THE JACOB RADER MARCUS CENTER OF THE

AMERICAN JEWISH ARCHIVES

.MS-831: Jack, Joseph and Morton Mandel Foundation Records, 1980-2008.
Series B: Commission on Jewish Education in North America (CJENA). 1980-1993.
Subseries 1: Commission Meetings, 1988-1990.

Box Folder
2 11

14 June 1989 Meeting. Planning, November 1988-July 1989.

For more information on this collection, please see the finding aid on the
American Jewish Archives website.

3101 Clifton Ave, Cincinnati, Ohio 45220
513.487.3000
AmericandewishArchives.org






ZFOZO09mEEIBON TIO="1%0)-5 M2 —

Y

Art Naparstek
TO: _Ginny Levi FROM: _ Rachel Gubitz = DATE:_l12/5/88

o - REPLYING TO
LG LIS D LS TRLED B LAY "I RTINS BUR T TAL WV H E AL B dh AP T P e L sFy YOUR MEMO OF:

SUBJECT: Attendance at Meetings of June 14 and 15

I have checked with the secretaries of Art Rotman, Carml Schwarcz and Jonathan
Woocher. The dates of the third Commission and Senior Policy Advisors' meetings
are cleared for all of them, and have been placed on thelr calendars, pending
final clearance at the Commission meetings of 12/13-12/14.
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¢ _ v . . .
Unuted Jewish Appeal-Federation of Jewish Philanthropies of New York, Inc.
130 East 59th Street, New York, New York 10022 (212} 980-1000

maR 27 1983

Stephen D. Solender

Executtes Vice Prestden:

March 21, 1989

Dr. Arthur J. Naperstak, Director
Commission of Jewish Education in
North America

4500 Euclid Avenue

Cleveland, Ohic 44103

Dear Art:

This will confirm that Anita Hosang of the 92nd Street Y's
executive office, telephone number (212) 427-6000, is waiting
to hear from scomeone on your staff concerning the June 14th
meeting arrangements.

T am happy to have been of assistance to you for this

meeting, and look forward to seeing you next Wednesday
evening, March 29th at 7:00 p.m. for dinner.

505/eb

We give all the help you can give.
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cc: Arthur J. Naparstek

TO: Morton L. Mandel FROM; __Virpginia F. Levi DATE:  3/23/8%
— : REPLYING TO
1 THEMTALANMT LDNCATION OO FPAH LRAL T 20 ARl 1 ol by Lt 1dg YOUR MEMO OF:

SUBJECT:  SITE SELECTION FOR JUNE 14 COMMISSION MEETING

We have three possible sites for the June 14 Commission meeting. All three
have been reserved and are being held pending confirmation. AJN had planned to
visit the three when he is in New York on April 28-30 and would like to discuss
coordinating with you.

1. CJF offices: 730 Broaaway
Contact person: Carmi Schwartz
Phone no.: (212) 475-5000
Comments: They have two large rooms to be used for the meeting and the
meal and can provide "breakout rooms."

2. Jewish National Fund: East 69th Street and Fifth Avenue
Contact person: Michael Aschenbrand
Phone no.: (212) 879-9300
Comments: They have one large room which would be used for the meeting and
the meal. A buffet table can be set up outside the room. They
do have smaller rooms for breakout purposes.

3. 92nd Street Y: 1395 Lexington Avenue
Contact person: Susan Vitucci, assistant to Saul Adler
Phone no.: (212) 415-5473
Comments: Two large rooms available. The main meeting rcom has pillars
which could obstruct view. Smaller meeting rooms may be
available, depending on timing.

All three places will waive the rental fee. The only charges will be for
catering.

72752 {(8/B1) PRINTEN IN U.5.A.



AGENDA
MIM-AJN MEETING

APRIL 12, 198%

1. Review budget

A. See format prepared by Mike and Mark.
B, Review budget for all Commission activity.

IT. Review cteps which need to be taken to be ready for June 14 meeting

A. Facility options available for Commission meeting on June l4
{(see AJN memo).

B. Commissioner interviews which need to be carried out by May 1,
1989 (see assignment sheet and discuss Reimer's and Fox's
assignments).

€. MIM letter to commissioners. Review and send by April 20.

D. Agree on what background papers need to be written for June 14
meeting. AH and SF have to start writing by May 1l4. Papers
have to get to commissioners by June 1. Content of papers
dependent upon results of commissioner interviews and work of
policy advisors group and staff on implementation mechanism.

I believe, my opinion, "best practices," and vision become
justification for implemencacion strategy.

E. Agree on a research design that will provide background material
for final report.

1. What research papers

State of field

Perscnnel

Community

Institutional structure of Jewish Education in North
America

Vision/best practices (programmatic optioms)

Jewish continuity, Jewish education

Ao o

H o

(Joe Reimer will write a prospectus for each topic area and
have it done by 5/1/89)

2. Define a high level editorial board to guide research
papers. (Joe Reimer)

3. Put forward alternacive authors for esach topic area.

4, Consider Commission subcommittees on personnel and community
and/or implementatlon mechanism.
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Outreach to Jewish education organizations.
Prior to June 1l4:

1.

7.

MIM needs to meet with Lamm, Schorsch and Gottschalk.
Briefing paper for MLM to guide discussion as meetings
relate to IJE.

JR will meet with COJEO.

Jon Woocher meets with Bureau director.

David Ariel meets with Association for Jewish Studies i.e.,
Academic Scholars.

B'nai B'rith Hillel Foundation. HNo assignment

ATHLJE - Association of Institutions for Higher Learning for
Jewish Education. (David Ariel)

CAJE - (AJN with Elliot Spack)

ITI. Public Relations

A.

Should June Commission meeting be an event. (see minutes)

1.

2.

3.

4,

Links to NMew York Times

Links to Moment

Links to Wal] Street Jourmal

Chronicle of Philanthropy

Prepare media interviews for Twersky, Lipset, Bronfman/Crown.

Prepare feature story for:

1.

2.

JTA

Cuel

Develep a new and specific version of communication strategy.

1.

AJN to meet with PBC on April 13 to:

determine milestone events

develop specific communication pieces
develop work plan

prioritize work plan

A0 DR



TO: Horton L. Mandel FROM: Archur J. Naparstek DATE: 4/12/88

MNAME Pairrr
_ . REPLYING TO
DEPAR TMENT RLANT LOCATION ZERARTMENT oAbt CATIL N YOUR MEMO QF:

SUBJECT: OPTIONS FOR JUNE 14 COMMISSION MEETING

We have multiple options for the June l4th meeting. They include the AJC
facility, HUC, and the Board of Jewish Education offered most recently by Alvin
Schiff. I would like to put forward the advantages and disadvantages of each
and a recommendation.

AJC

Advantages:

1. Centrally located
2. Nice clean space, quite functional
3. Good breakout rooms

Disadvantage:

1. Would have to have lunch in the room in which we meet. This is a
considerable disadvantage. It could be worked ocut but it would be awkward,

HUC

Advantage:

1. Very functional space. Could meet all the requirements that need to be met
and have been met through the use of the Federation/UJA facility.

Disadvantages:

1. Poor location

2. Possible negacive message in that it would suggest a leaning toward one
denomination as opposed to others. When we had considered HUC a month or
so ago, we were told by Al Schiff and Joe Reimer that Isadore Twersky and
perhaps others might have a problem participating In a formal meeting at
HUC. They went on to say that it could move the Commission away from the
wonderful sense of balance that you have created between the three
denominations, Alvin Schiff was most forceful in putting forward that

opinion.

FOZFOZO9EEHOO FO—=HTO-TME=]Z—

Recommendation:

1 believe we should consider using HUG, but that it has to be made clear by you
that we are using HUC, not to send a signal that we are moving toward favoring
one denomination or that, in fact, we are going to be starting a process of

72752 (8/81) PRINTED IN U5 A,
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rotating between HUC, Yeshiva University, the Seminary in the Reconstructionist
College. Instead, It needs to be put forward that we are only using the
facility because of an emergency that occurred and were unable to use the space
at Federation/UJA, that all future meetings will be, in facct, at Federaction/UJA
and this is a once only occasion.

I also believe you should personally call Twersky and ask if he would have a
problem participating in a meeting at HUC. I might call, if you think it's
approprlate, Professors Lamm, Schorsch and Green and explain to them why we are
using HUC,

If you feel that's too much to go through in order to use that facility, we
should probably consider looking at hotel space. I think you are right that
the lunch at AJC in the same meeting room could be a problem.

For your information, Alvin Schiff, having heard that we are in the need of
space, he may have picked it up at the educators meeting which was held at che
Board of Education, called me to offer his facility for the meeting. His board
room can sit fifty in tables arranged in a horseshoe. However, I do believe
there are significant disadvantages in using his facility.

The building is over 100 years old and looks it.

It is on the west side between 9th and 10th Avenues.

The rooms he is talking about are quite small and it would be very cramped.
The building has one small elevator and his board room or conference
facility Is on the 4th flocor.

B n e









4714 /89 DRAFT (commletter)

Letter to Commissioners from MLM

Wicth the third meeting of the Commission less than two months away {June 14,

10 a.m. to 4 p.m., place }. I would like to bring you up to date

on developments since the meering of December 13, 1988. Staff members have
been hard at work developing ideas put forth at that meeting. They have
consulted with experts in the field and met with the Commission senior
policy advisors and are now anxious to consult with you in preparation for

June,

At the last meeting of the Commission a number of options were considered.
The Commission opted to focus its work Initially on two topics: (1) the
shortage of qualified personnel for Jewish education and, (2) cthe
community--its sctructure, leadership, and funding as keys to
across-the-board improvements in Jewish education. At the same time, many
commissioners urged that work alsc be undertaken in various programmatic
aress i.e., early childhood, day schools, supplemental schools, the Israel

experience, etc.

The challenge facing us now is to develop creative, effective, and feasible
approaches for dealing with the enabling options of personnel and community
in relarion to various programmatic areas. We need to devise a workable
strategy so that we can demonstrate that personnel and community can indeed
be acted upon in a comprehensive manner. In personnel this invelves
recruitment, training, retention, and profession building. For the
community, it involves recruiting outstanding leadership, changing the

climate, and generating significant additional funding.
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As the work of the staff, policy advisors and others has unfolded, several
assumprtions have guided our deliberations. We now believe it is difficult
to meet the challenge of change on a national level alone because the field
of Jewish education is too complex and vast. We need to loock at a strategy
that allows us the flexibility to work both from a top down as well as a
bottom up perspective. A number of experts in the field believe that real
change must be undertaken on the local level. It is argued that local

initiatives make sense for the following reasons:

1. Much of education takes place only on the local level.

it

The scope of a comprehensive local undertaking would be manageable;
there is sufficient energy and enough people to undertake such a
project.

3. The results of the local undertaking would be tangible and visible and
could penerate interest and reactions that might lead to a national
debare on the important issues of Jewish education.

4. A local project would be managed in a hands-on manner, permitting
constant improvement and fine-tuning.

5. Ideas and programs, when integrated and implemented in one site, can
have significantly greater impact than they have today when successful
approaches are isclated. The whole is greater than the sum of its
parcs.

. Visions of Jewish education could be translated and experimented with in

a limited and manageable way.



7. HKational institutions and organizations could be mobilized for such
experimental programs. They would view this as an opportunity to test
and develop new approaches to Jewish education.

