIYC we Improved InO 
dollar Yllh .. " of ~lf" over ' 4IS I yt'4'. "r.d r.ol only };~YO WI! covered 
I:IOtO prOS$>CClS ".\.lIc. I ~,:on 1:1 ""Y ;)feYIOUS year. b"" we t.o"c bcd· 
ad /I SCI'III! .:Ind tono 01 exc\lcmcnt. 'Ccc;>lor.ce Ilona In:ete" , In our 
c ')C",pll lo;n wllleh we hllv¢n ' ! felt for some tlmo . 

Natutally, you and In:. host o~ other O;JC1"Ulon Up:!."d" yglut.:UII 
.re re lPOnslble tor 01,1' 'UC:"(:'5. Even (h" r..oS\ sltcplLcal o! tho 
• oliellc es found the ,""ntlemen of Opllr."oUo.n t: ..... <'I;CC 0 : ,h,) t;"~1'.c 1t 
c aliber and qUl)llty and hl)vo eX;lTossed lh.)! r plell s uro In moetln .. 
,~. 

Pe Ts.QMlly. and u Ca:1lpal .. n Ch6lTlMn. I [honle you for la,.,..ehln", 
OUf cOI!I;la lqn on such a !lOILllv" nOTe. ileeou.o o! your ef!onl •• vo 
fe el eor-f[d eM thO! we shall read •• and perhaps surp.n, our ",oal. 

You hovo my warmes t per, onal Te .. arch. 

~~~. 
~ 

HeTbert I. Gllron 
Gener.1 Chlllrlf.on 

TOOZ£ K[RR , PETtRSON 
Atturney~ at law 

e OI Standard ~Iaza 
Por tl and . Or egon 

Operation lIpgude 
Uni t eo Jewld. Apl>ul 
1 2~0 Ave n .. e of t he A...,erl,u 
Hew Yorl.. liN York 

Joe l Sht""",n did an OUluandlnsjob. 'We ",i l l 'Gdlplet .~ 
t he Up!lr .. ..te fa"" ..... en all of t he gUt~ .... 1'1'1 he ~olic;lICd 
h.ve been ,h.~ed. 

The q..ality .nd the tone o f the 'ol!cltation~ .... on 
pre,l~e l y ""'.:It wil neea",d: • I.t'>OWleolgublc. cotr.li t ted. 
~,,"I'Q t;ve ,01;,; l or ~.de ,Itar th.:l[ camp.lgning Is 
s er ious busine\ ~ . wi l hout gi~l,k~. 

Ar kn ( . Shenker 

I<eep the 

+«.10[.' J .....-
~_t ... . .. 

.. -s JO$l~ .U"'SUtH , .. _-_ .. -

Mr. Sandy Sepia ... 
c /o Unl led lewlsh "ppeal 
1290 Av~nuo of tho lImCflcas 
N_~ rk. N. Y. 10019 

o 
D@@ 

1973 
New Or1lJns JUi!sn Wel1are ' una/lsra~ fm~l'Ilenc, I 

111 "-Si /It. "'_1(11)11 1,10_ ~w~ 

rebruary 14. 1973 

I\lSI a wo. d to eX;lress my peI50nallh~n~s ... ~ well OJ those of the Jewl l h 
W l! lfllrl! r ederallon fo r you. ex!r eme helpfu lness 10 us during you • • ecent 
s lay In New Orleans. 

We hft v e hcftf d only Ihe besl Ih ln'll ftbo\l l your won: here. Obviously none 
01 UI Clln be completely ul\sfLed ebout any 01 the wor k we do . b OI l the fec l s 
show thai you were extremely s\Oecessful w Llh yO\lT pros peelS as well as In 
he l ping 10 .. ~.ade tho ef\ee : I"en ... ef our own volunleer '<>Orken. Th. latter 
... 1\1 certainly pay lono term diVIdends . 

'am lorry you cl.'Uld 1'01 have stayed ... lth UI longer, bUI hope!ully yo ..... !It 
be back In New Orleans In Nove"i!>C!1" lor Ihe Generll l Assembly of Ihe CO\lne ll 
o f Je ... ls~ r cderotlons .. nd wolf~r. F\lrod s. Perhaps e. lhal II .... I can show 
you 0 1111 101 bit 01 o"r o.eet clty. 

Thanks once o,)o ln . 

Cordia l ly. 

'\...... c;:;::. , _ ~ 
MORTON I. GAllA 
[XecuUve OtrCClo< 

\lNIT £O J EWI S~ WElrAR£ r \l uo 

5,0 No rlh V~ r~ 1 Avenue 

~ Angeles , ta llfor n la 

Ope rul .... Upgr ~<le 
Unl l ed Jewlih Appea l 
1290 Avenue of Ihe Alrerltn 
Hew Vorl. Hew York 

Apr I l 28 , 1'72 

ror Lo, An gt! lu , Opel r ill lto,. IIpg,,,de prov"d 10 be one of t he 
!I\01 t llllpOrtant evenh o f t he 1972 CaIfIp.i 9n. I I brough t In .. 
great deal of money we would never have otherwise realized; 
II .lerl ed l i l"rally hundreds of i~PO'lanl prOlpa' l s 10 the 
need fo r I ~ Lr co.".I["",nl; .... d;1 " turned on" a 'core o f "",re 
, .. . ren l .nd fUlure los Angeles t ead~rs ~il h th~ ch .. l l enge . 
..chl .,,_n, and CApedence o f. r .c;e:-\o-f.ce ~ollcltallon. 

Co rd l .. lI y . 

CheSl er r lre~ leln 

Gene ra l Ch.' .... "n 

----------------------
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4\0 ~ In 5tre~ 1 {iiSI. 

lS00 ,..In Stre u 
.. ton lIou']c. Loul';iln. 

Unl ted Jewl 'h Appc~ . 
12,0 AVf:n ... of lhe Amc.r i us 
Mew York. New York 1001, 

Ouob'er 7. 1'72 

Mr . MiI ..... ey 'elu 
Vllton, 
(onneul,;ul 

Aochcuer, N. Y. 

Hew 1 .... 1 "Oper iltlon Ups r .de" is ewer. 0 ... n,u~n t c an only 
Of: , hn It will ~ _9,,;ritent SoKcen .... ton Route nee~, 

Th,niI, )'0" for your tl..,. eHon .nd ddlu t lon In uld..." p,IIr[ In 
the ''Ope' ,lIl on ilp9rold,," proj"ct r"cenlly In !tochut" • . 

edue,tlon, and you fcll~, we.e , bl9 pi .. , in dcllvcrl", ou r 
II>IO$Silge . 

The oy"r.11 rcs .. lt I , • 6Sl Inc.r",,, In illl 91ft, ~~d" to d'le. 

~ny th'"~I •• nd wc .r. look I ng forw.,d to you . help ' 9.i" 
ncltt Y"~ " 

T ..... no:l you. col l"'9"'" help"d 1_.s .. ,.l> ly '" u; "u lnl "9 bo l h 
OUr wo,ke., 'nd 0 .. , 9Iv1', tOWolrd wh.t I ~ sur" will be , 
I".;c",,'ul c lmp, lg" . 

Slneerl'ly. 

January 30, 1973 

Paul FeiSenbauo 
Attorney at Law 

J . ~LLIAM ROSQ."THAL , H.D. 
KILtS H. FRlED~\1)ER , M.D. 

HC1JARD S. REIn'''''''', M.D. 

Appella t e Divi.ion Cha:be r s 
County Court Houae 
Y.onticeUo, Kew Yor k 12701 

Thank you 10 ouch for your note. I enjoyed belns with you and ••• 1n& 
you when you were I n New Orleanl . 

Stan ROlenthal Cl Ued 1Ile. the other n11ht and laid that he appreciated the 
note (rolll you . Stan has reaUy aotten the buS and in fact went out with 
the lolicitor laiC week vith varied relul tl. 

Thanu t o your ins piration he haa really becoma an ardent VQrker for Jevhh 
welfare. 1 vIII keep you in!o~d a. to the other t~ prospact. vhen ~e get 
t he i nformation . 

Sinceraly , 

Kiles H. Friedlander , H.D. 

to,dl,lly. 

£I.., r l ouis 
be<;. 01 •. 

"Sanford Hollander not only did an excellel1t job on prospects with substantial 
increases, but also increased t he giving of the man working with him and re­
vitalized one of the outstand i ng membe rs of our own cOlTI'nunity." 

Rave lla R. Kopste in, Exec. Oir. 
~a nton, Oh i o 
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O.U .L. S. 

Jerry Countess 

Report o@esult~' for January 1973 

A few brief comments on the enclosed report : 

Our experience last year as to the areas in which we are most effective -
the $500 - $3,000 r ange - is proving to be a reliable predictor of the 
future, as the enclosed figures indicate . 

An obvious weakness - the percentage of solicitations we ar e closing on 
the day of solicitation. It's dropped at least ten or fifteen percent 
below last year's closings . 

~ie know that there have been camnunlty weaknesses - 1n terms of inadequate 
information for our Up ade volunteers, a few cases of poor preparation, 
l ast minute changes - but that's part of the complicated world ~~th which 
we deal . 

As part of our staff function we'll continue to press the communi ties 
for greater involvement ~th the program, better selection of prospect s , 
etc. A certain amount of slippage is inevitable, ho· .... ever . We'll just 
have to try harder, because what we don ' t close when we're there may never 
be closed at all, or with no increase at all, as we discovered last year. 

Lastly - I have reports trom only 19 of the 18 days we worked this conth . 
Unless you report your results J we have no way of kno-.dng "'hat ' s happening , 
and no way of making certain that we st ay on the right track. 

Please report your results promptly. 

Thanks for your cooperation. 

I 











Dear Friend: 

HERBERT A. FR IEDMAN 
15 IBN GASI ROl STREET 

J ERUSALEM, ISRAEL 9243 0 
TEL 02-66921 

20 April 1972 

This might look like a form letter, but it 
really isn't. It's a8 personal 8S I can make it 
within the limits of Israeli technical possibilities. 

I simply went to say thanks for doing a grand 
job on Operation Upgrade. It was an idea that seemed 
right, but had to be iroven right - and you helped 
do just that. When a 1 tbe figures are in and tabu­
lated, this pilot demonstration will have sho wn a 
Dew method or finding many additional millions which 
are so badly needed. 

" Israel is beautiful DOW - with the wild flowers 
sprinkled across the fields and hillsides. Spring 
is in the air - and the valleys are all green. 

But the me s sage is always close at haod. Last 
week and this we have observed three solemn days -
all tied together by a thread of blood. Last Tuesday 
was the Day of Memorial tor the Six Million; this 
Tuesday is the Day of Remembrance for the soldiers 
who have fallen in Israel's wars; and Wednesday is 
Independence Day, when the Dation is alive to cele­
brate birthday 24. These three days tell the whole 
story. 

Thanks again for everything you do and will 
continue to do, to make it possible. 

As ever, 

'~J-Her~rt A. Friedman 
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TO EXECUTIVE DIRECTORS RE: PERAXION UPGRADE 

lIo:liv;embM~ •• -1:91:2 

Early 1973 campaign results of our Operation Upgrade program led 
by Leonard Bell and James Nobll and directed by Jerry Countess 
are very encouraging in the gift range between $1,000 and $10,000. 
The Upgrade teams have conducted 145 solicitations for an average 
increase in pledges over last year of 106%. 

Here are some representative 1973 Upgrade gift8: 

• 3,500 
4,250 
1,000 
2,500 
3,000 
2,000 
2,000 
2,000 
1,500 
1,349 

750 
2,500 
1,500 

800 
1,470 
1,300 
1,250 
1,100 

600 
750 
600 

tl5,000 
6,250 
5,000 
4,635 
4,000 
3,500 
3,500 
3,000 
3,000 
3,000 
3,000 
2,750 
2,500 
2,400 
2,150 
1,800 
1,750 
1,500 
1,500 
1,200 
1,100 
1,000 

In view of the success of this middle level solicitation, I urge 
you to give it serious consideration for your campaign. Please let 
us know if you want your community involved in "Operation Upgrade". 

IB:DI/S 



I NTER I M REPORT 

Operation Upgrad Solicitations 

17 - Oct . 16, 1972 

TOTAL SOLIC ITATIONS: 178 

$1,000-10,000 Ran~e 

172 Value 173 Value 

Upgrade Closed 95 $ 128,747 $ 255,360 

Corrrnunity C lased 6 $ 38,450 $ 48,500 

Open 69 $ 81,800 

$10,000 + Range 

Upgrade Clos ed 4 $ 56 ,000 $ 77 ,000 

Community Closed 2 $ 20 ,000 $ 23,000 

Open 2 $ 27,000 

COMMUNITIES INVOLVED IN ABOVE REPORT 

Rochester 
Baton Rouge 
Morristown 
Boston 
Miami 

11/6/72 

$ 
Increase 

$ 126,613 

$ 10,050 

$ 21,000 

$ 3,000 

% 
Increase 

99 . 2% 

28 % 

38 % 

15 % 
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1) 12) 13) 14) 15) 16), 
San Franci sco Louisvi l Ie 
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TO EXECUTIVE DIRECTORS WITH REPRESENTATIVE GIFTS FROM WOMEN' S DIVISION MISSIONS 

November 13, 1972 

The early indicators on the 1973 campaign continue to be favorable . In 
previous letters, I have sent you lists of representative gifts announced 
on the Prime Kinister's :t.lission and the Annual Study Conference, as well 
as first returns on increases achieved in Operation Upgrade. All have 
been highly encouraging . Listed below are representative gifts announced 
on the Women's Division's two early missions - the Campaign Chairmen's 
Yission to Vienna and Israel and the Leadership Mission to Israel, led 
by Elaine Siris and Fannie Schaenen: 

lill 
$25,000 

6,000 
5,000 
5,800 
5, 000 
2, 000 
5,000 

100 
1,500 
2,000 
1,500 
1,000 

500 
1,000 

500 
700 
400 
700 
200 
250 
525 

lID. 
$50,000 

9, 000 
5,000 
4, 500 
4, 400 
4, 000 
5,800 
5,500 
5, 000 
5,000 
2,650 
2, 500 
2, 000 
2, 000 
1,500 
1,500 
1, 250 
1, 250 
1,000 
1 ,000 
1,000 

All these examples of the American Jewish community's understanding of 
the need and readiness to give adequately to meet the need - at all levels 
of giving - give us a solid foundation to build on in 1973. It's DO longer 
just verbiage to say that we 're facing a tremendous challenge and opportunity 
in our campaigning .. . it's a reality we are measuring up to. 

IlkDIIS 









TO 

FROM 

RE 

Operation Upgrade Lay Staff 

Jerry Countess 
Operation Upgrade 

, J uly 13, 1972 

Dr. Nesher Tr aining Seminar for Upgrade Vol unteers 

The Upgrade Training Seminar, to be conducted by Dr . Nesher, is 
scheduled for August 10th, 1972. 

It will be held in the UJA Board Room at UJA Headquarters, 29th 
floor, 1290 Avenue of t he Americas, New York City. 

The Seminar is scheduled as follows: 

Morning Session: 10 :00 a.m. to 1:00 p . m. 
(Coffee and Danish- 9 :30 a.m.) 

Lunch Break 

Afternoon 
Session 

1:00 p .m. to 2 :30 p .m. 
(UJA host~g - Boar d Room) 

2;30 p.m. to 5:30 p.m . 

Once again, we urge ea~h of you to attend if it is at all possible. 
This session is designed co help sOlidify the concepts ~e ' re going 
to use when Upgrade men go out to train workers in the va r ious 
communities across the country . 

In every community where we've tested the training service idea -
the response has been highly enthusiastic . We know you ' re good 
solicitors. We have to gear those talents, now, to developing the 
same skills in the communities that are asking us to help train their 
workers. That ' s the purpose of the seminar, and that's why we're 
asking you to make every effort to join us on August 10th. 



OPERATION UPGRADE 

MID- SUMMER STATUS REPORT 

1972 

By: Jerry Countess 
Director 

July 14, 1972 
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OPERATION UPGRADE 

A MID-SUMMER STATUS REPORT 

Our first full campaign is over. It was a good beginning . Everyone 

who participated in Upgrade can take pride in having helped t o get the 

program off the ground, and in the results that were achieved. 

We learned a great deal from our first six months of oper ation, as 

much from the things that went awry as from the things we did that 

wo r ked well. When we put it all together - we had data on nearly a 

thousand solicitations. 

On May 23rd we met with a dozen or so Upgrade guys for an objective 
. 

evaluation of that material. The conclusions around which we planned 

our next campaign are summarized below : 

The basic condition for Upgrade acceptance of a com-

.muni.ty r equest for assistance is t h.e opportuni t y to visit 

the community for a thorough briefing before we set any 

dates. We want to meet with the Exec., the Campaign Chair-

man and some of the l ay leaders who will actually be 

working with the Upgrade solicitor s , to .make sure that all 

of them understand the program. 
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We will press~ at these briefings, to have Upgr ade 

viewed as a formal campaign tool wherever possible . 

In operational terms, that means - community selection 

of an Upgrade Chairman, and the appointment of specific 

local workers to assist him. 

We would like the opportunity t o solicit the Upgrade 

Chairman and his assistants prior to our going out into 

the field wi th them . 

Barring community instructions to the contrary, we will 

try to close every glft on the day of solicitation. 

We want to set Upgrad e dates early in the community 

campaign calendar, well before the onse t of the ir campaign , 

where feasible. 

We ill try to hold down the number of dates r equested by 

communities , with an open option f or them to get addi tional 

assistance from us wherever they ' ve demonstrated t heir 

ability to keep the da t p-s set, and have provided us with 

sufficient appoin tments for our solicitors. 

As an additional service , we 'll offer communities a Wor ker 

Tr aining Seminar , to t ake place in advance of the dates set 

for soli citation . 

7/14/72 



7/14/72 
- 3-

The success of the Upgrade pr ogram in the last campaign, and the 

increasing number of communities now requesting our service, should make 

it easier for us to stick to the concepts mentioned above. If we do 

stick to them - our program will be stronger , tighter and more successful. 

CURRENT ACTIVITIES 

In the last few weeks we ' ve visited half a dozen communities for br iefing 

sessions: 

Chicago 
Denver 
Philadelphia 

Phoenix 
San Diego 
Washington,D .C. 

Three of them - Denver, Ph illy and Phoenix - have already set dates for 

Upgrade Worker Training Seminars. either in late August or mid-September, 

with solicitation dates to follow soon after. The other three communities 

have -also responded well to our new program and we should be working with 

them before their regul ar campaigns get under way . There will be briefing 

meetings with at least three or four more communities in August . 

We ' ve also met with Upgrade staff members in Rochester and Albany, as 

well as in the cities indicated above. At each of these meetings we spoke 

to lay leaders invited there by our people, and are fortunate, now, to have 

a dozen or so new volunteers in our group. 

There will be more such meetings held in August. Don Hodes is planning a 

meeting in ~~ssachusettsj Sam Lear a meeting in New Jersey; and Bud Hocken-

berg and Dave Bear are setting one up for Des Moines. 
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May 24. 1972 

MEMO: 

Operation Staff 

Jer ess 

On May 23rd we held an Operation Upgrade Review and Planning meeting 
at UJA headquarter s in New York . Upper echel on UJA s taff - Irving 
Bernstein, Don Klein and Marty Peppercorn, joined a group of Upgr ade 
volunteer s to discuss the problems and r esults of t he first f ull 
Upgrade campaign, and to plan how best to use our resour ces in t he 
cOming year . Upgrade invitees we r e those members who had par t icipated 
most intensively in our activities since last October. 

Enclosed with this memo are the fol lowing : 

Operation Upgrade Report to Lay Leaders . the material of 
which laid the groundwork for our R & P meeting . 

Report on Community Development 

Report on Recruitment of Volunteers 

A digest of the R & P meeting, with a summary of measures adopted _ 

A recommendation form for potential Upgrade volunteer s 

I know you'll be interested in the statistical and background i nformation 
on our firs t campaign, and our plans for t he future. A summary of our 
activities is also being mailed to Executive Director s allover the 
count r y . 

Any comments you have would be welcomed . 
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REPORT ON 

RECRUITMENT OF VOLUNTEERS 

To meet the needs of a wider Operation Upgrade campaign next year, 

obviously some kind of ongoing recruitment campaign i s necessary. 

The following areas of development are possible: 

Young Leadership Cabinet Alumni 

Young Leadership Cabinet 

The National campaign Cabinet 

Local Solicitors worked with Operation Upgrade Solicitors 

Upgrade Solicitor r ecommendations . 

YOUNG LEADERSHIP ALUMNI 

It would seem unwise to devote any major effort t owards mining what 

is ~ relatively thin resource. At the same time we have had some 

a3sistance from members of this gr oup . A prudent course of action 

might be to continue to keep them informed of what Upgrade is doing 

via periodic r eports, such as our report on the '72 campaign, and 

possibly through other mailings of significant Upgrade developments. 
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Young Leadership Cabine t 

When the Young Leadership Alumni didn ' t live up to our expectations­

members of the Young Leaders hip Cabinet picked up the ball and gave 

yeoman service . In spite of that commendable record, however, -there 

were 11 Young Leadership members who said they'd work with us and, 

for some reason or another, never took a single day . Eighteen fellows 

took only one day. TWelve took just two days. 

Obviously two things ought to happen: we need more Young Leadership 

people working with us; and we need more days from the men already 

commited to assist the program. 

In discussing this problem with Don Benjamin, Oon sugges ted an 

approach which could give us a tremendous lift. He felt that if each 

man working with Upgrade would commit only one day a month, say over 

a six or seven month period, it would ndd major manpower to our pool. 

In the past, a number of Young Leadership Cabinet members have said 

they would do this - but then didn't deliver. Now, perhaps, some 

measure of control is possible that would make it more likely they 

would work wi t h us. Upgrade could make periodic assessments of per­

formance, monthly , for example, like the pe.rformance chart I sent out 

with the r eport. The Young Leadership staff would then be in a position 

to bring some influence to bear on the laggards. A regular audit like 

t hat ought to increase the available Upgrade talent. 
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The re is still another thing Young Leadership could do that might 

help to swell Upgr ade ranks in the future. if it seems advisable for 

them . At t he present time - when a Young Leadership Cabinet member 

gr aduates, becomes an Alumnus - that l s it ! Except fo r the few who 

go on to the National Campaign Cabinet, the ot he r s are absorbed back 

into their own communities . 

The original concept of using this Alumni for Operation Upgrade staff 

is still sound , in spite of the fact that pr esently we have few of 

them working with us . But - if the Young Leader ship we r e to start now -

pinpointing Operation Upgrade as the place to be, after gradua tion from 

Young Leadership . . . so rt of an advanced degree . , then we ought t o 

be able , in the future , t o capital ize on the years of service and 

training. They would expect t o be called fo r Upgr ade - and it should 

be poss ible fo r us, t hen , to retain our most valuable asset. 

The National Campaign Cabine t 

Considerati on of the spo tty performance of National Campaign Cabinet 

members has to be tempered by r ecognition of their commi t ments to other 

areas of concern. Four of t he National Campaign Cabinet members who 

volunteer ed for Upgrade never took a date. howeve r ; one t ook t wo days; 

two t ook four days ; one took seven days . The Upgrade Chairman and Co-

Chai r man. between t hem , accounted for thirty days. 

A str ong effort to r ecruit substantia l members of additional National 

Campaign Cabinet member s would not seem to hold promise of significant 

r e turn . 
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Some effort to enlist them in the program certainly 1s justified . 

It might be more productive, however, if the main burden of that 

effort t akes place outside the Upgrade arena . 

Local Community Solicitors 

Here we have an avenue of 8'l.1'lorat10n that may be verth deve l oping. 

On each of the 168 days that Upgr ade men worked in a community, they 

were accompanied by one or more local solicitors during the day . 

Several of our men reported to us that the l ocal man accompanying 

them was a good solicitor - knowledgeable. adept, capable .. . and 

interested in working with Upgrade in the future. These r eports came 

to us gratuitously . 

There would seem to be a built-in grow th factor here - of undetermined 

value , at this stage - but one worth serious exploration . A mechanism 

to insure the build- up of such information for the future could be, 

simply, a r eques t for evaluation of t he l ocal solicitor included as part 

of our standard community report form that we send t o Upgrade 

.... o r kers. 

For the present - .... e do have a record of the local solicitors who 

accompanied our Upgrade peopl e . It shouldn't be difficult, now, to get 

a report f rom Upg r ade lay staff on out s t anding local people with whom 

they ' ve worked. With such a body of information we ought to be ab l e 

t o do some productive work during t he period between campaigns. 



-5-

Ther e i s obvious danger i n this approach. Determination of wha t 

makes a good solicitor is t erribly subjective . Even within our own 

ranks we run the gamut from only fair to very , very good . Ce~tainly 

we don 't want to a liena t e t he communities by providing someone who 

performs inadequately . It might be useful , perhaps, in discussing 

this , to try to determine criteria for select ion, and to set up some 

method of evaluation for candidat es abou t whom we have limited knowledge. 

Upgrade Solicitor Recommendations 

In addi t ion to t he above . we should also r eq uest recommendations from 

our own s t aff . Our ranks have grown from 35 t o 97 in large measure 

as a resul t of s uch r ecommendations in the past. When the shoe pinched 

and we were out of Upgrade men to handle a parti cul ar date, we wer e 

often directed to new candida t es because we asked our guys t o s uggest 

qualified pe ople they knew who migh t have heard about t he pr ogram and 

would be willing t o gi ve us some time . A specific r equest for s uch 

information, tied in with some evaluation procedure , would seem likel y 

t o jus tify the l imi t ed effor t required to tes t the idea . 

Upgr ade Tr aining Semina rs 

There is still ano ther source of manpower that may become available. 

Irving Bernstein suggested that in addition t o face-to-fa ce solicitation 

in the communities, Operation Upgrade offer its services as a training 

r esour ce . Wher e communities a r e willing and able to bring their workers 

toge ther, one or more of our especially s killed people could come in to 

conduct a seminar session on Upgrade techniques , to pr epare the workers 

to do their own Upgrade thing ins ide the community . 
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One of the l ess visible beneficial r esults t hat acc r ue to a community 

from exposure of its lay leaders to Operation Upgrade personnel, 1s the 

r ub-of f of enthusiasm , excitement and commitment . Upgrade training 

semina r s would introduce our solicitors to larger groups . In many 

cases we ' d probabl y be returning to those same communities to work 

in direct solicitation with some of the people who attended the training 

seminar s . Our exper ience t his past yea r sugges t s that it would be 

r easonable to assume that some of these people will be motivated to 

volunteer their services to Ope r a tion Upgrade. At that point, of 

course , we 'll have to sta rt worrying about their ability - but that's 

another problem. 