8. People could be recruited and mobilized for tangible local
demonstrations. The pool could be expanded to include, in addition to
the current cadre of outstanding educators, (1) rabbis, (2) scholars of
Judaica, (3) federation executives, (4} Jewish schelars in the secular

and academic world.

Thus, we have moved from the persennel and community options to the nocion
of developing initiatives on local sites. At its December meeting, the
Commission agreed to the conceptual framework of enabling and programmaric
options on the condition that ideas, projects, and pregrams could be
developed and implemented that would make a difference and lead to systemic
change. The assumption implicit in utlilizing local sites is that other
communities would be able to see a successful appreach to the community and
personnel options, and would be inspired to apply the lessons learned to

programs in their own communities,

Programs of implementation are seldom successful when they are top down

programs. Communities must play a major role in the initiation
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of the idea. They must be full partners in the design of programs and in
their implementation. Thus, as we are developing these ideas, we have to
grapple with such difficult questions as: Who will carry out the work? Who
will undertake the strategic thinking? Who will plan and ensure that the
standards and goals of the Commission are maintained? Who will or can be
responsible for the implementation of local projects? For all of this, we

need input from the commissioners.

Therefore, 1 believe that it is important for us to respond to these ideas
and consider our next steps together. At the suggestion of a number of
Commissioners, we propose to follow the individual interview format which we
have used in the past. 1 have asked staff to set appointments with each of
you teo get your thoughts. Your thinking is crucial as we begin to develop

the agenda for the June l4th meeting.

I know that most commissioners share my belief thar a mechanism for change
is a critical outcome of this Commission. I look forward te learning,
through the interview process, your thoughts on the direction we propose.

Sincerely,

Morton L. Mandel



THE INTERMEDIARIES - SOME EARLY OBSERVATIONS

With Foundation support, I have undertaken a brief
reconnaissance of the field of so-called intermediaries. [ have visited
the offices, interviewed key personnel and read a variety of
materials by and about High/Scope, the Manpower Demonstration
Research Corporation, the Police Foundation, Public/Private Ventures,
the RAND Corporation (as to its Housing Allowance Supply
Experiment work only), the Remediation and Training Institute, and
the Vera Institute of Justice. I have also reviewed much of the
recent literature on social experimentation, and some of the
voluminous writings on the relation of knowledge to policy.

The purpose of this work was mainly to determine the kind of
effort required to produce a useful book about those institutions.
The book would specify their purposes, sketch their histories, and
assess their contributions to knowledge, to social policy and to
program operation. It wouid also attempt to elicit from their
experience some lessons about the deliberate development of policy-
relevant knowledge, about barriers to the use of such knowledge and
about possible future evolution of the roles of intermediaries.
Accordingly, the products of the reconnaissance were to be an outline
of the proposed book, a workplan, schedule and budget for producing
it, and an essay setting out some hypotheses and observations that
the book might much more fully test.

What follows is that essay. It groups its observations under
four general headings: traits the intermediaries share, dimensions in_

which they differ, the form and degree of their impact, a tions
about their future. Because these comments flow from a brief

review of eight distinctive institutions by an observer previously
unfamiliar with most of them, it will not advance the understanding
of those who have followed those institutions closely. Nor can it be
depended on to forecast the final judgments of the book. Those
judgments would certainly be more numerous, more fully informed,
and perhaps quite different. But the essay will at least suggest some
of the concerns and presumptions on which the next stage of the
work would be based.









In other internal respects they vary also. The boards of some,
like MDRC, have played active and important roles.  Other boards
have been much less involved, and one appears to have been only a

formatity—-Simitarty;—themanagement—of some (Vera, forexampley—— ——

has been highly decentralized, with a fair variety of staff
entrepreneurship permitted or encouraged; others (like High/Scope)
have been far more focussed in their interests and more centrally
directed.

b. Clients and Awudiences. More significantly, the clients and
audiences of the intermediaries have differed, on at least two
dimensions. One is that of local versus federal orientation. Though
some (HASE, MDRC) have been mainly oriented toward federal issues,
others (Vera, High/Scope) began, at least, by seeking local impact in a
single jurisdiction. Others (Police Foundation, RTI and in recent years
P/PV and MDRC) have worked with  multiple local jurisdictions.

The other dimension can be roughly characterized as policy
versus operations. The work of some of the intermediaries has been
oriented toward broad policy concerns, and hence largely toward
legislative action. HASE was a clear example. It required specific
congressional authorization and its own appropriations before it
could begin, and it was designed to inform a central issue in a
continuing congressional debate over federal housing policy for the
poor: whether rents rather than new construction should be
subsidized. Much of Vera's early work, on the other hand, tested
operational approaches that New York City court or police
administrators could implement essentially in their own discretion.
RTI appears at the far end of this spectrum, showing no interest in
policy, but attempting to affect practice directly, massively and at
many sites.

c. Analysts and Advocates. The dominant value of some of the
intermediaries _1s to_learn; to distinguish t_works, what doesn't
and, where possible, why. These organizations care about what
governments do, but the form their caring takes is to try to inform
future policy-making. They see themselves essentially as analysts.
For_them, the knowledge that a_policy will not produce the expected
rﬁﬁms virtually_as_valuable as_the knowledge
that it will. MDRC is probably the clearest example of the type; HASE
also fits it as well.




The dominant value of others, explicitly or otherwise, is to
move policy in a particular direction. They believe some innovation
will improve matters. Like High/Scope or Vera they may themselves

wn e — —have—pronccred—that—innovatronr—They -want-to -demomstrate—that—ir- ——— -
works. Or, as with some Police Foundation projects, they may hope
to demonstrate that a traditional policy is not effective. In either
event, though they may - typically will - design and operate the
experiment with great care, they are not indifferent to the outcome.
Surprisingly, that fact does not seem to generate, among either the
intermediaries or their clients and audiences, much concern about
conflicts of interest or unreliable reporting. The reasons are
probably that standards of methodological care have generally been
maintained, and that even flawed experiments, if squarely addressed
to policy questions, are likely to provide considerably better
evidence than existed before.

d. Locations on a Spectrum. Whether oriented toward policy

or operations, toward local decision-makers or national, and whether
devoted at heart to analysis or advocacy, intermediaries vary in the
proportion of the spectum of potential activities they cover, and in
where, along that spectrum, they tend to focus. The spectrum
consists of essentially the following activities:

i. formulating a policy hypothesis

ii. designing an experiment to test the hypothesis

iti. operating (or supervising the operation of) the
experiment

iv. evaluating (or supervising the evaluation of) its
impact

v. disseminating results

i. advocating reform or innovation based on its results

vii. providing technical assistance to others establishing
similar programs

viii. packaging the essential elements of the program to
facilitate its replication.

(Further activities might well be added to this list but, as is, it
appears to fairly cover the range of intermediaries’ current
behavior.)

Three observations: All of the intermediaries engage, at least
somewhat, in most of the activities - at least numbers i-v. The
balance of their effort has differed sharply, however, with MDRC and



HASE typically stressing the top and middle activities, and Vera and
{especially) RTI the middle and bottom ones. Finally, all of the
intermediaries, over their histories, have tended to shift focus

e s ——downward—aloag—that—Hst, and in recent- years- have—{ypieally—patd-———-—-—---~—--
increasing attention to disseminating results, making the case for
acting on them and, to a lesser degree, offering technical assistance.
And this has occurred not simply because the earlier functions
necessarily take place first in any particular project; the main reason
appears to be a growing consciousness that, in most of the policy
arenas in which intermediaries operate, the binding constraint in
recent years has not been ignorance as to what works, but
inadequate political or bureaucratic support for what is known (o
work, or insufficient administrative capacity to make it work. We
return to some implications of that fact at the end of this paper.

II1. THEIR IMPACT HAS BEEN SUBSTANTIAL

Overall, the intermediaries seem to have had substantial
effects, of at least three kinds.

a. Development of Knowledge. Least surprising is that they .
have produced a large body of policy-relevant knowledge-

Principally because of the work of intermediaries it is now ‘
anthoritatively demonstrable, for example, that a variety of /
preschool programs, if well run, will produce long-term gains in both !
their students’ later school performance and in their social behavior; ,
that a full-scale housing allowance program will not substantially :
increase rents; that carefully supported transitional employment can
prepare a substantial fraction of retarded persons for unsubsidized
employment, and so forth. The intermmediaries have produced,

among them, at least half a hundred findings of the scale and import /
of those three; all in all an impressive body of policy-relevant,
policy-useable knowledge.

b. Learning how to Learn. A closely related but

distinguishable product has been a near-consensus on how studies of
program impact should be performed. A decade and a half ago, time
series data, comparison groups, and random assignment were all
used in efforts to estimate program impacts. But all were subject to
attack. The time series data normally available could not measure
the impact of any but very large-scale programs and could not
clearly distinguish the effects of those programs from other possible






that such tests might only delay matters while they proceeded and
confuse matters afterwards, as advocates and their methodological
advisers contested what had been proven. That position is now no
longer arguable, a fact due largely to the work -of—the—intermediaries
and of considerable long-term significance to our political processes.

c. Affecting Events. "Information is to politics as bullets are to
warfare,” as a cumrent Washington saying goes. Information matters.
And other things being equal, the side with more and better
information wins. Of course the trouble with that formulation,
though it is perfectly accurate as far as it goes, is that a number of
other things - political resources, funding constraints, bureacratic
inertia principal among them - supply the heavy artillery or nuclear
weaponry of policy warfare, and they may not be at all equal. The
result is that the manner and degree to which the kind of knowledge
that intermediaries produce is used varies enormously, and the value
of the influence it exerts fluctuates correspondingly. No overall
assessment of the effect of that knowledge is possible here, but at
least three differing kinds of impact are worth noting.

The first and most encouragiag occurs where the implications
of an intermediary’'s findings are consistent with what a political or
administrative or legal system is prepared to do. There is little
doubt, to take an obvious current example, that MDRC's work and
welfare findings are substantially and helpfully impacting events at
least in Arkansas, Maryland and California, and that they will
strongly influence the next wave of federal welfare legislation. Our
politics are eager for measures that promise to reduce welfare
dependency, and MDRC offers the most authoritative evidence
available as to how this might be done. Similarly, police shooting of
civilians dropped markedly after a Police Foundation study
questioned the extent of use of deadly force and the legal system
proved ready to impose a rule drawing on its findings. And a high
proportion of the pre-trial diversion programs operating in several
hundred jurisdictions resulted from two Vera efforts to demonstrate
that benefits could flow both to accused youth and to overburdened
court sytems from supervised work and study programs for young
defendants who did not have serious criminal records.

A second category is exemplified by work which, at first glance,
might appear to belong in the first. The sharply increasing public
concern for the care of very young children has given great
prominence to the results of High/Scope's Perry Preschool project.



Reciprocally, the strong and still growing national support for
expanded pre-school education has been justified in significant part
by the findings from that project. But political forces appear to be

—skewing—those findings 2y wellaswsing thém. The Perry project
served severely disadvantaged children, and its extended
longitudinal reviews demonstrated that those children could be
greatly helped by a broad-based remedial program. That
knowledge is being used as ammunition in a campaign mainly
designed to extend downward to all four and five-year olds (of which
the Perry children were not representative) conventional preschool
programs (of which Perry was not an example.) The underlying
reason is the difficulty working mothers of small children experience
in finding and affording adequate day care. The cause in whose
interest the Perry findings are being misused is thus not a bad one,
but neither does it illustrate an exemplary relation between
knowlege and action.