OP ERATION I SRAEL 

Still another potential source of Upgrade manpower has come to us from 

Don Klein. It was Don ' t sugges tion t hat we check mission Captains and 

t heir assistants for the names of mission members whose performance 

indicated they might make good material for us. If they ' re good, and 

we can ge t to t hem righ t af ter their r e turn, it has to prove helpful. 

The approach has obvious validity because we ' ve already picked up three 

or four men who were turned on by their Israel trips . 

THE NEAR FUTURE 

We've now had 6 months of intensive experience with Operation Upgrade . 

On the ope r ational level - the continuing , over-riding , mos t acute 

problem we've had - has been t he inadequat e supply o f Upgrade solicitors . 

The gr owth in manpower we achieved was at inordinate expense . It of t en 

forced us to negl ect other important activities . 
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I ' ve just mentioned some poss i ble courses of action we can take to 

increase our staff . ~~atever the me r i ts of that collect ive action . 

however - if we do not use the next four or five months of slack time 

to conduct a determined search for new voluntee rs - the next c ampai gn 

cannot r e flect the measure of growth that is possible. 

I s uggest that we use the previously listed techniques t o pinpoint 

as large a number of potential Upgrade candidates as possible . Once 

we ' ve culled the group we feel r epresents worthwhile pr ospect s . we 

ought t o go after them agg r essively . 

I think it's feasib le to try to set up meetings with severa l small 

groups of prospects within tight geographi cal boundaries. If it can 

be done - I think they ought to be vis ited - by me - in conjunction 

with the l ocal Operation Upgrade s olicitor in t he area. 

For example: Don Gould is prepared to se t up a mee t ing in Albany with 

pe rhaps five or six men in the area he thinks have the quality we need . 

He ' s already spoken to several of them about it, and they're willing .. • 

anytime . Troy and Schenect ady ar e close by . Perhaps it' s possib l e to 

do something simil a r with one or both of t hose cities ~ in combination 

or individually . The distances are small enough so that even if they 

have t o he visited individuall y, it can be handled in a s ingle day. It 

would be a hard day , but it could be fruitful, and that ' s the key 

conside r ation . I think the possibilities are r eal enough - i n spite 

of the calendar and vacations and other commitments of lay leadership. 
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A number of our own Operation Upgrade members have responded positively 

to this sugges tion , and have volunteered their time to assist with 

it over the next few months. 

I ' d l ike to add - I' m not talking about whee l -spinning, adventurism , 

trave l and expense for no real purpose . It'll take a good deal of 

homework to set up properly , and obviously it won ' t work everywhere . 

But I also think that the need for additional Upgrade volunteer s 1s 

ser ious enough to justify a positive trial as early as possibl e. 
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May 25, 1972 

MEMO : 

TO Operation Upgrade Lay Staff 

FROM: Jerry Countess 

One of the ways in which you can be instrumental in shaping 
the Upgrade future is to direct you r serious consideration to 
the recommendat ion form attached. 

Review your own experience in the communities . If there are 
individuals who've accompanied you on your solicitations who 
seemed t o be good potential Upgrade material - write their names 
down . 

The lower half of the form provides r oom for the names • .. and a 
thumbnail sketch ..• of lay leader s you know personally who might 
make meaningful contributions to our program. We need that 
information~. Community response to our first efforts makes 
it likely that Upgrade can playa s ignificant role in the next 
national campaign. We can fulfill that promise only if we have 
t he staff. 

Please - fi ll out that form now . 

Thanks. 
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.. O~ration Upgrade Recommendation Form 

Name 

Name 

1) 

BackgrO'Ulld Info: 

2) 

Background Info: 

Background Info: 

4) 

BackgrOWld Info : 

COIOOJNITY LAY LEADER 

Accompanied Operation 
Upgrade Lay Leader In 

PERSONAL RECo)1MElIDATIONS 

Address 

Dat e Recommended By: 

Phone 
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REPORT ON 

PROGRAM DEVELOPMENT 

If there's one thing that stands out unmistakeably from our Upgrade 

experience these last six months it's the frustrating and unsuccessful 

results we've had with communities that were not adequately prepared 

to receive Upgrade solicitors. The index of cancellation percentages 

1s all too eloquent, and I won 't belabor the point. We have an 

obvious stake in lowe ring that percentage in the next campaign. 

Even in some of the communities where an Upgrade l ay leader went In 

first to explain the program, we weren't always success fuL I think 

that in some measure~ in those cases, it. was due to the fact that the 

prograc was introduced and explained to key community leadership and 

the community Exe c., but was not communicated to those lay leaders who 

would be making appointments and accompanying our solicitors. That is 

really the target group for which we should aim. 
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The worst group. of cour se , is made up of those communities we 

picked up solely on the telephone , w1thout any visit at all. The 

rate of cancellation, and the low level of community cooperation we 

had from them is a memorial to the wrong way to use Upgrade. 

I'm suggesting that we use this interim period between campaigns 

to sow the Upgrade seed ... where it is feasible . Again - I'm not 

suggesting a single-purpose visit, to one community at a time. I am 

suggesting, for example, a visit to a Des Moines, to which we may be 

able to bring community representatives from Cedar Rapids, Sioux City. 

Lincoln . Alan Hilburg, the Field Man , has spoken to community leaders 

in all these towns and they're receptive, and all these towns have 

talked about bringing Operation Upgrade in next year. If, to that 

meeting, we can also add visits or meetings with potential Operation 

Upgrade prospects in t he area, and Young Leadership people we want to 

involve more actively, then it seems to me we have a valid trip. 

It has been suggested that a strong negative indicator for this type of 

activity is the f ac t that executives are too busy, now, with t oo many 

other things, to bother with us. I'm not. sure that's true allover. The 

response I've had from executives I've talked to on the phone has been 

a little more positive, especia lly ~ince we're talking about a very 

flexible calendar . 

It's true that Campaign chairmen, now, are busy winding up their 

campaigns and may not be able to devote the time to such a meeting. 

It's also true that they may not be in the same key leadership position 

in the next campaign. 
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The fact is~ however, that the Community chairmen tend ~ to be 

the people who work with us on Operation Upgrade, and they aren't 

our prime targets. The people we have to get to are the lower level 

lay l eaders - they 're the ones who need the program interpreted to 

them in depth, and who need the exposure to one of our lay leade rs 

who's worked actively in Upgrade in the pas t campaign . I think 

they 're more readily available . 

If we wait until next Octobe r to ~art this missiona ry work - we're 

dead. The history of our fir s t campaign is quite conclusive: we 

simply won 't have the manpower - or the t ime - to visit the communities. 

We'll just be building up problems for ourselves next year. It has 

to be done before next campaign, and with phone back-up later on. 

Equally important, t he record shows , is the value of getting into the 

communities earlier in the campaign. The prospect s we 're given are 

better, t here are l ess cancellations - the r e cord is clear on that. 

MOst important of all, however - in many cases it will enable us to 

solicit first. the men who will be accomoanying Upgrade solici tors . 

We've had t oo many instances i n which the l ocal lay leader going around 

with our man hasn't even made his own commitment yet . It's hard to 

think of a worse anchor for our Upgrade man to have to drag around with 

him when he visits his prospects. 

If the communities are willing to schedule us early, and we can get 

to their lay leaders on cur level - it can't help but get them off to 

a good s tart, and it will lay the groundwork for a better performance 

by our people. 
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Aga1n~ it will depend on the individual communities, their 

willingness to accept us during the period we 're talking about, 

and our ability to set it up so that we get optimum results from 

any particular visit. I think it would be a real mistake, however, 

not to pursue this area of development while we can. 
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SmNARY 

OPEP~\TIO~ UPGRADE 

1971 - 1972 

Total Solicitations 881 

$ % 
'71 Value '72 Value Increase Increase 

Upgrade Closed 583 $1,448,143 $2,135,460 $687,317 47.5 % 

Community Closed 122 257,499 349,793 92,294 36 % 

Open . 136 (404,290) . 

Sub Totals: 841 $1,705, ~42 $2,485,253 $799,611 46 % 

$10,000+ Category .- 40 

Upgrade Closed 27 479,000 577 ,619 98,619 21% 

Community Closed 5 163,500 ZZO ,ODD 58,500 35 7. 

Open 8 (146,250) 

Sub Totals : 40 64Z,500 797,619 155,119 Z4.14 % 

GRAND TOTAlS: -881 $2,348,142 $3,282,871 $934,730 40 % 



CHA~T I 

OPERATIO~: UPG!'.ADE 

cm~nr.uTY DATES A.VD CASC:;LLATIO:-JS 

(Breakdown by Co~~unity ) 

I of Dates o Comm . o O. U. 
Communi t y Re guested Cane' d Can' d Tot al 

AKRON 5 5 0 
ALBANY 6 2 4 
BI RNIN'Glll\:[ 4 3 · 1 
BOSTO~ 8 3 5 
BUFFALO 14 11 3 
CANTO~ 2 0 2 
CHICAGO 13 7 6 

COLU:-fBUS 28 3 2 23 
DALLAS 1 0 1 
DES HOINES 5 2 3 
EL PASO 5 4 . 1 
ESS EX COU};iY (Net.lark) 6 5 1 
FLINT 7 3 4 
GREENSBORO 6 1 5 
HOLLYICOOD 13 6 7 

HOUSTO~ 4 0 4 
KANSAS CITY 9 4 1 4 
LOS AKGELES 40 22 18 

LOUI SV I LLE 2 2 0 

HIA!!! 28 9 1 18 
NE"" ORLEANS 2 .. 0 2 

PHI LADELPHIA 19 10 9 

PHOENIX 6 1 5 

PITT SBURG}! 6 3 I' 2 
ROCH ESTER 5 0 5 
SA.~ FR-\NC ISCO 4 2 2 
SCRANTO~ 11 3 8 
SEATTLE 6 3 3 
SPRI~G i' IELD 4 1 3 
ST. LOU rS 3 3 0 
STANFORO 6 0 6 
TOLEDO 4 0 4 
UTr CA 5 5 • 0 
\o,'A SH V~GTO:-J, O. C. 9 4 5 
tHLKES BARRE 2 1 1 
lHL~!I;':GTO~ 6 3 3 

Tot 3 1s : 304 131 5 168 
* C' _ _ •• (43 7. ) (1-1/2%) 
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CHART II 

Total Dates Requested 304 

Total Date s Cancelled: 

By Communities 131 (43%) 

• By Op . Upgrade 5 (1-1/2%) 

Total Dates Delivered 168 

CANCELLATIONS BY HONTH 

# Dates , Dates g Dates % 
Month Reguest ed Con:!l1 . Canc1d O.U. Canc ' d Cane 'd 

OCTOBER ' 71 5 0 0 % 

NOVEI·mER '71 10 3 30 % 

DEC EMBER '71 36 12 33-1/3 % 

J ANUARY ' 72 73 . 26 35- 1/2 • ~ 

FEBRUARY ' 72 63 22 2 35 % 

MARCH '72 60 30 3* 50 % 

APRIL '72 57 38 66- 1/2 % 

• Snow 
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CHART III ~ 

OPERATION UPGRADE 

COMPARISON OF THE MODE - (y) Number of Dates Requested by the Community 

(z) Number of Days of Actual Solicitation 

0 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 

£ f.---' -t-
I-- f--: V 

1ffI- " 
~ n I I-- , 

~ III I "" I -tttt- 1tff- r I 
~ • ib) -= (a) .!.!!-I--- f.--

~ - -" V L.-- ........ i-,.....-: I---f.---' ~ 
I' .... I' 

III/ ffflt- /III 1ftt- f-tttt- -fffl- " r I r I I I 

iCc) (d) 

Explanation: 

The numbers on line (X) represent the amount of dates originally requested by communities. 
The numbers on line (Y) show how many communities requested the amount of dates indicated in the box above. 

(Examples: (a) - 4 communities requested 2 days; (b) 1 community requested 14 days.) 
The numbers on line (Z) show the actual amount of days solicted in those communities by Operation Upgrade. 

(Examples: (c) - In two communities we had six days of solicitation; (d) - In one community we had 
eighteen days of solicitation.) 

Interpretation: 

The shift on the chart is from right to left, as indicated by the arrmTS. The ilnplication is - that in spite 
of the aspirations of some of the communities, the most likely number of dates to be utilized will occur on the 
lower -end of the scale, and will probably lie in the range of from one to five days. 