A third category is suggested by the use made of HASE. The
experiment began in 1973 and, together with associated
experiments, was to run for ten years. There was then fair
agreement that federal housing dollars were conferring large
benefits on relatively small numbers of poor (and middle-class)
people, no benefits on large numbers of poor people, and excessive
benefits on builders and developers. Moreover, the administration
in office wished to reduce social expenditures. As a result, the
political significance of HASE in its early years was to lend weight to
the argument that nothing new should be done until the results were
in. In the years since 1981, as results became avalable, its principal
policy effect has been to buttress the case against subsidized
construction, while subsidized rent received no support either. (Only
some 15,000 persons nationwide now rteceive federally-subsidized
rent vouchers.) Unlike the Perry example, results here were not
distorted: subsidized construction is a bad bargain. But neither were
their positive implications heeded.

These are three quite different ways in which knowledge
produced by intermediaries has affected events, and only one of
them fits the ideal model in which we learn what works and then
broadly (and quickly) apply that learning. And this discussion
excludes the many efforts of intermediaries that had little or no
effect on events - some of which were never likely to. Little impact
has resulted when - especially in intermediaries’ first years - data-
gathering proved unreliable or analytic techniques inadequate or



10

experimental conditions impossible to maintain; when, especially in
the case of Vera, the desire to provide a service to the disadvantaged
outweighed concerns for knowledge-development; and when
~Tofsiderations of cash-flow “or intellectual Tiné-funing sanctioned
studies or experiments in areas where what works was already clear.

Does it follow that the ultimate objective of their work -
greater rationality of policy, greater effectiveness of program and the
consequent amelioration of social problems - is being so
inadequately met that, as a class, the intermediaries are a failure? 1
am hardly at a point in the work where any answer to that question
could be defended, but there are at least two reasons for thinking the
answer is no. The first is that transmuting new knowledge into
widespread action by large bureaucracies is a process that takes time
- but with time, does happen. 1 once had occasion to direct a review
of 83 reports, produced over 37 years by a variety of high-level
commissions, task forces and study groups, all concerned with some
aspect of the organization of the US government for the conduct of
foreign affairs. Very few of the main proposals of those reports had
been acted on within five years of their first expression. But very
few had not been adopted, in substantial measure, within 15 years.

The second reason is that, even on the record of impact to date,
the national investment in intermediaries has seemingly been highly
cost-effective. Apart from those program costs whose equivalent
would have been expended even in the absence of experiments, the
total funding of the intermediaries from their foundings to the
present seems not to exceed $300 million. The programs whose
design and operation they attempt to effect cost on the order of
1,000 times as much each year. Improvement of those programs by
even minute degrees would therefore justify the investment in
intermediaries. And effects have not been minute.

Does it follow, then, that the world of intermediaries five or ten
years from now should look much as it does at present? That
question introduces the last section of the paper.

IV. QUESTIONS ABOUT THE FUTURE

The issues about the future that the book would seek to
illuminate, and that I want here only to raise, are grouped around
two quite different questions: How might intermediaries function



11

more effectively in their accustomed roles?  And given the current
constraints on social progress, should existing intermediaries, or
other kinds of mediating institutions, take on new roles?

a. Better Performance in_Current Roles. This series of
questions would simply try to distill, from the now considerable
experience of the intermediaries with numerous issues and various
funders and audiences, best curremt practice. In particular, it would
seek to identify the effect on the probability of achieving policy-
impact of various factors external to the intermediary, and of the
means intermediaries can use to offset or take advantage of those
factors.

Among the external varables, for example, would be these: In
order to have effect, must the experiment (or evaluation) convince
mainly a legislative body, political level executives, senior
bureacrats, field operators, or organized employees? If convinced,
will they have the capacity to implement the likely findings? Will
using such findings require only that users believe them, or will they
have to undergo deeper attitude-changes or, if program operators,
develop new skills, routines, procedures? Do potential using
organizations contain persons able to operate as "brokers of
innovation?" Are the findings likely to reinforce or to threaten the
dominant interests of those organization? Has a potential user
initiated the idea for the research or experiment? Whether or not it
initiated the notion, has a possible user sponsored the research?
Have the producer and consumer organizations, or key individuals in
each of them, ever worked together before?

Some of the answers to those questions will be much more
closely associated with experiments whose results were resisted than
others. But the reason for reviewing the evidence about them is not
mainly to identify factors making for difficulty. It is to try to
establish what measures intermediaries have used, or might use, to
most effectively offset their effects. Such measures might include
asking potential users (or their superiors, or analysts they have
worked with and trust) to participate in designing, monitoring or
operating the experiment; producing detailed accounts of how it was
managed; paying particular attention to how, how frequently, how
intensively and to whom the results of the experiment are
communicated and who is accorded public credit; considering how
much and what kind of technical assistance might be offered for
replication, and the like.
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b. New Roles. The second and more radical question is
whether the intermediaries, or other entities, ought to take on
additional roles and responsibitities— The -questiomis yaised by the —
current sense that, as noted earlier, the binding constraint on
progress in many areas is not a lack of knowledge as to what works,
but insufficient political or bureaucratic support for what is known to
work, or inadequate entreprenurial energy or administrative
capacity to make it work.

What implications does this suggest for the intermediaries? In
fields where crucial questions are still unanswered and where policy
change and program development are occurring at reasonable rates
there would seem to be few implications. These are fit arenas for
intermediaries playing - effectively, one hopes - the traditional roles.
When such arenas lack intermediaries and are important enough to
justify such institutions, one question would be whether a new entity
should be established or an existing intermediary encouraged to
expand "horizontally™ to enter it. If - but probably only if - an
existing intermediary has an appropriate reputation and capable
leadership, and either has or can readily acquire the requisite skills,
its expansion may be the better course.

The harder, more common and more important questions about
role arise in fields where uncertainty about what works is no longer
(or was never) the constraint on better performance. The threshold
questions in such fields will be whether any new institution, offering
capacities not available in existing research or consulting or
governmental bodies, might prove helpful. What capacities might
those be? Essentially, those that extended downward the list that
appears on page 6. That list ends with (vii) providing technical
assistance to replicators, and (viii) packaging the essential elements
‘of the program to facilitate replication. As least two other functions
might be added: (ix) providing turn-key set-up of systems
incorporating best current practice in the field; and (x) for indefinite
periods operating such "model” systems.

Almost certainly, each of those four capacities, if present and
well managed, would ease problems of bureaucratic inertia or
resistance or, in the last case (of which private schools in a
jurisdiction that employed a voucher system, and privately operated
prisons would be examples) would circumvent them.  Developing
those capacities would clearly produce a major social good - fully as
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significant as the prior social inventions of "think tanks" and
ir rmediaries. And of course one of the current intermediaries, RTI,
is wholly dedicated to function viii, with a probable capacity to

undertake —ix.- — - -

But whether at least the last three functions are appropriate
for many of the other intermediaries now in operation seems not at
all clear. The answer will probably depend, field by field, on the
comparative performance in finding financial support and
demonstrating effective operation, of perhaps four differing kinds of
institutions. One would be intermediaries like Vera or P/PV which
attemmpted to focus far more effort on facilitating the start-up of
model or replicated programs, but which also sought to remain active
in knowledge-development. Probably the principal question for
them would be whether those two ends of the spectrum of functions
can be combined in a single entity without compromising its clarity
of purpose or its effectiveness at one end or the other, or at both.

A second would be wholly new entities, also non-profits funded
partly by foundations and federal agencies as well as their client
organizations (or client constituencies) but oriented wholly toward
the latter functions. The problem for them would probably be how
to amass the requisite policy, programmatic and operating
knowledge without having spent some time in knowledge-
development and operations, a problem they would probably try to
solve by hiring personnel from both current intermediaries and from
government agencies. Conceivably some of the current
intermediaries apart from RTI might try to transform themselves
into such entities, forswearing knowledge-development. The
problem for them in the short term would be the internal conflict
associated with any sharp change of organizational direction. In the
longer term it would be remaining abreast of new knowledge and
best practice.

A third category of institution would consist of private for-
profit service-providers operating at least in function x, as private
hospitals, prisons, fire and sanitation services do now, and as
voucher-supported schools would do. Were a market to develop,
they might also perform functions vii-ix. A major disincentive to
doing that, however, would be that those three former functions
would compete with the latter, and the latter would almost surely
produce the greatest profits.
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Finally, it is well to recall the traditional notion that the
performance of important social functions, especially for the
disadvantaged, is a public and therefore presumptively a
goveEMimental Te¥ponsibility, and Tecall Talso the neglected truth that
governments can sometimes produce inmnovation themselves -
especially with new organizations: TVA, OEO, NASA. Tt is not
impossible that in some jurisdictions government agencies might
themselves serve some or all of these functions. In an era of growing
and justified concern for the decline in standing and attractiveness of
public service, that potential should not be assumed away.
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TO: Morton L. Mandel FROM: _Arthur J. Naparstek DATE: 4/18/89
DEPARTMENT ALANT COU AT 100 REPLYING TO
0Of PART R i T Lo Al YOUR MEMO OF:

SUBJECT: 1ETTER TO COMMISSIONERS

Attached are two draft letters proposed fer mailing to commissioners. The
first was prepared by Naparstek, Zucker, and Levi. The second is a redralt
submitted by Fox and Hochstein.

We recommend sending the simpler draft (the one prepared locally) to
commissioners and using the Fox/Hochstein letter as a briefing paper for those
of us who will be interviewing commissioners. HLZ feels the Fox letter is too
complicated, but would be perfect as a briefing document.

It would be good to get the letter out as soon as possible. We should not date
the lectter on the first two or last two days of Passover. Also, we need to
lock in the place of our June meeting.
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4/18/89 DRAFT (2commletter)
letter to Commissioners from MLM

April 18, 1989

The third meeting of the Commission on Jewish Education in North America

will take place on June 14 from 10 a.m, to 4 p.m. at place

The purpose of this letter 1s to report on follow-up work by our staff and
senior policy advisors since our December 13th meeting, and teo let you
know that a staff member or senior policy advisor will try te meet with

you in advance of the June l4th meeting.

At the December l3th meeting, our Commission opted to focus its work
initially on two main subjects: (1) the shortage of qualified personnel
for Jewish education and, (2) the community, its structure, leadership,
and funding. Emphasis on these two enabling options was seen as key to
across-the-board improvements in Jewish education. A number of
commissioners urged that we consider, in addition to these two enabling
options, varjous programmatic areas such as early childhood education, day

schools, supplemental schools, the Israel experience, etc.

We believe that it is necessary to develop creative, effective, and
feasible approaches for dealing with the enabling options of personnel and
community and relate them to the various programmatic areas. We need to

devise a workable strategy to demonstrate that personnel and community can
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indeed be acted upon in a comprehensive manner. In personnel, this
involves recruitment, training, retention, and profession building. In
community, it involves recruiting cutstanding leadership, improving the

climate, and generating substantial additional funding.

We believe that important change cannot be achieved if it is based at the
national level alone. Real change must be undertaken on the local level
as well. Most education takes place at the local level. There are
already significant local level initiatives to achieve major improvements
in Jewish education. The pool of people who can be recruited for tangible
lecal demonstrations includes not only the current cadre of outstanding
educators, but also rabbis, Judaica scholars, federation executives, and
Jewish scholars in the secular and academic world. This adds up to

seeking change through a combination of local and national initiatives.

To implement a national-local approach to make comprehensive improvements
in Jewish education, we need a mechanism to serve as a source of ideas and
as a catalytic agent to cause these ideas to be implemented. It would
emphasize the personnel and community options. It would need te encourage
the development of local sites which will utilize the personnel and
community options to demonstate that they can lead to systemic changes in

programming local community education.

The local community would need to be a full partner in the design of

programs and in their implementation.
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We expect to discuss the concept of an implementacion vehicle with each
commissioner prior to our June 14 meecing. For this purpose, we have
asked a staff member or advisor to meet personally with each commissioner.

You will be hearing from such a person to set up an appointment,

We hope, through this interview process, to bring you up to date on what
we have been doing since the last meeting of the Commission, and to get
your reactions to our preliminary thinking. At the conclusion of the
interview process, the staff and senior policy advisors will consider the

commissioners' input and prepare a proposal for review at the June 14

meeting.
We look forward to your participation in this interview process and in the

June 14 meeting. Personal regards.

Sincerely,

MORTON L. MANDEL
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letter/SHa~W

Daar Corrissionev,

Sipne cur laat meeting of the Coxmisgicn on Jevish
rivcatiocn in ¥orth Amcrica or Decexber 13, cur staff has
bean hard et wvcrx. Tarowgh conversatlorse end
correspondence with you the Connisaionerw, and Un
censiaitations with experts: in the Zfieid and with the
senior pclicy adwleors, tha staff hzms bean davwlcoping
the idsas and suggestione that ererged from tha*r
ceeting. I would like tc shars with ycu oy wwsiratanding,
of how cur work las evelving.-

AT cutr last peetiny we coingidersa the lisc of 27 opticne
vhich rafiested the interects and concerns ¢f the
Cormriasioners -- any one of whilch cuuid have sarved ae
tha basis fer the Ccorlaston’s agerda., We reuogqnlzed
that the optiens c2aild be usafully divided into tso
large citagoriler: enapling options and procgrarmatic
opticra. We decléed to focoue cur initial effortuy on two
cf the enabling opfisng: 1) the shertage of qualified
perzornal for Jewieh educetion, ard 2 thea copsunity --
its structure, leadersh’p ecd fuwuiing-2as keve to acyxoas—
tha-heard irpyoverents in Jewisn educstisii. At tha same
tive, coxmissicnars urged thxat wa not overleock tha
varicue jrpertant prcgravnatic areauws csuch 2ac aez2rliv
ctildaned, day schocls,. supglstentary schaols, cellege
age,. Iinferrel educaclon, tha Israal Feverlencs, etc.

At tha staff bagan its wvork, 1t kecare clear that the
persornsel and cormunity optienz would have to pe daalt
with in es cocprahensive a vpavnsr =s poscizla. In the
area cof personpel, a corpréhensive strategy would
Invelve recrualtrent, traininmg, retention znd professicn-
butldaing. Fer tha coazuutty, Lt would dnvoive
razrulting cutatznding lsadershie, charging thea clirTats
and garervating significant add:iticna’ funding. While tha
inportanca of theas tws areas to -tivn irpraversnt of
Jewlsh educution haa long bean raczanized, previcus
attaerpots to address then -have not -hesr cororshansive
engugh to ke eoffective. Thare have hesn effeorts, for
exzwple, to Ixprove teachsr‘a ealariaes apd racrultuvent
prograre, bkut ve did not fird a eingle apgroach that
deelt sinultanezusly with ell of the elerents.
Fartherroye, the Iinter~rslaticn ¢f thase tve erass
beczre lncreaplingly ohvicus: gualified and dedicated
personnal would prohakly affezt the attirtude of
cermunity leadara, bubt suck personnsl le onlv lixkaly to
be attrmcted to the fidld 1f the climate of the
conmmunity ld iwproved. - :

P
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Wa realized that undartaking the enxbling optione will
raguire us to enter the programmatic arsas, a6 FAIKCLI:L
will have toc be recruited and traired Ior pearxticalar
assignmenta such as eariv childhocd edicaticn,
ceugplemantary schools and oorruoliy cenftersx, and
sverunity climate can onliy be chavged throogh concrete
pProgrers. N

Tha ataff discoverad that althcugh the Corrission’s geal
ig to affect change across=-the-hoard it wouid be
overvhelring to attarpt change ch a naticral Ievel dua
to the vastness and corplexity of %he Jewlsh educational
universs. Educaticn takas place on 2 lccal level and |
wvould be difficuit to kegin anywhare bul thare. Zapdrts
rexinded us that thers are cany advantager to bullding
prograte fror the bottor up, whers tha local cowmarity
piays a major role in initiating an idsa apd la 3 full
partner in its irpierentation. - In edditlen o
astablishing cwnarship, local iniriatives have <the
following advantages:

1. An undertakxing of a 1limitad scops is pore
vanageable and can b6 dong more corprzhensmively than a
naticnel project. The ccmmunity zan provide the energr
and huwran resources nesded for it. : )

2. The tangibla and vielkle rawsidilfts o€ & loczl
undartazking would hopefully genarata lnisrzat anong
cther corzunitises tc exulate tha oapprozch, 2nd would
lizely lead to a naticpal debate o thse irportant leaass
of Jaewliah edacatiorn.

3. A logsl projiect, handied in 2 hapds~on cepvar, would
perrit conatart fina=tasning and lrpresesant. o

¢. Bv \irpliementing geveral Iideas ani prograns 1n cne
sita, thay can bhave a far wora eignificant lmpact than
wiieh they are 1sclated. We have s&sT repeatediy that
thare are tany good ideas belrnd irplerpantad zoroes the
country, but thaeir effect hae not =z2chleved Taxirur
potantial. If they were brcught togetihar, tliervr izpace
vould be ccmppoundad. It woulid alse re f8ifl no
guickiy. :

5. In each lecal sitnatizn, ideaas that

e
vision of exgellenca in Jeaewigk e4uc:
experiventsi with.

At the sape time, however, wa LAave ¢3ta o respest the
contrivutien that can be rcade through the breed and
susitained afforts of ewprertm vorking from the top dovn.
Throughout our process, the staff has erpbaslizsd that
worring on the local scezne will regquire the leaderzhip
anc eaaslgtance of the nesticnal crganizations and
training ipetituticns, Any attewnt to devopetrate
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impact on a local lavel will not rsach ita full
potential unjess supported by the ernsrtice found in the
natienal orgzniaatiens and iratltutions. whAt we are
searching fer ia 2 wvay to ccrbina twve spproaches wvhich
are cften treated ssparatsly, eometiwse aver zo rutually
exirlusive, Our challenge la to work sinuitanecusly on
the local level fror the botter up and to Zind a way for
the riationa’l organizations to raka thair contrikbution to
to local exrerimgnts threcuygh an eapproacih sosgatives
raferred to ama fror tha top down.

As wa conpié@sr theas rultivle and coppleY isouas, Tany
quealbiope ererge. How do we begin to plan the local
inttlatlvas that will eventually lead te wideaprezd
chiange? wWno will be the broxer betwean the nationat
reaources and the individuzle in the comzunities where
projects are undartaken? How can we bring the Lest
practice cf Jewish education in the world to bear on a
speciflc prograw? Who will te regponsible for the
effective irplerentation cf local projects? How vill ve
enshre that standards and goals ars ralntainad? Wnho will
ges to it that succsssful ebdervwvrs are broughit to the
attention of cther covrunities and that the idaaw «re
appropriately diffused? WwWhat kind of mechanisr is
nanded to orchectrate this corpllozaterd enterprise?

Th=se are exciting but difficuit challspges. We naed
tha greatsst wisdoer avallable in corder to bkegin to
answer thewe many questienhs. Yeour inpul and reacticn to
theae ideas 16 cruclal to us as ve plan the naxt ateps
of the Cormiasion’s work. At the suggsstion of a nurker
of Cecrormiseicners, wve propoge to foilocw the individaal
irterview forrat which we have uzed In tha past. I have
asz¥al the ataff to conrtact each of you &and to try to
arranJe as rsny perscral appelintmants as possibia before
the next rceting of the Cemmiesicn.

look forw=rd toc seainzg you at cur next zeating on June

-

I
14, fror 10 2.35. t5 4 p.m. 2t .

Siprersly,

Morton L. Handsl

I
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TO: Archur J. Naparstek FROM: Virg%a F. Levi DATE: 4/27/89

. _ A REPLYING TO
L PR ERALE N T AT L AT PR PR AL 0 b o IRy YOUR MEMO OF:

IBJECT:  MEETING SITES

The following is a list of meeting sites that we reserved in an effort to find
an appropriate place for the June l4 Commission Meeting. All have been called
and cancelled. You indicated that you would like to follow up with a brief
lecter of thanks.

1. CJF
730 Broadway
New York, NY 10003
Contact Perscen: Carml Schwartz

2. Jewish National Fund
69th Street and 5th Avenue
New York, NY
Contact Person: Michael Aschenbrand

3. 92nd Street Y
1395 Lexington Avenue
New York, NY 10123
Contact Person:. Susan Vitucci

4. American Jewish Committee
165 East 56th Street
New York, NY 10022-2746
Contacct Person: Ira Silverman/Sema {7)
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TO: Morton L. Mandel FROM: Virginia F. Levi DATE: 4/28/89

- T — 741 REPLYING TO
1 MTALANT L OUCATION U A B NT AL AR Lo A TR YOUR MEMO OF:

SUBJECT: SCHEDULE FOR JUNE 13-15

We have a Philanthropy Day 2 scheduled for June 13. However, with a Commission
meeting on June 14, we have set June 13 for final planning and arrangements in
New York. Can you propose an alternate date for the Philanthropy Day

meetings? These were to include the following:

9:00 - 10:30 - Morton L. Mandel, Henry L. Zucker,
Arthur J. Naparstek

10:30 - 12:00 - Morton L. Mandel, Henry L. Zucker

1:30 - 3:00 - Grant Review

On June 15 we have tentatively set a meeting of the senior policy advisors for
the morning and the planning group for the afternoon. I understand that there
are plans for a MIG meeting on that date, as well, but that no time has yet
been set. Do you have any further advice regarding scheduling of this day?
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Arthur J. Naparstek

TO: ucker FROM: Virginig/F. levi DATE: 5/2/89
CHE PO T RHE T APLAMT LW B T10M [T 7 'j ; REPLY!NG TO
AES Ty L AMRT LI Ak YOUR MEMOOF:

SUBJECT: NEw YORK MEETINGS

As you suggested, I sent a memorandum to MLM about the conflict in scheduling
for June 13. He suggested that the Philanthropy Day meetings scheduled for
that date should be postponed until July. We will plan te meet in New York for
final planning and arrangements of the Commission meeting on June 13.

I asked about scheduling for Junme 15, indicating that we have tentatively
scheduled a meeting of the senior policy advisors for the morning and of the
planning group for the aftermcen of that date and noting that a MIG meeting has
also been scheduled for an undetermined time on that day. MIM Iindicated that

the schedule for the 15th will be resolved by May 8.