29 30 

-



'CHART' IV 

APPOINTHENTS 

By Community 

Community Total Days Total Aotmts. Average 

ALBANY 4 29 7.3 
BIR!nNGlt~1 1 4 4.0 
BOSTW 24 115 5.0 
BUFFALO 3 22 7.3 
CA~'TO~ 2 13 6 . 5 
CHICAGO 6 35 5 . 9 
COLlDffiUS 23 130 5.7 
DALLAS 1 6 6.0 
DES NOI NES 3 13 4.3 
EL PASO 1 2 2.0 
ESSEX COll'<'TY (Xe'.Jar k) 1 14 14.0 
FLINT 4 13 3.2 
GREENSBORO 5 "21 4.2 
HOLLY\;OOD 7 25 3.6 
HOUSTON 4 12 3.0 
KANSAS CITY 4 15 3.8 
LOS k~GELES 18 63 3 .5 
MIAl'lI 18 82 4 . 6 
NE1~ ORLEA:~S ' 2 11 5.5 
PHILADELPHIA 9 33 3.6 
PHOEN I X 5 21 4. 2 
PITTS BURGH 2 7 3. 5 
ROCHESTER 5 30 6.0 
SAN F""_'CISCO 2 8 4.0 
S CRA."'"TO~ 8 46 5.8 
SEATTLE 3 17 5.7 
SPRINGFI ELD 3 15 5.0 
STAL"1FORD 6 29 4.8 
TOLEDO 4 19 4.8 
WASHINGTO~ 10 . C. 5 25 5.0 
WILKES BARRE 1 4 4 .0 
WlLNINGTON 3 15 5.0 

Totals : 187 894 4.9 
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• Closings by Connunitv and C~te gory . . 

'71 '72 $ % Total Closed Closed 
Community Value Value Increase Increase So lie . OOS*. By Corom . Open 

(Con tinued) 

SAN FRANCIS CO 16,500 22,200 5,700 35 % 8 2 4 2 
iCRANTO)l 101, 675 131,550 29, 875 29.4 % 46 35 6 '5 

;PRINGFlELD 12,650 13,900 1,250 10 % 15 3 1 11 

;T~fFORD 45 ,7 50 88,800 43,050 94.1 % 29 26 1 2 

OOLEDO 20,875 26 , 300 5 ,.425 26 % 19 10 4 5 

/ASHI~GTO~ 28,250 48 ,150 19, 900 70. 4 % 25 16 3 6 

IILliINGTON 48,600 73,050 24,450 50.3 % 15 15 0 

IILKES BARRE 4,450 5,950 1,500 34 % 4 2 1 1 

TOTALS : $2 , 333,122 $3,267 ,462 $934 , 340 894 610 126 158 

CO}£1UNITY CLOSINGS 

by 

CATEGORY 
< 

$ % 
Category 0 t 71 Va l ue 

.. 
'7 2 Value Increase Increase 

o - 999 35 16 , 150 59, 600 43,450 269 % 

1,000 1,999 37 49 , 500 74,2 90 24,790 50 % 

2 ,000 -2,999' 18 39,155 44 ,453 5,388 14 % 

3,000 - 3 ,99 9 12 37,494 40,350 2,856 8 % 

4,000 -4, 999 6 24,200 29,100 4,900 20 ? 

5,000 - 5, 999 5 25,500 31 ,000 5 ,5 00 22 % 

6,000 - 6 ,999 2 12,000 13 ,500 1, 500 12 r. 
7, 000 - 7 ,999 5 36,500 39 ,500 3,000 8 ? 

8 ,000 - 8, 999 1 8 ,000 8 , 000 0 0 

9, 000- 9 ,999 1 9 ,000 10,000 1, 000 11 % 

Total: 122 $ 257,499 $ 349, 793 $ 92,294 36 % 



May 25, 1972 

OPERAT ION UPGRADE 

Report to Lay Leaders 

The statistical data that makes up this report is useful primarily as an 

indicator of general direction. In some instances the number of figures 

available for computation is so small that each figure carries a dispropor­

tionate weight. In other cases, complete information was not made available 

to us by the communities, so that our totals for different aspects of this 

review were not the same . Within each individual chart, however , the com­

paratives are statistically valid. 

,. 
As our summary indicates, Operation Upgrade solicitors saw a total of 881 

prospects and closed 583 gifts in the $10,000 and under category on the day 

of solicitation, for an increase of 47.5% in gift value. Subsequently, the 

communities closed 122 of the remaining 258 gifts in that group, for an 

increase of 35%. In addition, there were 40 gift:s solicited in the "over 

$10,000" category. In that group. we achieved the lowest increase - 21%, 

while the community closed 5 gifts for a 35% increase. All categories 

combined r esulted in an overall 40% increase. Still open are 144 gifts . 
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Chart I is an examination of community cancellations, broken down by 

community. I t should be obvious that a 43% cancellation rate by the co~ 

munities is simply not acceptible for the future. It' s a clear indication 

of the amount of missionary wor k required in the field before the next cam­

paign. 

Chart II, Cancellations by }fouth, seems also to merit some discussion of 

calendar considerations. The October '71 figure of zero cancellations may 

not be a true yardstick for the future, since it reflects only one community . 

There are sufficient figures for the other months, however. to indicate a 

trend in the r ise of cancellations as the calendar progresses. 

Part of the evidence may be mitigat ed by the fact that some of the com­

munities involved in March and Ap ril hadn't even been aware of Operation 

Upgrade in the earlier period, and consequently hadn't had briefings by an 

Operation Upgrade lay leader prior to receiving our solicitors. It' s worth 

talking about , especiall y since we've received indications that a number of 

communities have shown interest in receiving Operation Up~rrade assistance 

early in their '73 campaign . 

Chart III is simpl y an illustration of another aspect of community cancellations. 

What it demonstrates is that community aspirations are not realistically 

attuned to their ability to deliver apPointments on the dates they requested . 

Thus, for example , Los Angeles requested 40 man days from Operation Upgrade, 

but was able to deliver only enough appointments for 18 man days . Certainly 

it's true that there were ameliorating considerations, such as the lateness 

of the campaign, etc. Nevertheless, the trend holds true . 
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For example: Columbus wen t from 28 to 23 days; Miami from 28 to 18 days; 

Philadelphia from 19 to 9 days ; Buffalo from 14 to 3, and so on . 

The number of dates requested by communities is r educed substantially in 

actual practice. What that suggests s trongl y is that in our initial visit 

to the community to brief them on Operation Upgrade, we set more r ealistic 

goals for the number of dates we agree to accept. 

Chart IV - Appointments , broken down by community , contains r elativel y 

little new information . What is apparent , though , is that it shoul d he 

possible to make mor e efficient use of Upgrade solicitors by increasing the 

number of appointmen t s they have each working day . 11 communities averaged 

5 . 5 or more appointments pe r day. That proves it can be done, and we have to 

press for it. 

The gr aph on Chart V demonstrates an in t eresting development fo r Operation 

Upgrade that hadn 't been entirely anticipated . Mor e than hal f the gifts , . 

solicited had a ' 71 value of l ess than $2 , 000 , wi t h t he l argest single cate-

gor y being $0 - 999 . Correspondingl y. as shown by~the graph on Chart VI, 

we had our single greatest incr ease in the same $0 - 999 category - 182%. 

Ther e is a corollary between the category of gifts, the number of gifts 

solicited in t hat categor y, and the percent of increase. In general: the 

higher t he glft range - the fewer the number of gifts solicited and t he lowe r 

the per cent of increase (with t he exception of the $5,000- 5,999 gr oup). 
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There are a number of r easons why r esults should follow that pattern. 

Whatever the reasons, it's important to recognize that the gift range and 

the number of gifts in that range -a~ expressions of the community's view 

of Operation Upgrade. Since that is also the area of Upgrade's most 

successful solicitations , even though the "below $1 ,000" range was not 

originally contemplated - we ought to consider whether we should have a 

specific cut- off point for that category. (In the same area of concern are 

the 40 gifts solicited in the "above $10 , OOQ" group, where we achieved our 

poorest r esults.) 

Another area of interest is the comparison of Upgrade closings vs. community 

closings (Chart VII). Upgrade solicitors had a 67% closing rate on the day 

of soliCitation, f or an overall 47- 1/2 % increase . Subsequently, the com-

munities closed l ess than half of the remainder for an increase of 38%. 

This is one time, however, when t he statistics need some elaboration. A .. 
glance at the 2nd part of Chart VII - Community Clos ings by Category - will 

show a tremendous percentage increase in the $0-999 range - 365%. That quantum 

jump is the result of a single g1ft, an increase of from zero to $10,000. 

With that single category exception, a compariSOn between the percent of 

increase from Upgrade closings vs. community closings, is decidedly weighted 

in favor of Operation Upgrade . The point here is that if, by and large, 

Upgrade solicitors tend to get greater increases than that achi eved by the 

community on follow-up, should we strive har der t o close while we are with the 

prospect? 
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Operation Upgr ade Lay Staff 

In some ways , t his is the most i mportant a rea of all for us. Simply 

put - we don 't have enough l ay leade r s involved in our program. 

It' s true that we ' ve tripl ed our staff of volunteers. There are 97 men 

on the l ist, now ; but a name on the list doesn't mean anything if the man 

doesn't accept dates, or gives us one day. for example , over four or five 

months. 

26 men never worked a day 

30 men wo r ked on l y one day 

16 men wo r ked only t wo days ove r the 
course of the campaign. 

In perspective. the performance figures are r eall y no t gl oomy. Many of 

the names we added t o our volunteer staff didn't mat e rialize until March 

and Apri l , and had no chance to perform . I t ' s also true t hat we never r eally 

mounted a search for mo r e vo l unteer s in an organized way because we wer e . . 
too pressed for time. 

None t he l ess - it ~ gross l y unfair that a dozen men should bear the burden 

of this program . It' s especially unrealis tic in the light of the evidence 

we've been r eceiving of a substantially gr eater interes t in the Upgrade 

program from the communities . Therefore - plans should be made f or a specific 

r ecruitment p rogram~, to continue in conjunction with community con t ac t •.• 

continuously . . • until the au t umn . 



There ' s another aspect of lay staff composition that needs l ooking at , 

t oo . The original concept of Operation Upgr ade was to utilize Young 

Leader ship alumni whose training and dedication were l ying fallow . to 

some extent. The number s we sought f r om the alumni group did not 

materialize. Of the 97 laymen working wi th us, only 18 are alumni (plus 

t he 11 National Campaign Cabinet member s) . Conver sel y , the Young Leadership 

Cabinet itself has proved a towe r of strength and commitment. It would 

seem wise , at this point, t o r eview our lay staff performance. and give 

earnest thought to who we want to enlist in our program , and how t o go 

about r eaching them. 

PLANNING 

We '~e now had a year ' s experience with Operation Upgrade. It didn't 

always rollout as simple as it seemed . As a result of that intensive 

exposure. however, 1 think we all l earned a grea t deal. The following 

suggestions are offer ed for your conSi deration , so that when we meet on the 

23rd we can plan together for a more effective oper ation. 

Before we even select our target communities , it migh t be useful t o discuss 

the model community we would like t o see: 

What kind of community would be mos t likely to 

p roduce the best results? 
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What are the number of dates we should shoot fo r the 

first time , the second? 

When 1s the best calendar period? I s there a possibi l ity 

t hat the increasing number of cance llations . as the 

calandar progressed last year, was due as much t o poor 

community preparation as to lateness of campaign? 

How do we involve the )L Cabinet member s in the areas 

where we are wor king? 

How do we expose community lay l eader s t o Operation 

Upgrade backgrounding? 

1. Selection of target group through discussion with UJA Exec , Staff, CJFWF 

and Operation Upgrade lay members . What are t he criteria for sel ection? . . 
2. After communities are named , certain standar ds should be set for Oper ation 

Upgrade accep tance: 

The community should be visi t ed first by Operation Upgr ade lay 

l eader, for orientation befo r e dates are even n,amed, if possibl e . 

Picking up a community on the t e l ephone does not produce t he r esults 

we want to achieve. 
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Orientation of t he l ay leaders who will wo r k with Operation 

Upgrade 9 as well as t he professional s taff in t he community. 

Contact of Young Leadership in the a r ea . 

Optumum results are more l ikely when we ge t first crack at the 

l ay l eaders who will be wor king with us in that community . We 

s hould try t o solic it them befor e we move out i nto the community. 

If we start early enough , and get communities to commit dates far enough 

in advance, it should be possible to set up a procedure to check the 

community a t least a week in advance of Operation Upgrade so licitor 

arrival , to determine the number of appointments the community has a rranged , 

and cancel if specified number 1s not assured . Short lead t ime on dates 

has not permitted t his all the time in t he past . 

Consideration to be gi ven to making it standar d pr actice for 

communi ties to advise us in advance who will be working with our 

Ope ration Upgrade people, so that our guys can call them from 

home , introduce t hemselves and en courage the communi t y lay l eader 

t o get the appointmen t s (a la Los Ange l es .) 

How many dates should we accept from a community? Given our experience , 

it may be wi se t o try t o minimize the number, ¥ ith an option to take more 

i f t he r esults justify it. 

Given our per centage s uccess - and the l a rge number of gif ts in t he 

"below $l, OOQ"ran ge - should we encourage that range or jus t continue to 

go ,,·!th the community choices ? 
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Given the more effective r esults of Ope ration Upgrade solicitors 

over community follow- ups , in terms of the percent of increase, 

shoul~ we press harder for a close? What are the negative factors? 

What about the possibility of using the Women's Division in the 

communities where we are working? 

Operation Upgrade Lay Staff Preparac!.on 

We have about sixty guys on our list who have given us some he l p. twenty- five 

who have been really active. It's obviously not nearly enough . We have t o get 

started on recruitmen t NOW. We have about two dozen r ecommendations from 

Operation Upgrade guys about men they 've worked with in the communities who are 

good potentials for us. I t' s a start. By the time we meet on May 23rd. perhaps 
, " 

each of you could j o t down a lis t of several guys you know who you t hink woul d be 

able , and willing , to join us. 

What can we do to create real espr it de corps within our own group, 

as well as offer re-commitment to the program? 

Should we begin to think of some mechanism for continued communi cation 

with our people on a regular basis, beyond the calendar and results 

mailing tha t we do? 



• • • 

- 3-

For example: Co l umbus went f r om 28 to 23 days; Miami from 28 to 18 days; 

Philadelphia from 19 to 9 days; Buffal o from 14 to 3, and so on. 

The number of dates requested by communit i es is reduced s ubs t antially in 

actual practice . What that sugges ts str ongl y is that in our initial visit 

to the community to br ief t hem on Opera t ion Upgrade, we set more realis tic 

goals for the number of dates we ag r ee to accept . 

Chart IV - Appointments, broken down by community , contains r e l ativel y 

little new information . Wha t is apparent, t hough , is that it should be 

possible to make mor e efficient use of Upgrade sol icitor s by increasing the 

number of appointments they have each working day . 11 communities aver aged 

5.5 or more appointments per day . Tha t proves it can be done, and we have to 

press for it. 

The gr aph on Chart V demonstrates an inte r es ting development for Operation 

Upgrade that hadn 't been entire ly anticipated. Mo r e than . ~alf t he gif t s 

solicited had a ' 71 value of less than $2 ,000 , wi t h the larges t singl e cate­

gor y being $0 - 999. Cor respondingly, as shown bypthe graph on Chart VI, 

we had our single greatest increase in the same $0 - 999 ca tegory - 182%. 

There is a corollary between the category dE gif t s, the number of gifts 

solici t ed in tha t category, and the percent of increase. In general: the 

higher the gift range - the fewer the number of gif ts solicited and the lower 

the percent of increase (with t~e excep tion of the $5 , 000-5,999 group). 
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DIGEST 

Review & Planning Session 

OP ERATION UPGRADE 

Introduction- Open Discussion . 

Upgrade has to press for early entry into community - early 
calendar . 

We're going after both previously solicited and unsolicited 
gifts. In large communities, wi th good structure, most of the 
$1,000 and up cards have previously been solicited. 

We ' ve been asked in too 
lay leaders . We should 
should then solicit the 

often by the professionals, not by the 
solicit the lay leadership first. We 
p~ospects the community selects . 

He should concentrate on soliciting key leaders firs t . The 
Chairmen and his sub- chairmen often have not been properly 
solicited . Pre-requisite should be that we be allowed to speak 
t o Division Chairmen first . 

We shouldn 't try to think of Upgrading the whole campaign - only 
the $1 - 10,000 r ange . 

Alan Rudy Believe t he purpose of Upgrade is to raise the level of giving 
in the community in general , r ather than raising the leve l of 
specific gifts . Bootstrapping the country . We' have to define our 
objective . If we could get in EBr1y - it woul d sol ve the prob l em 
of l eaving our own campaigns to solicit elsewhere in the country. 

Sanford Holl ander: We need an honest commitment fro:!! t he c::>Mnunity in regard to our 
function . There has to be an assumption that the people we see 
are presently giving inadequate ly . tole need to have a structure in 
the community - Operation Upgr ade structure . Like an Upgrade 
Chairman - who then needs to be solicited immediately . Both him 
and his partne rs, or workers on Op U. Need t o do this now , before 
the campaign . It requires internal struc ture - a specific chairman 
for Op Up . Then we need someone from our group t o go in and talk 
to chainnan . 

I. Bernstein Operation Upgrade was an exper iment . It worked out successfull y. 
Raised money, created exci t ement , involvement . But we have to be 
careful of institutionalizing it . Don 't talk in the abst rac t . 
Think of your own town. If you can produce in your own community, 
then you can produce e l sewhe re. 
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I. Bernstein 
(Continued) 

M. Rasansky 

L. Bell 

D. Rosenberg 

In terms of Op Up - if in ' 73- the r are only 2-3 gifts in 
town. then you have a limited outlook . It's now accepted 
as a going t hing . We ' ve developed talent, solici t or s , etc. 
Now we have to develop the skill s on an overall level - not 
jus t gift development . Have to think of the community as a 
t o t a l organism, not just as people t o solicit. The people 
her e have to show us how t o prepar e the community - and how 
the community has to prepare itsel f . Have to ask yourself 
how can we offer mo r e . once in the community? How can we 
offer more. beyond O. O.? 
I f you are successful i n scheduling earlier vis its - then you 
have a role to play . You're in the co mmunity at a period when 
the community i s in bal ance . 
The main points - don't t a l k in the abstract . Relate what 
you're saying to your own community . And - how can OU do more 
than jus t solicit? The record alone i s not enough. There ' s 
so much brainpower and ene r gy involved he r e . You can do more . 

I agree with I. Bernstein . 
wo r st people . Some times I 

I've always gotten 1u1us ­
feel our talent is wasted . 

the 

I ' d like to ge t a feeling from the group about the calendar. 
(Show of hands . ) You all seem to prefer getting in there in 
the fall, early io t he year, r ather t han later. 

The problem is program, r a the r than calendar . Communities t end 
to concentrate on familiar unchanging s t andards - which haven 't 
worked well in the pas t. It' s not possible to deal wi th a 
thous and people within the community. It ' s only possible to 
i dentify the fifty t o a hundred people with potential for movement. 
Have strong feeling we have possibility fo r great po t ential here . 
The function of Op . Up . - or other operations - is to sell progr ams 
t o the communities - and the doors a r e not always open. But that's 
part of our function . We have to be sure we have something to 
offer and it can only work if you're prepared fo do certain t hin gs . 
If not- it can ' t work . You have a right - and a responsibility -
to talk about Op . Up . and ask for the creation of an Op. Up . 
structure . Call it tha t . They must identify somewhere between 
10 to 100 people who ' s giving level doesn ' t come close to their 
potent ial . They exist allover. 
Have to l ook at people in relation to their ratings - then create 
a structure - Chairman, several people to work with him - and 
then your lis t of p r ospects. Then you can talk about the calendar. 
Meet early, with t he Chai r man and his workers. and even solicit 
them. Don 't be afr aid to say no - don' t be afraid t o say no to bad 
prospects . Then an early calendar i s meaningful. Some of your guys 
migh t even be adop t ed by t he communities if it works well . 
Struc t ur e alone cannot produce r esul t s - but effort is useless 
without s tructure . Operation Upgr ade s hould start righ t now with 
setting up structure for '73 . 
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I. Berns t e in 

A. Rudy 

S. Fr eedman 

M. Peppercorn 

B. Schrayer 

I ag ree with Dan . But in answer t o Dan - we have a success ful 
progr am - b ut how can we put in the seeds for growth? Not 
just ' the gr owth of a si ngl e gift? I t' s not worth soliciting 
deadheads. If t hey don't have potential - r egardless of the 
size of their gif t, it ' s not wor th it . The calendar- do it 
when you can. It's a matter of reality . But DO IT FIRST IN 
YOUR OWN COM:'iUNITY . 
The schedul e depends on when t hey ' ll buy it. Then you worry 
about how t o do it the right way. The calandar is not a crucial 
thing . 

The idea of t he community adopting one guy 1s good . If th e 
individual works well in the community , he can develop a r eal 
relationship. 

Sugges tion about structure . The i deal would be t o go into a 
commun i ty - have five appoin t ments - five different pr ospects -
five diffe r ent l ocal leaders - on condition - that we meet with 
those f ive leaders l a t er for r eview, and maybe bring in five 
more . It's important tha.t we have impact on more than just the 
guys ... 'e so licit . Something like brainstor ming , group dynamics, 
etc . 

I have some difference with what IB and Dan R. said . I don 't 
accept the fact that we shoul d go only to communities that 
want us . 1 think we 're looking for communities that have a 
valid need . The calendar doesn ' t matter i f it fi ts the dynamics . 
I believe that the amount of time you spend in preparation 
r equi r es twi.ce the amount of the actual effort , if it's to be 
successful. I be l ieve we should s t ar t early . I r ecommend the 
creation of a first meeting in the communit y . ~~ke the communi t y 
unders t and what it' s all about . Unless we do ~ ' what ' s the result? 
We ge t all the stiffs . We have to be in control . The order shoul d be: 
1 ) First visit with the community chairman . 2) then creat e 
community Upgrade st ructure . 3) then the pr oblem of ge tting 
them to the proper gift l evel. 4) - and then the prospect s . 
One other thing - t here should be qua l ified members of t he Fie ld 
department involved by Jerry Countess in making certain the 
appointments are real. 

Most of the communities have accepted Op . Up . • t ongue in cheek. 
li'e got the poores t and toughest prospect s . They ' ve learned, though , 
that Op. Up . is s uccessful . Our 2nd and 3rd go- round wil l be 
mo re profitable . I think we 're now in a position to make certain 
demands : we should insist on an earl y beginning - if we don't ge t 
1n on top of the ir campaign, with thei r t op campaigners - i t won 't 
fi l ter down . Oper ation Upgr ade should be a priority item in the 
campaign and be par t of the campaign structure . Then t he community 
should choose its Op . Up . participants . We should then use our 
Op . Up . man to solici t the OU commit t ee . We should also use Op. Up . 
to £01101.; up t he unclosed gifts . It will increase the percentage. 
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Don't fi ght your way in. \>.lhat yo u do won ' t change the Na t ional 
Campaign. Ther e are too many communi ties. 99% of the people 
who bought it- wanted it . There are enough communities who 
need and want it . Arrange your program so that i t' s productive . 
There are enough cities for you to c reate an i mpact. 

Lunch Break. . 

(Recap of facts agreed upon) 

Get started early 
Go in to do our own explaining in communities prior to 
accepting dates . 
Jerry Countess to s t art making phone calls to set up dates. 
Spread responsibility through "key " lay leaders. 
Identify Operation Upgrade t o Communities 
(LDB- June 22nd in Bos ton- Dinner Heeting) 
(Prime date in late August , with Dan Rosenberg­
I ncorporate Op . Up . in their Group Dynamic Sessions) . 

Out of s t a t e solicitor s more effect i ve . 
Make up check list on things Op . Up . representative should 
stress about Op . Up . when he goes into community for b r iefing. 
Make up training package for so l icitor . 

Ask community to send information on prospect to the solicitor at 
l eas t 5 to 10 days pr ior to solicitation . 

Als o reques t information on l ay l eader to acco~pany solicitor . 

Woul d like cost figure to do Operation Upgrade . 

Will ge t cost breakdown. 

Suggest having prospect come to appointed place t o meet solicitor 
(cocmunity center, hote l r oom , etc.) instead of sol icitor going t o 
him. Prospect should be fully awar e that he is going to be 
solicited at this meeting . This would eliminate the t ime was ted 
on "non-givers" . Copeland indicated this proceedure worked out 
well in Vi r ginia. 

Host i mportant is t o have the so licitor teamed up with top notch 
l ay l eader . The success or fai lure of a solicita t ion has oftentimes 
been determined by t he a ttitude and interest of. the accompanied lay 
l eader. IT'S IMPORTANT TO HAVE THE RIGHT MAN AT THE SOLICITORS SIDE . 
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D. Rosenberg 

L. Bell 

J . Nobil 

D. Rosenberg 

Jt ' s important too to get into the community early , and set up 
the standards . In order for community to take Op. Up . seriously , 
certain demands should be made and community should comply. 

Suggest using women in various cities to set up appointments . The 
pr ospect would not refuse a woman as readily as a man. This woman 
would accompany sol icitor . 

Not sure of feasibility of using women. 

Op. Up. lay leaders shouldn ' t be in charge of Op . Up . in their own 
communi ty. Executive Directors should be involved , and not lay 
the whole burden on lay l eaders . 

Re : N~tional Young Leadership Cabinet - Suggest using them as 
nucleus on Op . Up . 
Have YL on national level involved , particularly in own campaigns. 

You cannot standardize basic proceedures for Operat ion Upgrade in 
each community . You must be flexible in different communities. 
Don't lock yourself into one pattern . However , you must set 
standards. Op. Up. should be used as a t rouble shooter as well . 
You must continually adapt to community situation. DO NOT BECO~m 
RIGID . 

Suggest Upgrade Seminar in each community. 

Have conducted workers training in 125 communities . Found it very 
successful . Standard form of Dynamic Group Training should work 
for Op . up . 
Agree on the usefulness of holding Seminars in each community. 
Suggest or ientation of Upgrade coupled with worker training. 

RECRUITMEIIT 

Insti l l some enthusiasm in YL graduates . Concentra t e on making 
Upgrade image one of prestige . 

Re : CJFWF Meetings-
September & November- Have one str ictly pertaining to Op . Up . 
What we can do for a community? 
How to structure it into these meetings ? 

Re: Heeting in September- Emphasis has to be given about 
outside r esources .. . Promoting Op . Up. as the # 1 resource . 
Build up Op . Up . at meeting. 

(Rosenbe r g wil l be in touch with Je r ry Countess as to who will 
pr esent t his at t he meeting) . 
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GENERAL Cm£-1E;NT: 

Suggest pu t ting Op. Up . name in literature as a " tool" . 
I mportant to promote Op . Up . at Campaign meeti ngs , UJA . 

Jerry Countess to work with Rosenberg to see ~"hat can be done 
at campaign meetings to p r omote Op . Up . , CJFWF'. 

Will Operation Upgrade function June , July and August? 

(Answer:)- YES! 

Suggest Seminar for all Operation Upgr ade lay l eaders . 

TO CLOSE OR NOT TO CLOSE ..... 