As a reminder, following is a summary of our current flight arrangements for

that trip:
Cleveland to New York - 6/12/89 - U.S. Air 598
Leave 6:05 p.m.
Arrive 7:30 p.m.
New York to Cleveland - 6/13/89 - U.S. Air 251

Leave 6:00 p.m.
Arrive 7:41 p.m.
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Morton L. Mandel
Arthur J. Naparstek
TO: Virginia F. levi FROM: _Henry L. Zucker DATE: 5/3/89

' i REPLYING TO

QEFARTMENT AILANT LOCATION FIE SRAM LAME N T APLANT |1 wf YOUR MEMO OF.
SUBIJECT:

Joel Fox's April 25, 1989 version of his paper on "Federation-Led Community
Planning for Jewish Education, Identity and Continuity" is excellent, It
contains a lot of material that needs to be communicated to the Commission.

I believe that Joel should be invited to the June 1l4th meeting of the
Commission to review the material in this document. We should also consider
whether to mail the material in advance, and leave it to Joel to summarize the
material and cover its highlights in a presentation of perhaps 10-15 minutes.

It might also be useful te try to get a picture of federation planning efforts
which are not quite as far advanced as the comprehensive planning of the eleven

communities which Joel covers.

There is a strong relationship between what the federations already are doing
and what more they are likely to be doing in the near term future on the one
hand, and the Fox-Hochstein proposal te establish an IJE. The juxtaposition of
the two types of presentations on June l4th should make for a lively discussion

by the Commission.
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TO: Morton L. Mandel FROM: Virginia F. Levl DATE: 5/9/89

A o ' | REPLYING TO
DE PAR TME NTALANT LOCATIGON TH A H IR N AL AR T4 ATILIN YOUR MEMO OF:

SUBJECT: Legistics of 6/14 Commission Meeting

I have spoken with my contact at Hebrew Union College and have the following to
review with you:

1. Main meeting room

In their conference space HUC can comfortably seat our entire group.
They have the capacity to tape the meeting and can provide a podium
with microphone, If we wish. They can provide a slide projector and
screen, but do not have an overhead projector. (I believe that if
Annette knows this in advance, she can get any visual aids put on

slides.)
The table can be arranged as we wish -- open square or horseshoe. 1
recommend the horseshoe arrangement to simplify the showing of wvisual
aids.

2. Small meeting rooms

HUC can accommodate us in three small meeting rooms, but not on their
conference level. They can set up three classrooms to our
specifications on another floor. There is not space in that area for
a large buffet table, but they can set up a table outside each
classroom to feed the people meeting In that rcom. The alternacive
would be to provide an individual box lunch for each participant. 1
recommend the small buffet table option.

3. Informal mingling space

There is space for the group to mingle and chat on the conference
level. This means taking an elevator to the small group meetings,
back to the conference level for the social period, and back to the
classrooms for lunch and continuation of the meetings. While not
ideal, it will work. An alternative is to schedule the social time
for before or after the small group meetings, rather than sandwiched
between them. I recommend staying with the original schedule:
10-11:30 plenary, 11:30-12:30 small group, 12:30-1:00 social time,
1:00-2:00 small groups and lunch, 2:00-4:00 plenary.
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4, Food

a. There will be coffee, tea and miniature danish available at 9:30
a.m. and throughout the morning.

b. During the social period, I suggest that we serve vegetables,
dips, and soft drinks.

c. There are two options for a buffet lunch:

1. Platter of salads - tuna, egg, salmon, pasta, lettuce,
tomato, dessert - $6.00

1i. Cold fish plate - lox, whitefish, swmoked fish, cheese,
bagels, dessert - $11.50

The third optlon is the box lunch:

111{. Our choice of salad sandwiches, cole slaw, fruit,
brownie - $8.00

I recommend that we select the platter of salads for the sake of
variety. I think the bex lunch is teo informal and offers too little

choice.

In order to meet kosher requirements, we will use disposable dishes
and utensils,

Please let me knov your reactions to these recommendations so that I can
finalize arrangements.












Dear Linda:

Premier Industrial Foundation
4500 EUCLID AVENUE

CLEVELAND. OHIO 44303

May 12, 1989

Thank you for taking the time to review with me the detalls of
plans for the meeting of the Commission on Jewlsh Educetion in
North America scheduled for June 14, I am writing teo clarify
our preferences and confirm arrangements on a variety of matters
relating to that meeting.

1.

We are asking participants te arrive at 9:30 a.m.
and plan to begin the meeting at 10:00 a.m. on
Wednesday, June 14,

a.

Several of us will want to arrive early to set
up. Can we get in as early at 8:00 a.m.?

We will need a table for regiscration during the
period from 9:30 a.m. to 10:00 a.m., and
probably beyond, to accommodate latecomers,

We would like coffee, tea, and miniature danish

(or some variation on that) to serve during the

registracion period and available througheut the
morning.

There should be available the equipment for
ritual handwashing which, I am told, includes
the following: a basin (or a large bowl), a
plitcher of water, a cup with a handle, and paper
towels.

We will meet in plenary session from 10:00 a.m.
until approximately 11:30 a.m. and again from 2:00
to 4:00 p.m.

a.

For this meeting we would like a table set up as
an open square, covered with a tablecleth, with
water readily accessible on the table. I will
get you a count of participants later, but we
should plan on the square being large enough to
seat 14 people on a side.
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We will want the meeting to be taped. 1 assume
you have someone with the expertise to tape a
meeting this large and hear everyone.

Do you have the capability to duplicate tapes on
site? 1If so, we will want to be able to do so
at the conclusion of the day.

I do not know yet whether we will need the
podium with microphone. Let’'s assume so for the
moment .

We are not yet certain what sort of visual aides
we will have. We may need a secreen. If our
presenters insist upon an overhead projector (as
they may), I may need to ask your advice on how
to rent or borrow one.

We plan to break into three groups at approximately
11:30 a.m.

a.

We would like the rooms set up as you and I
discussed, with tables to seat 16 to 18 people.
There should be tablecloths on the tables and
water easlly accessible.

I1f possible, we would like to tape the
proceedings in each of these rooms. You were
going to check on the availability ef equipment
for this purpose.

For a period of one-half hour, approximately 12:30
p.m. to 1:00 p.m., we will want the group to mingle
and socialize. You suggested returning to the
conference level for this purpose,

a.

We like your suggestion of raw vegetables, dips,
and soft drinks and request that you arrange for
these.

If it fits in the space you plan teo use, it
would probably be useful to have some seating
available. I had the impression that you might
be planning to use a lounge area, which would
seem ideal for this purpose.
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At approximately at 1:00 p.m., the group will return
to the classroom level to have lunch and continue
meeting.

a. We would like to set up a buffet table outside
each of the three classrooms from which to serve
lunch.

b. The menu we have selected is the variety of
salads. You indicated that this would include
tuna salad, egg salad, salmon salad, pasta
salad, lettuce, tomato, and dessert. We would
like to add to this fresh fruit salad, cottage
cheese, and raw vegetables. If this means that
the cost is greater, let me know how much, but
assume that we will pay any additional charge.

c¢. There should be available the equipment for
ritual handwashing, as described in the
foregoing.

d. I leave it to your ingemnuity to figure out hew
you will handle serving coffee, tea, and soft
drinks--whether at each individual buffet table
or an additional one, or whatever.

We will recturn to the conference level for the final
plenary session from approximately 2:00 to 4:00 p.m.

On Tuesday, June 13, we would like to heold a meeting
of approximately 12 to 15 peeple from 1:30¢ to 5:30
p.m. te make final plans for the following day. For
this meeting we need a table to seat 12 to 15
people, water, and, if possible, soft drinks. If
the large conference room could be set up for
Wednesday by the end of the day, we might do some
pre-meeting organizing. If not, we will do it early
Wednesday morning.

I think that covers everything for mow. If you have any
questions or would like to discuss any of this, please feel
free to call me at (216) 391-8300. I will be back in touch
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with you closer to the event to discuss exact counts and last
minute details.

Sincefpely,

.

Virginia F. Levi
Program Officer

Ms. Linda Robinson
Hebrew Union College
One West 4th Street
New York, NY 10012



II.

AGENDA
MI-NA MEETING WITH MLM, SF, AH

JERUSALEM, MAY 14, 1989

The Commission’s final products
A. A mechanism for implementation (the 1ii)
B. A report that is also a roadmap

C. Other products

The Third Meeting of the Commission
A. Outcomes

1. Commissioners involved

2. Mandate for developing a mechanism

3. An affirmative response to MIM’s memo of April 13,
items 1,2,3,4 and 7.

B. Content
1. Vision and best practice: demonstration center
illustrated X
2. Programmatic options in the context of (1)
3. A mechanism for implementation
4. Community
C. Structure for the Day

1. Introduction (MLM)
A. Continuity: December 13, 1988-June 14, 1989

(including:

—-=- the logic of the question "how can we do
this":;

-- from enabling options to first
implementations, to demonstration sites.

-- what we heard from commissioners

2. Enabling options reconsidered (Key Presentations)
a. The community
b. Personnel

(Vision and best practice:; demonstration;
illustration of programmatic applications)

c. Implications of (a) and (b): issues to be
considered for implementation

3. Discussion



4. Small group discussions
5. Discussion
6. Suggested Schedule
7. Materials to be prepared
a. Letter to commissioners
b. Key presentations
c. Discussion guides for small groups
III. Fourth and Fifth Meetings of the Commission
A. Detailed plan for the ii

B. Towards a roadmap:

1. What we need to know - preparing long term
research/planning plan

2. What we need to do - preparing a long term action plan

IV. Launching the ii and other macro-efforts.
A. Design
B. Steps to implementation
C. Relationship to MI-G

D. People

V. Meeting of funders

-- plan a funders’ session, possibly during the summer






2. Thesreport will offer recommendations for dealing with
the personnel and community options. It will provide th
rationale for demcnstraticn sites and for the "ii". It will
offer strategies for change as regards the community, in addition
to the work of the "ii",.

3. The report will contain a review of the state of the
field of Jewish Education (detail and depth to be determined -
J.Reimer is preparing suggestions.)

C. Other products.

A major product of the Commission should be impacting the
way the Community deals with priorities. Communal organizational
structure, the role of federations, funding, suppeort systems, are
all likely to be affected by the work of the Commission (see
appendix 2, MIM’s memo of April 13, 1989)

II. The third meeting of the Commission
A. Outcomes:
1. Commissioners involved

a. A central goal for June 14 1is teo involve the
Commissioners in the work and process of the Commission. This
Wwill be done two ways:

- by structuring the meeting around Commissioner’s active
participation and decision-making

- by offering mechanisms for their involvement after the
meeting ( possibly taskforces).

2. Mandate for developing a mechanism

a. It is hoped that by the end of the meeting the request
and mandate will arise for the detailed design and planning of a
mechanism for implementation. The extent to which the idea of the
mechanism will surface during the meeting will depend on the
dynamics of the day’s discussions. This may vary from dealing
with the ii in very general terms to a presentation of the idea.