The prospec;s seen 
cases it is wise to 

know you 
CLOSE ! 

ar e t here for a closing ... in mos t 

If f i gure is close (to approx . rating) then CLOSE ! 

If figure is not proportunate to approx . rat:ng .. . DO NOT CLOSE ! 

It ' s important to get the range their thin~dng about ••. i-rhen 
they say they'd l ike to have time t o think about it • .. don't 
l eave until you pin them down to what range thei r considering. 

It it's an accepta~le increase .. • then CLOSE ! A $1-2,000 
increase (although you were pitching f or a $10 , 000 i ncrease) 
could be of more inportance in the communities hands at t his 
point , then perha?s an increase of $3,000 - 4 months from now. 

Get them to tel l you t hei r commitment . Don ' t walk away without a 
commi tmen t . 

KEEP DRIVI NG- GET COH}fI nlENT . Remember- a solicitor has time and 
money invol ved - he should at l east walk away with a commitment. 

Is there any validity in infor ming prospect s beforehand of amount 
he is being solicited for? 

Ope r ationally impossible. No t likely to succeed . 
Although amount suggested may be way out of bounds , it does serve to 
"Upgr ade" his line of thought in relation t o amount t o be 
pledged. Even if you cbn ' t get it this yea r- puts hi m on notice 
concerning the l eve l of giving . 
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Regarding non-closings . Follow-up is essential . Another 
solicitor should be assigned . 

In lieu of that, solicitor should follow up on non-closings by 
phone calls . Solicitor should feel his job is compl eted and 
only completed when a closing i s made. 

\fuat we have to resolve at community meetings is the idea of 
closings and the advisability of closing the day of 
solicitation. 

We also have to t alk to the community about the advisability of 
informing prospect of the solicitor coming and asking for money . 
This would weed out the non-givers and turn our time and 
attention to more fruitful solicitations . 

Based upon the discussi on of setting a policy of whether we 
should press for a closings for ' 73- we shall take a vote . . 

(vote taken by hands ) 

PRESS FOR CLOSINGS 

Re : Cassett tapes- the ' 73 Campaign Story . 

All agreed casset t s were an important, informative "tool" for 
the Operation Upgrade lay leader . 

(remark directed to D. Rosenberg) -
Re : G. A. }~eting in Toronto- Can we plan some sessions in Toronto 
to promote Operation Upg~ade? 

Yes - it can be scheduled as lute as 11:00 PM . 

No problem- Time unimportant . 

You can use Operation Israel as another outlet for promoting 
Operation Upgrade. 

That ' s one of our recomMendations in background r eport. 

Structure 4-day Upgrade "cameo" mission to I srael. Would help 
to r e-commit and update our guys - create spiri t and identity 
for group . 

(Closing r emarks) : 
We must get into cOI!lalunities , ... here we can help . Do not take on 
communities for sake of statistics . Be sel ective . Concentrate 
on those citi es that need help . 
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SUNlIARY OF HEASURES ADOPTED 

Plan to get Upgrade into communities as early as possib le. 

Procedure: 

Begin contacting communities now to arrange 
briefing ~eetings as soon as convenient for 
communities. 

Attendance at briefing meetings should include : 

Community Executive 

Communi ty Chairman 

Community lay l eaders who will work with Operation 
Upgrade 

Operation Upgrade lay leader and Upgrade staff man 

Discuss Operation Upgrade reco rd with community l eader - the reasons 
for success or failure . 

Try to structure Operation Upgrade into community campaign plans. 

Discuss specific check lis t of procedures necessary for success ful 
Upgrade performance . 

Tar get specific calendar period for Upgrade in communi ty, even if 
specific dates are not possible . 

Begin r ecruitment of Upgrade volunteers , using avenues suggested in 
report on recruitmen t. 

Continue development and growth of Operation Upgrade lay leaders 
through assignment to briefing meetings and training seminars , and 
t hrough assignment of responsibility fo r specific communities. 

Include Upgrade as part of formal agenda in regional and national 
meetings of UJA and CJ:Ei~F, where possible. 

Increase Operation Upgrade involvement with UJA Field and Supervisory 
staff. 

Inves tigate possibility of special Upgrade mini- mission to Israel in 
the fall. 
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Herbert A. Friedman 
Villa Section 
Caesarea, Israel 

Dear Herb: 

LEONARD D. BELL 

10 Bowser Road 

Lexington.Mass. 

May 2, 1972 

First. thanks fo r the note to the fellows involved with 
Upgrade. 

Next, I love you best when you continue to be "The Master". 
You neve r will be able to get over that final hurdle that 
will allow you to have complete confidence in me. (1 am not 
jealous - - but - - are you passed that hur dle with Zacks and 
Nob!!?) . 

Before receiving your final instructions for Los Angeles, I 
did personally go out to work out all of the details with 
Chester. 

A quick recap for you: We had an excellent planning meeting in 
Los Angeles, chaired by Chester, on April 4th, with at least 40 
lay leader s from the community scheduled to participate in the 
Upgrade program. Chester was shooting for 200 appointments over 
the 4 days. My own experience had taught me that 100 would be 
unusually high. 

Chester wanted 20 outsiders in, and I went along with his 
planning, knowing full well that it would be around 10 when the 
time arrived. Actually, we had about 8 fellows with about 63 
solicitations . Jerry will get the details out to you as soon 
as they are available . 

However, Herb. I do think you have uncovered something that 
requires further thought . In my opinion, this is the proper 
way to solicit the big 21 communities . In other words, block 
out 4 days in a row, early in tbe campaign (April was much too 
late for Los Angeles- it should have been in January) , come into 
a community with 6 or 7 solicitors for the 4 days , and try to 
see about 50 to 100 prospects. 

(Continued) 

Suite 2900 I 290A\·tnucofthe Americ;l~ . NtwYork, N.Y.1OOI9 



LEONARD O. BELL 

I am going to try to explore the possibility of implementing 
this. 

Jesus. I wish I could be with you for a half a day to r eally 
develop this. It has str ong possibilities . if I only could 
piece it together. 

Shalom. . . . . 

LDB :nd 
cc: Jim Nobil 

Suilc2900 1290 Avenue of the Amcric:ls. Nc .. ' York,N.Y.l0019 
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Hr. Jerry Countess 
United Jetlish Appeal 
1290 Avenue of the Americes 
New York, N. Y. 10019 
U. S. A. 

Dear Jerry: 

22 May 1972 

I just received your reports dated 12 May. 

First of all I want to compliment you on the statistical 
accuracy with which you kept your records. That is terribly 
important in our business and you did it well. 

Secondly, it is obvious t hat t he most r , uitful area i n 
which to wor k is between $1,000 - S6 ,000. 

From a purely statistical point of view you made your 
best gains i n t ie area b r ro- , 1,000. But, from a dollar 
point of view, there simply is not enough money to warrant 
all the time spent. By the ssme token, there was not enough 
additional money in the srea from 56,000 to 510,000 to make 
it worthwhile. Concentrste on 51,000 to $5,000 -- that's 
where the real cream is. 

Now that the pilot is over, you really have to gear 
up for a really full program next year. Good luck. 

Sincerely, 

HAF:SS Herbert A. Friedman 



Rabbi H. Friedman, 
Jewish Aa;ency, 
P.O. Box 92, 
Jeruselem, Israel 

Dear Herb, 

UNITED JEWISH APPEAL INC. 
1290 Avenue o! Ihe Americas 

New York, N.Y. 10019 
(212) Plan 7_1500 

5/32/ 72 

I know with .mat interest you will read the two enclosed reports. 

The shorter one, prepared for the Williamsburg Executive Camnittee 
Retreat, is a summarization of our first campaign. The second. one, 
however, ought to give you a greater cha:rge. 

We're having a meeting of about a dozen Operation Upgrade guys, 
plus Len and Jim, IB and MP, and Dan Rosenberg, on tbe 23rd, here at 
the Board room. The purpose is to review the entire Upgrade history 
in the field, examine the statistics, and plan for the upcoming cam­
paign. The second report was prepared for that meeting . 

I've put together same figures, same observations on our experi­
ence, and some suggestions for possible courses of action. Knowing , 
your proprietary concern with the Upgrade program, I'm sure youlll be 
able to abstract more from. this analysis than I have, and I III look 
forward to any- cOllJIlents :you woul.d make. 

Sincerely, 

2 Enol: 
1 - Report to N.C.C. 
2 - Report to Op Up LL 



REPORT ON OPERATION UPGRADE 

'71 '72 Campaign 

For The National Executive Committee 

Operation Upgrade has been functioning as an ongoing campaign tool since 

mid-october, 1971. This report is a summary of the results of more than 

six months of service to thirty-six communities. 

In brief, Operation Upgrade provides the requesting community with 

experienced lay leaders to carry the burden of solicitation of individuals 

selected by the local community, in the gift range of $1.000 - $10,000. 

Both the community and the Upgrade staff share responsibility for creating 

the conditions likely to lead to success. 

It is the community 's responsibility to: 

Set a date, or dates, for Upgrade solicitors to work 

in their community. ideally at least three weeks in advance; 

Provide a local lay leader to accompany the Upgrade solicitor. 

and to brief him on the people he is to call upon; 

Assure sufficient. meaningful appointments for each Upgrade 

day, to justify the effort and expense of bring~ng the 

solicitor there. 
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It 1s Upgrade's responsibility to: 

-' -"Y" 
:. .. ' "­

.. ' .. 

Provide the trained solicitor for the time reques ted. 

Handle the operational details of transportation, hotel, 

etc. 

Provide the administrative coordination between UJA field 

.. . ,. '5t~f. ;·· community executives and Upgrade lay l eaders. so 

that the system functions effectively . 

Listed below are the dollar and percent totals for the first Operation 

Upgrade campaign : 

Total Solicitations 841 

Closed 692 

'71 Value " H,688,642 

' 72 Value $2,467,343 

$ Increase $ 778,701 

% Increase 47% 

Still Open 149 

'71 Value $ 401,290 

The '71 gifts were not Uniformly distributed. Percentages of increase, 

too, varied widely. The following table is a breakdown of results, by 

category, showing dollar and percent increases: 





• 
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solicitor was unable to go because the airport in his own community was 

snowed in.) 

The cancellation percentage showed some general relationship, too? to the 

calendar. The lowest, 30%, occurred in November . After November there was 

a steady increase each month. reaching a high of 66 ~ in April. 

The number of appointments per day provided by the communities varied. too. 

The average number was 4 . 9. with a low of 3 and a high of 12. On most 

days. the appointments clustered between 3 .5 and 7. 

Operation Upgrade solicitors closed 612 of the 881 gifts (67%) on the day 

of solicitation. Subsequently. the communities closed 120 of the remaining 

269 gifts. Still open are 149 gifts . 

Operation Upgrade started in October '71 with a cadre of about thirty-five 

lay leaders who had each volunteered at l eas t one day a month, and a target 

group of twenty-five communities. There has been steady growth since that 

time, both in the number of lay leaders who have volunteered their services . 

and in the number of communities that have shown active interest in ••. and 

made requests for •.• the Upgrade program. 

On the basis of requests already received. Operation Upgrade could go into 

the '72-'73 campaign with close to 150 lay leaders. In addition to the 

thirty-six communities already served. t here are now more than fifteen re­

quests from other communities for Operation Upgrade services. some for as 

early as June and July, for communities planning early fall campaigns. 

What is clear from the experience of the last six months, however, is that 

the success of Operation Upgrade in any given community depends upon adequate 
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preparation within the community for the a rrival of Upgrade solicitors. 

The high rate of community cancellation in the previous six months 1s evi­

dence of the need for an expanded education about Operation Upgrade on the 

community level. 

For the next four or five months, prior to the '73 campaign, what is planned 

1s an intensive interpretation of the Upgrade program to community lay leaders 

and executives, with special attention directed to those lay le~ders within 

each community who will be working with the Upgrade solicitors. 

At the present time Operation Upgrade has 97 l ay leader volunteers. In order 

to prepare for the expanded role Operation Upgrade is expected to playas the 

new campaign gets underway. we are now in the process of reaching out for 

additional lay leaders to WTok with this program. 

Internally , Operation Upgrade leadership is cognizant that as a result of the 

progress made this past year, a body of leadership has been created capable 

of assuming responsibility for greater administrative control. We are ex­

ploring ways to make the most efficient use of this support, and to develop 

a mechanism through vhich to transfer leadership to them so that they may 

continue their grovth. 

Given the results achieved this first year, with all the problems attendant 

on the start-up of any program, there is reason to feel optimistic that 

next year vill produce even more gratifying revards . 



OPERATION UPGRADE 

Report to Lay Leaders 

The statistical data that makes up this r eport is useful primarily as an 

indicator of general direction. In some instances the number of figures 

available for computation is so s~l that each figure carries a dlspropor-

tionate weight. In other cases, complete information was not made available 

to us by the communities, so that our totals for different aspects of this 

review were not the same. Within each individual chart, however, the com-

paratives are statistically valid . 

As our summary indicates, Operation Upgrade solicitors saw a total of 881 

prospects and closed 563 gifts in the ~lO ,OOO and under category on the day 

of solicitation, fo r an increase of 47.5% 1n gift value. Subsequently, the 
. 

communities closed 122 of the remaining 258 gifts in that group, for an 

increase of 35%. In addition, there were 40 gifts solicited in the "over 

$10,000" category. In that group, we achieved the lowest increase - 21%, 

while the community closed 5 gifts for a 35% increase. All categories 

combined resulted in an overall 40% increase. Still open are 144 gifts . 
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Chart I is an examination of community cancellations, broken down by 

community. It should be obvious that a 43% cancellation rate by the com-

munities is simply not acceptible for the future. It's a clear indication 

of the amount of missionary wo r k required in the field befor e the next cam-

paign. 
• 

Chart II, Cancellations by Month , seems also to merit some discussion of 

calendar considerations . The October ' 71 figure of zero cancellations may 

not be a true yardstick for the future, since it reflects only one community. 

There are sufficient figures for the other months, however, to indicate a 

trend in the rise of cancellations as the calendar progresses. 

Part of the evidence may be mitigated by the fact that some of the com-

munlties involved in March and April hadn 1 t even been aware of Operation 

Upgrade in the earlier period. and consequently hadn't had briefings by an 

Oper~tion Upgrade lay leader prior to receiving our solicitors . It' s worth 

talking about, especially since we've received indications that a number of 

communities have shown interest in receiving Operation Upgrade assistance , 
early in their '73 campaign. 

Chart III is simply an illustration of another aspect of community cancellations. 

What it demonstrates is that community aspirations are not r ealistically 

attuned to their ability to deliver appointments on the dates they reques ted. 

Thus, for example, Los Angeles requested 40 man days from Operation Upgrade. 

but was able to deliver only enough appointments for 18 man days . Certainly 

it's true that there were ameliorating considerations, such as the l ateness 

of the campaign. etc. Nevertheless, the trend holds true. 
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For example: Columbus went from 28 to 23 days; Miami from 28 to 18 days; 

Philadelphia from 19 to 9 days; Buffalo from 14 to 3, and so on . 

The number of dates requested by communities is reduced substantially in 

actual practice . What that suggests strongl y is that in our initial visit 

to the community to brief them on Operation Upgrade, we set more realistic 

goals for the number of dates we agree to accept . 

Chart IV - Appointments, broken down by community, contains relatively 

little new information . What is apparent , though. i s that it should be 

possible to make more efficient use of Upgrade solicitors by increasing the 

number of appointments they have each working day. 11 communities averaged 

5.5 or more appointments per day . That proves it can be done, and we have to 

press for it. 

The graph on Chart V demonstrates an interesting development for Operation 

Upgrade that hadntt been entirely anticipated. More than half the gifts 

solicited had a ' 71 value of less than $2,000, with the largest single cate ­

gory b~ing $0 - 999. Correspondingly, as shown by ~ the graph on Chart VI, 

we had our single greatest increase in the same $0 - 999 category - 182%. 

There is a corollary between the category of gifts, the number of gifts 

solicited in that category. and the percent of increase . In general: the 

higher the gift range - the f ewer the numbe r of gifts solicited and the lower 

the percent of increase (with the exception of the $5,000-5 , 999 group). 
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There are a number of r easons why results should follow that pattern. 

Whatever the reasons, it's important to recognize that the gift range and 

the number of gifts in that range - arB expressions of the community's view 

of Operation Upgrade . Since that is also the area of Upgrade's most 

successful solicitations, even though the "below $1,000" range was not 

originally contemplated - we ought to consider whether we should have a 

specific cut-off poin t for that category. (In the same area of concern are 

the 40 gifts solicited in the " above $10,000" group. where we achieved our 

poorest results.) 

Another area of interest is the comp~rison of Upgrade closings vs. community 

closings (Chart VII). Upgrade solicitors had a 67% closing rate on the day 

of solicitation, for an overall 47-1/2 % increase. Subsequently, the com­

munities closed l ess than half of the remainder for an increase of 38%. 

This is one time, however, when the statistics need some elaboration. A 

glance at the 2nd part of Chart VII - Community Closings by Category - will 

show a tremendous percentage increase in the $0- 999 range - 365%. That quantum 

jump is the result of a single gift. an increase of from zero to $10.000 . 

• 
With that single category exception. a comparison between the per cent of 

increase from Upgrade closings vs . community closings. is decidedly weighted 

in favor of Operation Upgrade. The point here is that if, by and large, 

Upgrade solicitors tend to get greater increases than that achieved by the 

community on follow-up, should we strive harder to close while we are with the 

prospect? 
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The lasL charc, VIII - Operation Upgrade Lay Staff - Performance and 

Affiliation - is in some ways the most impor tant of all for us. It reveals, 

clearly and succinctly, that we don't have enough lay leaders involved in 

our program. 

It's true that we've tripled our staff of volunteers . There are 97 guys 

on the list, now; but a name on the list doesn't mean anything if the man 

doesn't accept dates, or gives us one day, for example. over four or five 

months. 

26 men never worked a day 

30 men worked only one d~y 

16 men worked only two days over the course of the campaign. 

In perspective, the performance figures are r eally not gloomy. Many of the 

names we added to our volunteer staff didn't materialize until March and 

April, and had no chance to perform. It' s also true that we never really 

mounted a search for more volunteers in an organized way because we were too 

pressed for time. 

Nonetheless - it ~ grossly unfair that a dozen men should hear the burden 

of this program. It's especially unrealistic in the l ight of the evidence 

we've been receiving of a substantially greater interest in the Upgrade 

program from the communities . Ther efore - plans should be made for a specific 

recruitment program ~. to continue in conjunction with community contact . • . 

continuously. . • until the autumn. 
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There's another aspect of lay staff composition that needs looking at, 

too . The original concept of Operation Upgrade was to utilize Young 

Leadership alumni whose training and dedication were l ying fallow, to some 

extent. The numbers we sought from the alumni group did not materialize. 

A glance at the bottom of page 3, Chart VIII, tells the s tory. Of the 97 

g4ys working with us, only 18 are alumni (plus the 11 National Campaign 

Cabinet members). Conver sel y, the Young Leadership Cabinet itself has 

proved a tower of strength and commitment. It would seem wise , at t h i s 

point, t o review our lay s t aff perf ormance , wash out the non-performers, 

and give earnest t hought to who we want t o enlist in our program, and how 

t o go about reaching them. 

PLANNING 

We've now had a year' s experience with Operation Upgrade . It didn't always 

r ollout as simple as it seemed. As a result of that intensive exposure, 

however, I think we all learned a great d~al. The following suggestions are 

offered for your consideration, so that when we meet on the 23rd we can pl an 

together for a more effecti ve operation . 

Before we even select our target communities , it might be useful to discuss 

the model community we would like to see: 

What kind of community would be most likely to produce the 

best results? 
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Orientation of t he lay l eader s who will wo r k with Operation 

Upgrade, as well as the professional staff in the community. 

Contact of Young Leadership in the area . 

Optumum r esults are mo re likely when we ge t first crack at the 

l ay l eaders who will be working with us in that community . We 

s hould try to solic it ~ before we move out into the community. 

If we start early enough, and get communities t o commit dates far enough 

in advance , it should be possible to set up a procedure t o check t he 

community at least a week in advance of Operation Upgrade solicitor 

arrival, to determine t he number of apPointments the community has a rranged, 

and cancel if specified number is not assured. Short l ead time on dates 

has not permitted this all t he time in the past . 

Consideration to b·e given to making it standard practice for 

communities to advise us in advance who will be wo rking wi th our 

Operation Upgrade peopl e, so that our guys can call them from 

home , introduce themselves and encourage the community l ay leader 

to get the appoin t ments (a la Los Angeles.) 

• 
How many dates should we accep t from a community? r.iven our experience , 

-
it may be wise to try to minimize t he number. with an option to t ake mo r e 

if the results just ify it. 

Given our percentage s uccess - and the large number of gifts in the 

"below $1,OOO"range - should we encourage that range or jus t continue to 

go with the communi t y choi ces? 
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Given the more effective results of Operation Upgrade solicitors 

over communi ty follow-ups, in terms of the percent of increase, 

should we press harder for a close? What are the negative factors? 

What about the possibility of using the Women ' s Division in the 

communities where we are working? 

Operation Upgrade Lay Staff Preparation 

We have about sixty guys on our list who have given us some help, twenty-five 

who have been really active . It's obviously not nearly enough. We have to get 

started on recruitment NOW. We have about two dozen recommendations from 

Operation Upgrade guys about men they've worked with in the communities who are 

good potentials for us. It' s a start. By the time we meet on May 23rd. perhaps 

each of you could jot down a list of several guys you know who you think would be 

able, and willing, to join us. 

What can we _do to create real esprit de corps within our own group, 

as well as offer re-commitment to the program? 

Should we begin to think of some mechanism for continued communication 

with our people on a regular basis, beyond the calendar and results 

mailing that we do? 
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An ingredient important to the success of an expanded Operation Upgrade 

campaign will be our ability to get to the YL's in the communities we expect 

to serve. They should not only be involved in the Operation Upgrade 

campaign in their own community, but help motivate and sell the other lay 

leaders there, to help insure that appointments are made and dates not 

cancelled. The problem of how best to Cb this 1s worth discussion. 

UJA Support 

We plan to get out a report to UJA Field staff on Operation Upgrade results 

for the 1971-1972 campaign . There are still Regional Supervisors and Field 

Staff who don't understand the program. who don't understand that we need 

certain things before we can go into a community. We need an opportunity 

to explain this to the staff, in person, directly. We should seek every 

opportunity to participate in UJA Field meetings, and to visit wi th Field 

men whenever we go out in the field to communities. There should also be 

Operation Upgrade participation in Regional and National UJA Field meetings. 

It would be useful, too, for Operation Upgrade to be included in Regional 

and National meetings of the YL Cabinet. 

We should request inclusion, where feasible, in CJFWF programs, particularly 

where community execs are involved. 

• 
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Operation Upgrade Leadership 

Last~ but certainly not l east, is the need for some diversification of 

responsibility within Upgrade itself. It's very likely that in the coming 

campaign, Upgrade is going to carve out an important role . Our growth in 

this campaign is evidence of that. While that's the objective we' r e aiming 

for, we have to recognize the danger sign flashing at us, because we' r e 

already at the stage where two or three guys simply can ' t handle it alone . 

One possible approach is to have specific individuals responsible for a 

particular r egion or state. Responsibility , in this case, does not mean 

involvement with scheduling or operational matters . What it could mean, 

for example, is that When we pick up a new community in that individual's 

regional purview, his job would be to go into the community to prepare them 

for Operation Upgrade. He might also be able to provide assistance for us 

in recruiting lay leaders to work in the program, or locating a fill-in for 

a particular date 1f we ' re s tuck, or cancell ed out. 

Your thoughts, your suggestions . • • on the above, or on any: ot~er "'aspect 

of Operation Upgrade. • . are earnes tly solicited. You have the material, 

now, and time to think about it. 

We'll look forward to a wide open discussion, and, hopefull y , some concrete 

plans for the future . 
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APRIL, le72 4/21/72 

)!o:m.w · TUESDAY TliURSDAY FRIDAY SATI;~;:~ 

23) (24) 
• (25) 26) (27) (28) (29 ) . . 

Los Angeles Los ' Ange l es Los Angeles Los Ange les 
• 

Neil No r ry Neil Norry Neil Norry Nail Norry 
. 

Harvey Peltz Har:vey Peltz S. Hol l ander S . Hollander 
Ed Backer Ed Backer Jim Nobil Jim Nobil 
Leonard Bell Leonard Bell Sandy Seplow . . 

Sandy Seplow 
R.Alan Rudy R.Alan Rudy Bob Schrayer Bob Schrayer . 
R.S . Levy R.S. Levy Dr.S, BaUie Dr. S. Bailie . 
Lou Pollock Lou Pollock Dave Bear Dave :Bear 
Don Gou l d Don Gould Don Hodes Don Hodes 

Bob Copeland Bob Copeland . 
Seattle RaJ..ph Stem Ralph Stern . 

Bill Goldenb~r l! . 
. 

11 I c 
. 

10) 
. 

., 
:~~.~ 

. . 
r.~ 

. 

\ . . . ~ 
, 

I ~-~-=r ' . . , -. . ... . 
· . 

-I ' . 

KAY, 1972 

. 
, 

(1) (2) (.3) (4 ) (5) 

SI OUX CITY DAYTON , OHIO . . . 
Neil Katz Mi l lard Cummin . 

. · 
. 

• . 
. . 

.. -
~ 
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~ O.U.I. .$. . 
MAY, 1972 4/21/72 

FSUi:.::;lm::':'::~Y=-r-:.::I . .:.:IO:::1IlJ=~Y=-_...,.._.:.:TUE:..:..:~=S::DA::Y=---, __ WE:.:.: fo:I!:SDAY TjiURSDAY FRIDAY SATURDAY 

CB) (9) (10) (~1) (12) ( 13) 

DAYTON,OHIO 

B. Raplowitz 

(14) (15) (16) (17) (lB) (19) (20) 

"DAYTON ,OHIO 
' . 

Mark Greenberge 

21) (22) (23) (24) (25) (26 ) (27) 

LINCOLN NEB . 
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Cammm1ty: MIAMI, FLORIDA Solicitor : BILL FOGGLE Date : 3/22/72 

PROSPJ;X;T ACCOMPANIED BY: 1971. RATJJlG 1972 FOLLe'_ UP 

. 