3. An affirmative Response to HLM’s Memo of April 13,
items 1, 2, 3, 4 & 7 (see appendix 2)

It is suggested that discussion and endorsement of the
following items take place:

1. The "ii¥

2. Community action sites: from demonstration to
implementation

3. Personnel: Building a profession

4. Federation: A key factor for Jewish continuity

7. Research publication etc. as ongoing elements.



B. CONTENT

1. Vision and Best Practice: Demonstration Center
Illustrated.

2. Progranmatic options in the context of the ii

3. A mechanism for implementaticn

4. The community

(Note: These elements are discussed below as part of "the
structure of the day.")

C. Structure of the Day

1. Introduction (MIM) The introduction may include the
following elements:

Demonstrate the logic of the staff work from the
second to the third meeting of the Commission. This will include
reminding commissioners that we saw the challenge at the end of
the previous meeting as responding tec the question "how can this
be done?" In trying to deal with this question, we moved from
enabling options to the idea of the need to implement, to the
legic that demonstration sites are a first necessary step in
implementation. MLM will also refer to what we learned in our
interviews with commissioners.

2. Enabling options reconsidered (key presentations).

a. The central presentations for the 1l4th of June will
include a presentation on the community and a presentation on
perscnnel. These will probably be separate and will include
illustrations of what the community and perscnnel cptions will
look like in a demonstration site. Elements of vision and
elements of best practice will be introduced 1in these
presentations. (Parts of Joel Fox’s paper, etc...).

b. A way will be found to relate -- by way of examples
and illustraticons -- to those programmatic applications that are
most relevant tec the varicus interest groups amongst the
commissioners. We may want to relate specifically to the
interests of the following commissioners: Bronfman, Crown,
Hirschhorn, Evans, Ackerman, Fisher, Corson, Melton, Gruss,
Ratner, Lamm, Schorsch, Twersky, Lockstein. We will look at the
reports of the interviews and may even ask some to present their
ideas at the meeting.

c. A third part of the presentations will include
illustration of the issues that will need to be considered for
implementation in light of the presentations on community and
perscnnel - issues related to the "ii". These kinds of issues
may also provide the basis for the small group discussions.






are preparing draft.

We had a preliminary discussion on the remaining items of the
Agenda and agreed to continue the discussion at our next meeting
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Tel.: 972-2-662 296, 699 951

Fan: 972-2.699 951 FACSIMILE TRANSMISSION
To- Mr. Morton L. Mandel DATE: May 21, 198%
FROM: Seymour Fox NO.PAGES: °
FAX NUMBER: 001-216-391=8327
May 21, 1989
Dear Mort,

As I re-read the minutes of our meetings on May 14, I realized
that we did not clarify the connection between the neeting we had
in Cleveland on May 7th and our mesting in Jerusalem.

At the meeting in C¢Cleveland the approach that guided our
decisions was that the two enabling options - personnel and
community = led to the concept of demonstration site, which in
turn raised the problem of "who will bulld a demonstration site™
- the "1i"., In light of this, we considered three papers to be
prepared: one on the community, another on personnel and a third
on demconstration sites. We left the issue of the "ii" open,
thinking that this would probably be handled through a series of
questions to ba discussed in the =mmall group meetings and/or in
the plenunmn.

When we met in Jerusalem, we decided that we should prepare only
one paper for distribution before the next Commission meeting.
This paper would build on much of what has taken place in
interviews with commissionere since the last meeting. It would
describe how we believe the enabling options would best be
{mplementsd in a demonstration site and probably raise the issue
of whe will undertake the development and implementation of a
demongtration site - some version of the 1l. These materials - a
progress report - would be based on a new version of the letter
to the commissioners that Annette and I prepared (you, Art and
Hank correctly decided that our verslon would best be sent after
the interviews) along with a discussion guide which would touch
upon the concepts of perscnnel, community, demonstration gite and
some gquestiona about implementation. (See minutes of May 14th =
page 4, item 7.)
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The problem at hand is how to bridge the two cocnceptions., Hank
Zucker is preparing a paper on the community which represents the
nost advanced thinking in this area., There is a good deal to
report here becazse of the commissicns that have teen established
and Hank’s knowledge and wisdom. I think 1t is important to
remembar, however, that several of us ware concerned about the
descriptlions of success in Joel Fox’s paper. It ls questionable
as to whether the paper itself should be circulated.

As for writing a paper about personnel, the situation i{s quite
different. In the area ¢f personnel we have some vision, some
good ideas and very few exaxples of successful practice. We
have very little to report on what has been tried and is working.
To develop a personnel paper that deserves to ke taken serlously,
we would need to gather data on matters such as salaries, the
preparation and training ¢f those currently teaching, turnover
rates, deseription and first evaluation of existing training
programns, etc. Obviocusly, this cannot be done in a short period
of time. We cannot even gather the sparse data which exiats.

On the other hand, I think that Hank 1s ready to write a paper on
community. I know that the purpose of your meeting today is to
¢ombine the best of both approaches. Several pogsibillities come
to mind:

1. We could include Hank’s paper on community and explain why we
are not including anything on perscnnel - tell the truth.

-;g We could include Hank’s paper on community and list a series
questions about personnel which the Commisgsion will have to
investigate. The valuea of this might be to communicate the
complexity of the aselgnment.

3. We could prepare only onhe paper, as discussed in Jerusalem and
described above, but benefit from Hank’a rich contribution on
community through his preaentation on June 14th.

I had a very good c¢onversatlon with Hank about soma of these
ratters and we agreaed to continue the conversation on Wednesday.
Whatever decisicn is taken, elther a) our progress report plus a
paper by Hank Zucker on community, with some kind ©f explanation
as to why there 1ls no paper on personnel, or b) one paper - a
progress repoert - that includes some of the ideas that Hank will
be presenting on the 14th, Hank, Annette and I will have to
coordinate our efforts - both for the presentation and the
materials to be sent ocut prior to the meeting.

We are avalilable to continue the conversation in any way that is
useful.

Best Regards,
7

P.S. Mazel tov again, Dr. Mandel. I hope
good one.

e trip home was a
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cc: Arthur J. Naparstek

TO: Morton L. Mandel FROM: Virginia F} Levi DATE: 6/9/89
i . REPLYING TO
. L [RL L L A AT T AR N YOUR MEMO OF:
SUBJECT: Recording at June 14 Commission meeting

The primary logistical problem I have encountered in arranging for the June 14
Commission meeting has been in finding a means of taping the sessions. The
problem is not with the taping of the breakout groups, which can be handled
with equipment at HUC, but with recording the proceedings in the plenary
sessions. This requires much more sophisticated equipment and technical skill.

I have located an agency - Nutmeg Recording - which has found us a freelance
technician and the necessary equipment to record in the main meeting room. The
cost of equipment rental is $175 and of the time and transportation of the
technician is $450, for a total of $625. I am to provide the tapes, which I
can get less expensively than they.

The alternative suggested by Linda Robinson was to hire a court stenographer te
manually record the meetings at a cost of $1200. The only other alternative I
can think of 1s not to tape the plenary sessions at all.

I am to get back to Nutmeg to Indicate our decision on whether or not to use
their services by no later than Monday. Please let me know your thoughts on
this as soon as possible.
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Senior Policy Advisors/

Staff Arthur J. N tek 5/22/89
TO: ___ "7 FROM: __ """ t‘%&pam ¢ DaTE: /2%
Lt PR TMINT P N T ) " - HEPLY'NG TO
L -h [ LB TRrT [El.] Lb Bk FREF MY B AR Tl YOUR MEMO OF:

SUBJECT: COMMISSION-RELATED MEETINGS IN JUNE

This will confirm plans for meetings of the Senilor Policy Advisors and the
Commission on Jewish Education in North America scheduled for June 13 through
15, 1989, in New York City.

L. Tuesday, June 13, 1:30 p.m, to 5:30 p.m.
Pre-Commission planning to take place at Hebrew Union College, One
West 4th Street (between Broadway and Mercer, one block east of
Washington Square).

2. Wednesday, June 14, 9:30 a.m. to 4:00 p.m.

Meeting of the Commission on Jewish Education In North America to take

place at Hebrew Union College. Note change of starting time to 9:30

a.m,
3. Thursday, June 15 8:30 a.m, to noon.

Debriefing session of Senior Policy Advisors to take place at JWB. 15
East 26th Street.

I understand that you are available to attend all of these meetings. Please
let me know if your plans change in any way.

If you plan to stay overnight in New York City, we suggest that you make
reservations at the Roger Smith Winthrop Hotel, 501 Lexington Avenue (at 47th
Street). Rooms are being held in the name of The Mandel Associated
Foundations. Reservations can be made by calling (800) 443-0277,

Distribuction: D. Ariel J. Reimer
5. Pox A. Rotman
4. Hochstein C. Schwartz
5. Hoffman H. Stein
M. Kraar J. Woocher
V., Levi H. Zucker

72752 |B/B1} PRINTED IN U.S.A,



Premier Industrial Foundation
d500 EUCLID AVEMUE

CLEVELAND. OHIO adi03

May 22, 1989

Dear Blanche:

This will confirm plans for the Commission on Jewish Education
in North America to hold meetings at the UJA/Federation of
Jewish Philanthropies building on Wednesday, Octocber &, 1989,
and Wednesday, February l4, 1990. These are meetings of 50 to
60 people each and are to take place from 9:30 a.m. to 4:00

p.m.

In both cases we will need Conference Room A to be set up in an
open square to seat the entire group. The table should be
covered with tablecloths and ice water should be distributed
around the table.

Ve will need Conference Room C to be set up for lunch for the
entire group with round tables to seat eight each. We will
discuss details and menu closer to the events. If you have a
list of menu options, I would appreciate your sending it to me.
The group requires glatt kosher food.

Ve will also need three rooms available for smaller meetings of
approximately 20 people each. These should be available from
10:00 a.m. to 3:00 p.m. These can be set up with tables in a
closed rectangle, also covered with tablecloths and with water
readily available.

We will also need a table in the lobby area outside of
Conference Room A to be used for registration and check in.

We will wish to tape the proceedings in Conference Room A, as
well as in the three break-out rooms. Details on other audio/
visual needs will come later.

As in the past, expenses are to be charged to The Mand
Associated Foundations. It is my understanding that there will
be no charge for the use of the space, and that we are to be
billed for all expenses.
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Please confirm these arrangements. 1 will be back in touch with
you with details closer to the dates of the events. As always,
I appreciate your help and lock ferward to working with you in
the fucture.

Singerely,

L

Virginia Levi
Program Officer

Mrs. Blanche Rothman

UJa/Federation of Jewish Philanthropies
of New York

130 East 59cth Street

New York, NY 10022
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TO: Arthur J. Naparstek FROM: _Virginjw F. Levi DATE: 5/24/89
NAME NARAE
DEFPARTMENT PLAMT LOCATI{IM TF PAR TS N_rJI'LANI LOLATIHIN REPLYING To
YOUR MEMO OF:

SUBJECT: (ON-SITE DETALLS FOR JUNE 14 COMMISSION MEETING

If T am to take minutes at the June 14 Commission meeting, I will be unable to
focus on such details as registration, arranging for cars to take people to
airports, ensuring that the room Is & proper temperature and water pitchers are
kept filled, ete. 1T was able to focus on these details at the first Commission
meeting, because I was not responsible for note taking. Rachel Gubitz was
supposed to have dealt with this at the second meeting, while 1 took notes.

I propose one of twe options for the third meeting:

A. I could be relieved of responsibility for note taking and
subsequent minute writing and could be free te focus on the many

details of the day, or

B. I could concentrate on note taking and Joan Wade could take
responsibility for detail work.

1 am happy to take either responsibility, but do not feel that I could handle
both. I know that Anita Epstein is planning to be present on the l4th, but I
am not confident that she can take the necessary initiative. I am confident
that Joan could effectively handle the responsibilities involved.

We should decide on this relatively soon so that we can identify a minute-taker
or make the necessary travel arrangements for Joan.

FOZEDZO90nEIBON EO=9%0-0FE =2 =
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TO: Morton L. Mandel FROM: Virginia F. Levi DATE: 5/26/89

DEPARIMINTFLANT LOTATION CE £ 1IMEMT P AN IS REPLYING TO
YOUR MEMO OF:

SUBJECT: BOOKS FOR THIRD COMMISSION MEETING

In preparing notebooks for the June l4 Commission meeting, 1 propose to use
tabs that remain from the previous meeting. 1 suggest, therefore, the
following divisions in the book:

Table of Contents
Commissioners
Senior Policy Advisors, Consultants & Staff

Background Materials
Minutes of December 13 Commission Meeting [new tab required]

Design Document
Agenda

2N LA P L R e

I am attaching a copy of the cover sheet from the book of December 13. I
suggest that we use the same cover sheet design, with the newv date.

It will take some time to get all this together, so I would appreciate your
response as soon as possible,

FOZAOZO0OSMEEHON FHO—==56)-59 =32 —
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TO:WEMQEQn_L_Mandpl FROM:NAA:thu; ﬂ: Nagarstek DATE: _53/26/89
REPLYING TO

LDEPARTMEMTFPLANT LOCATION DEPARTMENT/PLANT LOCATION
YOUR MEMO OF:

SUBJECT:  poLIOW UP TO MAY 25 PLANNING MEETING WITH MIM, HLZ, VFL, AJN

At our meeting on Thursday, we agreed to consider the following agenda for the
June l4th Commission meeting:

16:00 - 10:30 a.m. Orientation te the day and comments - MIM
10:30 - 12:30 p.m. Session 1 - small groups
12:30 - 1:30 p.m. Lunch - entire group

1:30 - 2:30 p.m. Session 2

2:30 - 4:00 p.m. Plenary session

Staff would make brief presentatlions on personnel and community to small
groups, followed by discussion.

We faxed this schedule te Seymour and Annette shortly after our meeting. This
morning, Hank Zucker and I spoke with Seymour and Annette. They feel that
there is a need for a content-oriented presentation at the initial plenary
session. This, according to Seymour and Annette, will help set the tone for
the small group meetings.

The following suggested agenda is a result of our conversation with them:
10:00 - 10:20 a.m. Orientation to the day and comments - MIM

10:20 - 10:40 a.m. Presentation by either Fox or Hochstein on progress
report. This presentation would, in effect, be an
executive summary of the written material and
incorporate comments on community as well as
personnel. Presentation will also link enabling
cptions to programmatic options by putting forward
actual illustrations of how all of this might work
on the local level.

FOQZETZO09»EIBOO FO==-90-TFH =2 —

10:40 - 10:50 a.m. Questions for clarification
11:00 - 12:30 p.m, Session 1 - small groups
12:30 - 1:30 p.m. Lunch - entire group

1:30 - 2:30 p.m. Session 2

2:30 - 4:00 p.m. Plenary session

D'var Torah - Gottschalk
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Hank and I feel comfortable with this iteration., It serves as a compromise
and, for the most part, balances small groups with the plenary sessions. You
were right, each time we meet on the agenda It changes. Could you give me your
thoughts as soon as possible so I can communicate your thinking to Seymour and
Annette.

I am also attaching to this memo, the first draft of the material that Seymour
and Annette are working on. They emphasize strongly that this is work in
progress for the report to commissioners and that it has, even since we
received it, been rewritten and they are expecting furcther rewrites. In any
event, it provides us with an opportunity to make any critical comments at this
peint in time that could still influence their thinking and writing.

If you wish, 1 would be happy to take any comments you have, add them to
comments from Hank, Ginny, and myself and pass them on to Seymour. I will
await your feedback on both the written material as well as the proposed
agenda.

































TO: Morton L. Mandel FROM: Virpinia F. Levi DATE: 5/30/89

MARAL

DEPARTMENTPLANT LOCATIOHN - REPLYING TO
= DrPGRTMEMRT/RLAMT LOCATIOHN YOUR MEMO OF:

SUBJECT: MEETING LOGISTICS FOR JUNE 14

I spoke with Linda Robinson, at Hebrew Union College, today to confirm
arrangements for the upcoming Commission meeting and to discuss changes in the
schedule. With the exception of a couple of details, everything appears to be

in order.

1. The main difficulty we are encountering has te do with our
audio/visual needs. HUC has neither the equipment nor the
technicians necessary to tape the meeting. They do have small
tape recorders which could be used in the small group sessions,
but nothing for the plenary sessions. Linda tells me that when
they need a meeting recorded, HUC uses a hired court stenographer
which would cost §1,200 for one day. I suggest that we do
without recording and rely on the detailed notes of the human

recorders.

2. HUC has a screen, but no overhead preojector. Annette tells me
that she will need a projector, so I will check with JWB to see
if one is available to horrow. (HUC does have a slide projector,
but Annette does not feel that this will work.)

3. Finally, the lunch tables available for our use for the group
lunch seat six rather than the eight we would prefer. 1 see no
alternative but to be flexible and use the tables which are

available.
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Morton L. Mandel FROM: Arthur J;,. Naparstek DATE: 5/30/89
WEPARTMI NTASLANT EOH A .. 4 1&;‘?\ REPLY'NG To
L [ 94 1 13 A T M N1 AN (] |,f\ll(t~ YOUR MEMO OF:

SUBJECT: yPDATE ON PREPARATION OF BACKGROUND DOGUMENT

FIOZEOZO9EIHOA EO—==1T0-Ff =2 —

FOR JUNE 14 MEETING

Attached are two documents, the revised background document for the June 14
Commission meeting and a cover letter that will go with the document to
commissioners. Could you review the letter and get it back to us by
Wednesday? We would like to have everything ready to be wailed out on Friday,
June 2.

First, with regard to the background material. Fox and Hochstein incorporated
most of the corrections you, HLZ, and I made at our May 29th meeting. However,
there are several exceptions:

1. We suggested cthat to the bullet which states, "recrult graduates of
schools,”™ be added "recruit graduates of day schoecls and Jewish camps."®
Annette indicated that they did not write day schools in because they did
not want to offend those in the reform movement who have placed more
emphasis on supplemental schools.

2. On page 9 of our working draft we recommended removing bullet No. 5 which
scated, "a local project to be managed in a hands-on manner. It could,
therefore, be constantly improved and fine-tuned."” Fox and Hochstein kept
that in. 1 do not know why. They may have missed it or feel it adds cto
the content of the draft. In any event, I do not believe it changes the
focus of that part of the report and so should not represent a problem to
us.

The major issue before us is how we deal with the conclusion of cthe draft.
Annette was not completely comfortable with our rewrite of the conclusion.
Afcer I pointed out the questions that you had raised, she has rewritten their
original drafc and has now put forward two versions. Version one is a rewrite
of their original draft. Version two is what we proposed based on our Monday

morning meeting. Annette is printing both versions and they will be sent to us

on Thursday of this week. I will meet with Hank and reviev each version and
give you a recommendation as to which direction to go.

Seymour and Annette were very pleased with our input and, as I indicated, all
other changes have been incorporated.
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THE COMMISSION ON JEWISH EDUCATION IN NORTH AMERICA
THE THIRD COMMISSION MEETING

JUNE 14, 1989

DISCUSSION GUIDE FOR QROUP MEETINGS

It is important for the Commission to carefully consider - and,
if possible, to decide on -~ the issues that were presented in the
background materials. 1In order to facilitate a more extensive
exchange of ideas and beneafit from the thinking of all the
commissioners, the commissioners are being asked to discuss then
in smaller groups.

Format of the Group Meetings

Participants: 16 to 18 participants: 12-14 Comnissionera, 2-4
Policy Advisors and Staft

Functiong: Chair

Co=Chalr

Raporter

Two staff members or senior policy advisors
to assist the Chalr as needed

Materisjs: Background materials, this discussion guide

BPurpose: To receive maximum input from commisaloners to gquide
the Commission’s declsions about its next steps.

Time: The group discuesions are scheduled as follows:

Firet sesaion:
Second session:
Full Commission (reports of small groups):

Topics for Discugsion: The suggestad topics for discussion

listed in this guide relate to the morning’s
presentations, The Chair should use this guide in
any way ha/she finds useful; it is8 by no means
complete. The Chair ehould decide whether to open
the agenda to additional topics suggested by
participants.
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o ould r ed 4 de:s
+Community Iition Sites: The Community and Personnel
*Local Intervention/National Intervention
“The Community
*Personnel
#Programmatic Options
*What We Need To Know
tOrganizing for Implementation

*The Work of the Commission
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1. Community Action 8ites 1 The Community and Personnel

This commission wants to effect change in the impact of Jewish
education for Jewish continuity in North America. We have
decided to begin by dealing with the areas of the community and
personnel. The suggestion at hand is to start the process of
change - particularly in the area of personnel - through one or
more demonstration projects, or what is referred to in the
progress report as Community Action Sites.

If we choose to develop Community Actlion Sites, many questions
need to be answared:

a. What should be the unit of demonatration: a whole community
(e.g. dealing with educational personnel for all forms of
education in St. Louis); a network of institutions (e.q.
Ramah Camps); a single institution (e.g. a major community
day schoel, a major comnmunity center, a training
institution)?

b. Should there be one or more Communlty Action Sites?

c. What should guide the choice of a site: the size of the
Jewish population; the gquality of the leadership and
organization (e.g. does a lecal commnission exist?)
geographic locatieon; availabllity of professional staff:
potential funding capacity?

d, Are thare specific preferences or suggestlions for the first
Community Action site?
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« 2, Loocal Intervention/National Intervention

Education takes place locally ~ in day schools, in camps, in
community centers, in synagogues. However, some activitles,
such as training, take place at the national level. Moreover,
national communal organizations deliver services to communities
and funding sources are often national.

Experience shows that programs originating at the national level
(top-down programs) are often ineffective locally. On the other
hand, programs initiated locally could benefit from the expertise
and resourcese of national frameworks.

Questions:

a. How could the Commission intervene at the local level and
at the national level?

3. The Community

The Community Option aime at changing the climate regarding
Jewish education; at bringing strong leadership into central
roles in Jewish education; at raising the place of Jewish
education on the communal agenda:; at genarating additional
funding.

Questionss
a. What steps are neaded to bring about these changes in the
community?
b. How can the Commlssion lntervene to promote effective co-

operation among the various organizations and institutions?

4. Parsonnel
In the progress report and presentation, =speclfic 1deas were
suggested for addreseing the shortage of gqualified personnel by
dealing comprehensively with the issues of recruitment, training,
profession-building and retention,

Quaeations

a. What additional ideas could enhance thils approach?
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. 5., Programmatic options

Many commissioners have expressed their interest in programmatic
options (e.g., informal education, early childhood, supplementary
schools, college age). The personnel option will deal with some
of these - by virtue of the fact that personnel always works
within a programmatic area. However, this will only respond to
some of the programmatic interests of commissioners.