DAVID KENID Bill Buros 300 1,000 1 , 000 

IRVING GOETZ Bill Buros 2 , 000 10,000 Promised major gift pendi 
settlement of large legal 
case . 

. MURRAY BELLOW Saul Morgan 5 ,000 0,000 10 , 000 

General Comments: 

OPERATION UPGRADE 



""",-J;;'')~' 
O.U.L.S. 

"""",,1 ty: CII! CAGO Solicitor : Stephen. K. Ba..ilie Date :J/22/72 

PROSPECT ACCOHPAJlIED BY : 1m · RATmG 1972 FOLLO~v UP 

Ted P.i.nCU6 POI'l KahOJl 1500 5000 F. U. By V. Kahan 

1 Like Zav.w Ralph G.i.d",.uz 1500 400 0 2 5001J.< 

IUchMd l/<.McJ /leal G4eenbaum 750 3000 1500 Neal G4eel1baum ,<JUt. F. U. 
F04 JOOO .&t 6 mon,th .. 

Ralph E.i.6 e l1.6 cJ Uml Ralph G.i.d",.uz 2000 4000 F .11. by Ralph G.i.ciuUz 

, 

General C~ents: 

OPERATION UPGRADE 



~1ty: SEATTLE , WASHINGTON 

PROSPECT ACCOHPAlIIED BY: 

i'r~d Backer Herb Pruzan 

tich ar d Leshgold , Fred Ad ler 
DDS 

;tan Golub .Charlie Fine 

?oll Brothers : 
lal Poll 

reneral Ccm:ments: 

Ch ar l ie Fine 

\ 

\, : 

\ 
' - ' 

, 

• 

• 

• 
, 

\ i ' 

I , , 
" 

': '\ 

" 

'/ 
Solicitor: ELLIOT BERNSTEIN Date: 3/22/7; 

1971 'RATIllG 1972 

5000 . 0 10000. ~ 

300 . 0 2500 . 0 

5000 . 0 10000 , 0 

12000 . 0 
5,000 . 0 

r 

" 

-, 

FOLLO;; UP 

Herb Pruzan wi l l 
fo llow up in one'mar 

Leshgo l d is on Boare 
of Federation. I tc 
him his past gifts 
wer e inadequate . 
Fred Ad ler will fol] 
up i n one week . 

Fine gent l eman . 
Treasurer of Jacksor 
campaign . Agr eed tc 
$6000 . 00 which we 
didn't accept . 
Char lie Fine will 
follow up later . 

Agreed to give gift 
that , we requested -
has to '''check with 
brother" who is ill. 
Charlie Fine will . 
che ck back l a ter wit 
brothe r - I am, not ' 
optiJYlistic,,: 

L~ . s t 

': '-. \-=:-~ - -- " '. , • lj ". , 

, ', 

, ,, 
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<lI!IiUll1ty: NEW ORLEANS I LA. Solle! tor: MITCHELL RASANSKY Date : 3/14/12 

PROSPECT ACCOHPAllIED BY: 197.1 RATnlG 1972 FOLLO'd UP 

Haspell Foundatio Arthur Politzer 5 ,000 -0- 7, 000 

Joseph Haspel " 125 - 0- 1,100 

Josh Turkel - 0- - 0- 500 

Ju l es Kahn ) 
Sleeply Kahn) 10 ,000 - 0- Asked for 20,000 Co . 

gift . 
Will probably give 

12,500 personal 

Jules Kahn 1,000 -0- F .U. 

~ncral Co::anents : 

OPERATION UPGRADE 
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::C!lmIWli ty: SEATTLE. WASHINGTON Solicitor: M. RASANSKY Date : 3/20/72 

PROSPEC~ ACC Ol-!PAt1IED BY: 1971 . RATIliG 1 972 FOLLO" UP 

LEVELD DRUG CO . 6 , 500 8 , 500 8 , 800 

EASTERN MFG . CO . 300 -0- 1,200 

SAM HELLER 125 - 0- 200 

DR. SAUL SCHLI GER 500 - 0- 500 

MEYER TWERSKY 600 - 0- 600 

ARNSTEINS 600 - 0- 600 

RAYl-fOND L . BENGZRA 1 ,000 - 0- 1, 0 00 

LARRY MONDSCHE I 500 - 0- Asked for 5 ,00- Probably 
will give 750- 1,000 . 

DR. P. SACHS 1,500 -9- Would not commtt . 
F.U . 

General Comments: 

OPERATION UPGRADE 



~~ 
C11!Ilwlity:· Chicago 

PRosr"cT 

Joel Sprayregen 

Lawrence Kasakoff 

J ack G. Stein 

Sam Schachtman 

Paul Gross inge r 

GCI.~ral Cco:ments: 

ACCO).lP/J1IED BY: 

Neale Katz 

Albert Friedman 

Albert Friedman 

Albert Friedman 

Albert Fr iedman 

Solicitor: David Bear 
28 

Date: 3 - 2%-72 

1971 RATmG 1972 

500 2000 

5 00 2000 

500 3000 

500 000 

6000 5,000 

1000 

o This was an extremel: 
difficult solicita­
tion with a r etired 
a ttorney _ Albert 
Friedman will r e ­
solicit later . 

blank y t . ~'le asked for 
3000 and Alber t will 
have an answer from 
Jack Stein and his 

o 

o 

wife 
week. 

within the next 
This together­

ness is great ! 

We feel that thi s ca l 
be closed at approxi­
mately 1500 . 

v1e left with Mr. 
Grossinger talking 
10 to 12,000. We 
feer that 20, 000 is 
attainable. Albert 
Friedman will follow 
up. 

OPi:PATrO~ UPGRADE 



~
' l6'.t,~/ 

jj l.JiJ:'I' . 
O.U.L .S. 

• • 

11!1lwli ty : CHI CAGO , IL~INOIS Solicitor : Ha rvey L. Davis 

PROSPECT ACCOHP/,]IIED BY: l.97J. RATDlG 1972 , 

Bob Schwartz Bob Sch.rayer 600 

" 

Stan Harris Neil Katz 250 . 00 

M. Grauer Bob Schrayer 400' 

Nei l Briskin Don Kahan 3,500 5,000 

Bob 0 Howat;'d Hi'(sch Dave Smerling 10,aOo-

Her b & Arnold Luke Dave Smerling 1,200 

.-

ncr aJ.. Co:tm.cnts: 
. , 

• 

OPERATION UPGRADE 

Date: 3/ 16/72 

FOLLO:I UP 

Considering 5 , 000 . 
F.ll . . in t wo weeks . 

Suggested 2 , 500-
F.U. 

Suggested 25,000 . 
F.U. in July 

10,000 sugges ted. 
F.U. in July . 

'. 

" 





Aw}/'" 
O.U . L.S. 

ALBANY , NEW 'fORK RALPH J " STERN 

ity: Solicitor: Date : 3/27/72 

PROSPECT ACC OHPAlIIED BY: 1971 RATm G 1972 FOLLO~; UP 

larvey Kayne Jason Baker ) 1200 . 00 , 000 . 00 2400 . 00 Wil l t hink about 5, 000 
Iawar d Rome " " ) t o be r econtacted on 5/ l. 

~orman Brickman " " 3100 . 00 , 000 . 00 3600.00 

Jay & Joe Fl uster Ken Lyons 4000 . 00 8,000 . 00 To be fo llowed up . 

Sanford Bookste i n Don Gould 1000 . 00 2 , 500 . 00 1500 . 00 Will consider 2 , 500 . 00 

Leon Hatkoff Ken Lyons 1500 . 00 ,000 . 00 2000 . 00 

Donal d Sommers Ken Lyons 1500 . 00 , 000 . 00 2000 . 00 To be fo llowed u p for 
another 1, 000 . 

, 

• 

" 

. . , . 

~--------~------~--~~--~--~~--~--------" 
eral Coments: 

• 

OPERATI ON UPGRADE 
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=unity: CHICAGO , ILI.INOIS 

PRCSPZCT 

NO~1.A.N CHAUNCEY 

DONALD HOR~.riTZ 

ALFRED BEHRSTOCK 

I RA PLONSKER± 

ROBERT & ALVIN 
GOOD:·\AN 
(A . Goodman & Co.) 

ALFRED GRUEN 
(Harco- Gruen 
Printe r s) 

LEONARD LIPKE 
(Joe Lipke & Sons) 

DONALD LEVINSON 

Mr . Saul Cohen 

~neral Coo.ments: 

ACC01·iPAl:rED BY : 

Ha rvey L. Davis 

v " 

" " 

: 

, 
Solicitor: Dr . Leon I. Rosky Date : 4/12/ 72 

197L R~T!lIG 1972 

500 1,000 

1, 250 1,500 

.4 ,000 5,000 

FOLLO:'/ UP 

F.U . in three weeks 

F. U. 

F.U , in July 

Increase hopefully t o 
$2,500 

F.U . in July 

F.U. i n two week~ 

Expect 1, 000 gift. 

.. 

OPERATION UPGRADE 
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FINAL WSTRUCTIONS FOR LOS A..~ELES 

UNITED JEWISH APPEAl INC. 
1290 A .. "u .. O! t/'le America. 

April 14 , 1972 

N~ .... York. N Y 10019 
(212) PlIIla 7·1500 

I 'll be a t t he Beverly ~ilton with our gr oup t hrough t he four day period, 
acting as operational control . Leonard has a suite t here, which we ' l l use 
as headquarters . You' l l be abl e to get in touch with me at any time . 

Except fo r t he cne or tHO guys arr i ving Mon day morning , if you're arriving 
Sunda~' night , please ch~ck in wi t h nte i n Lenny ' s sllite as soon as you ge t 
in. Should you be delayed for any reason, please cal l me there. c o llect . 
For those of you arriving Tuesday evening - the p r ocedure is the samla . 

We ' re going to get off to an early start. The L.A . lay l eaders w~ll meet 
us in Len's suite at 8 : 00 a . m. MOnday morning . ready to go, so please plan 
you r wake-up and breakfast accordingl y . 

A number of you have expressed some concern with the size - and the cost-
of this project . tie share your concern . I made a trip to the coast for t he 
sale purpose of setting this thing up pr operly . 

Irving Bernstein is also concerned tILth the costs , the effort in manpower. 
the time ""elre all giving to it . He doesn ' t vLew this as a holiday jaunt or 
a little va.cation for any of us . He wants the results to justify the impu:: . 

it's not up to us entirely. of cource . !3~t a~atn, yo~ shocJ.d kr.m: tt.1.t L.A . 
isn I t taking this lightl y . either . They I re also put ting out a crelr'.en(lnll'l 
effort to make this nip successful. 

So - to repeat what I said 1n t he l aa t letter - even if there snould be 
delays or frustrations - bear with us . With your cooperatfo~1. and best 
efforts. this could be a great conclusion to Oltr first r eal Operdtion Upgrade 
camp3ign . 

See you soon. 



.. 

fa ..... ,: ~ 

4J:.~jJI 
. 

4/14/72 APRIL '72 
.( O.u.1.. !; . . 

.. 

SUHDAY HWMY =SDAY WEr·:l£SDAY Ti lffiSDAY FRIDAY SAT"u'3.D.':'.: 

(16) (17) (18) (19 ) (20) (21) (22) 
• CHICAGO CHICAGo . CHICAGO 

. 
• Beryl Uusbaum. Bob Cooelend L.D.llell . . · 

. . 
. 

. 
L" . 

. . . 

1'--- 1,1 1.....-/ In.> _.-/ . 
. 

, I" 
. 

. 
(23) (24) EL PASO (25) EL PASO (26) (27) (28) (29) 

Chuck SUgarman . . 
Don Kahan . 

SFA= SEA= 
Jan Saltzman J en SaJ. t ZI:l8ll 

llill Go1denber 
LOS AHGELES LOS ANGELES LOS ANGELES LOS ANGELES . . Ralph Stern Ralph ste..""'U 

Neil Norry ~eiJ. Norry Neil Norry lleil Norry . . 
He...?Vey Peltz . ".=vel" Peltz S . Hollander S. Hollander 
Ed llecker Ed llacker Jim Nobi.l Ji11l Nobi.l 
Leonard Bell Leonard Bell so.n\li Sepl.ow . Sondy Sep10w . 
M. Rasens.'l{y ·1 . Rans2..."lsky stanSirak stan Sira..1{ 
R. Alan Rudy R. Alan Rudy Bob Schrayer llob Schroyer 
R. S. LeY:! ll . S. LeY:! Dr. S. llellie Dr. S . Bailie 
Morey Mya:s lorey flyers Dave llear Dave llear 
Lou Pollock fLou Pollock Don Hod.es Don Hodes 
Don Gould lDon Gould Bob Copeland ..... Bob Copeland . 

(30) (31) 

· . 

. . . 
· 

. 
• 

APRIL '72 4/14/72 



l-L\Y. "72 4/14/72 

SU:DAY l·:C::Dl .. Y TiE5DAY WEr~r£SDAY 
~--~~----~-------,--

(1) (2) (3) 

THURSDAY 

(4) 

FRIDAY 

(5) (6) 

SIOUX CITY LINCOLN 

(7) (8) (9) (10) (ll) (12) (13) 

MYTOlI MYTON MYTON 

. 

f.!I\Y ' 72 