Questions

a. How should the Commission relate to the progranmmatic
options (e.g. make programmatic recommendations in the
Commission report:; establish an umbrella mechanism that
would assist commisaioners in theilr efforts in specific
programmatic areas)?

b. What should the outcome of the Commission’s work be in the
programmatic areas?

6. What We Naed To EKnow

Our data on Jewish education is limited. Little work has been
done to provide the knowledge and information upon which to base
decigione. We have scanty data about the state of the field,
about issues ranging from the number of teachers there are, the
kind of ¢training they have, total enrolment and the cost of
Jewish education, to issues such as "what works in Jewish
education”" or "what works better" ¢or "what should a Jewish
teacher know",

Quastions:

a, What should the Commisslion do to increase the knowledge we
- have about Jewilsh education in North ARmerica?

b. What do we n%SﬂHt% oy.before the Commission completes its
report? E.g.( St ather basdawdaia about the community
and personnel before suggegsting action?

7. Organising for Implementation

A strong consensus seems to be emerging that the Comnission
should end its work with more than a report, with some form of
implementation. Suggestions have been made that some mechanism
should be charged with implementation of the Commission’s
decisions.
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Questions:
a. Who will be responsible for specific local projects?

b. How will we ensure that the goals and standards of the
Commiesion are maintained?

c. Who will see to 1t that succeseful endeavours are brought to
the attention of other communities and that successful ldeas
are diffused throughout the field?

d. Who should be the broker between the national resources and
the individuals in communities where projects are
undertaken?

e, What kind of mechanism is needed to orchestrate the
conplicated enterprise of Community Action Sites?

8. The Work of the Commiaasion
The original plan for the Commission’s work calls for 2=3
additional meetings in the coming 9-12 months to complete the
work. Significant decisions need to be made.
Quastions
a, How should the commiseionere be involved in this work?
b. Are task forces required?
c. What should the products of the Commission be?

d. What kind of report would have the influence on the field of
Jewish education that the Commission seeks?
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MEMORANDUM

TC: Mandell Berman, Charles Bronfman, Seymour Fox, Robert Hiller,
David Hirschhorn, Annette Hochstein, Stephen Hoffman, Donald
Mintz, Joseph Reimer, Esther Leah Ritz, Bennett Yanowitz, Henry

Zucker
FROM : Morton Mandel
DATE: June 8, 1989
RE: Discussion Groups at June 14 Commission Meeting

Thank you for agreeing to take a leadership role in one of the discussion
groups on June 1l4. Following, for your information, are the assignments
of group leaders:

Group A Group B Group C
Chair: Bronfman Rirz Hirschhorn
Co-chair: Yanowicz Mincz Berman
Community Resource: Zucker Hoffman Hiller
Personnel Resource: Fox Reimer Hochstein

Enclosed is the discussion guide which has been prepared for your use at
the meeting. These will be distributed to everyone on June 1l4. I am
sending it to you in advance to help you in preparing for the day. The
suggested topics relate to the presentations which will be made at the
plenary session preceeding the group discussions. This guide is not
intended to limit discussion, but as a starting point.



Commission on Jewish Education in Norch America

June 14, 1989

Guide for Group Discussions

The small group meetings are intended to elicit questions, ideas, and

commentary based on the reports submitted to commissioners and the plenary
discussion preceding these meetings, rather than necessarily to achieve any
consensus. The guide is tentative because commissioners may choose to select
subjects to discuss other than those listed, and, of course, not in the
sequence or all of those listed. However, we assume that these subjects will
be germane to our deliberations.

1.

Community Action Sites: Demonstration and Diffusion

This Commission wants to bring about significant change in the impact of
Jewish education for its own sake and for purposes of strengthening Jewish
continuity in North America. The Commission has decided to begin by
dealing with the areas of the community and personnel. The suggestion at
hand is to start the process of change--particularly in the area of
personnel--through one or more demonstration projects, or what is referred
to in the progress report as Community Action Sites,

If we choose to develop Gommunity Action Sites, many questions need to be
answered:

a. How flexible can we be in deciding on the locus of demonstration? A
whole community (e.g., dealing with educational personnel for all forms
of education in St. Louis); a network of institutions (e.g., Ramah
Camps); a single institution (e.g., a major community day school, a
major community center, a training institution)?

b. What should guide the choice of a community: the size of the Jewish
population; the quality of the leadership and organization {e.g., does
a local commission exist?) geographic location; availability of
professional staff; potential funding capacity?

c. Are there specific suggestions for the first Community Action Site(s}?

d. How best to spread the lessons learned of steps that work?

The Community

The Community emphasis aims te change the climate regarding Jewish
education; at bringing strong leadership into central roles in Jewish
education; at raising the place of Jewish education on the communal agenda;
at generacting additional funding.
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a. What steps are needed to bring about these changes in the community?

b. Should the Commission intervene to promote effective cooperation among
the various organizations and institutions, and 1f so, how?

Personnel

In the progress report and presentation, specific ideas were suggested for
addressing the shortage of qualified personnel In all areas of Jewish
education by dealing comprehensively with the issues of recruitment,
training, profession-building and retention.

a. What are your views about how to make this approach effective--or do
you have other ildeas on development of personnel?

Bringing Personnel and Community te Bear on Mounting or Strengthening

Specific Programs

Many commissioners have expressed their interest in programmatic options
(e.g., informal education, early childhood, supplementary schools, college
age). The personnel efforct will deal with some of these--by virtue of the
fact that personnel always works within pregrammatic ar« ;. However, this
will respond only to some of the programmatic interests of commissioners.

a. How should the Commission relate the personnel and community directions
to programmatic interests (e.g., make programmatic recommendations in
the Commission report; establish an umbrella mechanism that would
assist commissioners in their efforts in specific programmatic areas)?

b. What should the outcome of the Commission's work be in programmactic
areas?

Relating Local and National Action

Working on the local scene will require the involvement and assistance of
the national organizations and training institutions. Local efforts will
not reach their full potential unless supported by the expertise of the
national institutions and organizations.

Experience shows that programs originating at the national level (top-down
programs) are sometimes ineffective locally. On the other hand, programs
initiated locally could benefit from the expertise and resources of
national frameworks.

a. How do we begin to plan local initiatives to lead to widespread change?

b. Should there be a "broker" between the national resocurces and the
individuals in communities where projects are undertaken?
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What Data-Gathering and Research Do We HNeed?

Our data on Jewish education are limited. Little work has bheen done to
provide the knowledge and information upon which to base decisions. We
have scanty data about the state of the field, about issues ranging from
the number of teachers there are, the kind of training they have, total
enrollment and the cost of Jewlsh education, to issues such as "what works
in Jewish education” or "what works better™ or "what should a Jewish
teacher know.”

a. What should the Commission do to increase the knowledge we have about
Jewish education in North America?

b, What information must we have, that we do not have now, before the
Commission completes {ts reporc?

How Do We Move fyrom the Commission to Implementation?

A strong consensus Is emerging that the Commission should end its work with
more than a report, with some form of implementation. Suggestions have
been made that some mechanism should be charged with implementation of the
Commission’s action recommendations.

a. Who should be responsible for follow-through?

b. How can we ensure that the goals and standards of the Commission are
maincained?

c. Who will see to it that successful endeavors are brought to the
acttention of other communicies and that successful ideas are diffused
throughout the field?

d. What kind of mechanism is needed to orchestrate the complicated
enterprise of Community Action Sites?
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cc: Arthur J. Naparstek

TO: Morton L. Mandel FROM: Virginia F/.’ Levi DATE: 6/9/89
NAML hfvmar 0
: ara REPLYING TO
nE FNT/PFLANT LL N PRI T M e ALl YOUR MEMO OF:
SUBJECT: Recording at June l4 GCommission meeting

The primary logistical problem I have encountered in arranging for the June 14
Comnission meeting has been in finding a means of taping the sessions. The
problem is not with the taping of the breakout groups, which can be handled
with equipment at HUC, but with recording the proceedings in the plenary
sessions. This requires much more sophisticated equipment and technical skill.

I have located an agency - Nutmeg Recording - which has found us a freelance
technician and the necessary equipment to record in the main meeting room. The
cost of equipment rental is $175 and of the time and transportation of the
technician is $450, for a total of $625. I am to provide the tapes, which I
can get less expensively than they.

The alternative suggested by Linda Robinson was to hire a court stenographer to
manually record the meetings at a cost of $1200. The only other alternative I
can think of is not to tape the plenary sessions at all.

I am to get back to Nutmeg to indicate our decision on whether or not to use
their services by no later than Monday. Please let me know your thoughts on
this as soon as possible.
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CHATIRMAN'S NOTES
COMMISSION ON JEWISH EDUCATION IN NORTH AMERICA
THIRD MEETING, JUNE 14, 1989

I. Welcome and Introduction

A.

Thank commissioners for attending by givimg an expression of
appreciation for their regular attendance at meetings, and
introduction of commissioners attending for the first ctime.
{Should there be any commissioners attending for the first time,
we will identify them for you prior to the meeting.)

Thank Hebrew Union College and Rabbl Geottschalk for his
hospitality.

Reaffirm the partnership between the Mandel Associated
Foundations, JESNA, JWB and CJF. 1Indicate that staffs of each
organization, Rotman, Woocher and Schwartz, have continued to
play a major tole in terms of the Policy Advisory Committee and
that Berman, Mintz and Yanowitz have also cooperated in all
aspects of the process as we prepared for this third Commission
meeting.

Emphasize, as you have in the two prier meetings, that this
Commission, as 1t's been convened, belongs to the members who

will guide irc.

II. Review of Developments Since the Last Meeting

A

Review what was accomplished at the December 13th meeting.

1. At the December 13th meeting we reviewed 26 options and
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adopted personnel and community as our primary focus.

a. Agreement that personnel will be defined in terms of
recrultment, retention, training and profession
building; community will be defined as leadership,
structures, and finance.

b. We agreed that personnel and community options can be
acted upon in a comprehensive mammer and lead to
systemic change.

Agreement that the emphasis in improving education must be

undertaken at the local level and linked to the programmatie

optiens, that is, to deal with personnel means to also deal
with day schools, supplemental schools, summer camps, etc.

Agreement that community and personnel options are

interrelated and a joint strategy involving both must be

devised. Personnel must be dealt with in a communal context
so that a positive climate is developed.

If the effort to deal with persommel and community are to be

successful, all stakeholders need to be invelved in the

effort to improve personnel and community. Stakeholders
include commissioners, representatives from the professional
and lay leadership of national and local organizatiens and
institutions, Jewish educators, national and local funding

sources,



III.

Iv.
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Method of COperation

For this meeting we undertook the assignment by asking our staff to
respond to the question of how the Commission can move forward and
bring about the significant across-the-board change through
personnel and community. We asked the staff to develop strategies
related to implementation that can occur on both a national and
local level. To prepare for this meeting, staff and senior policy
advisors have had a number of meetings and have interviewed most of
the commissioners. As indicated in the Executive Summary of the
Background Materials for this meeting, commissioners have been
consulted and three key questions have emerged. Do we know what
should be done in the areas of persomnel and community, are there
ideas? Do we know how it should be done? Are there strategies for

implementation?

For the Background Material, staff have attempted throughout the
consultations to respond to these two questions. The Background
Materials that you received prior to this meeting will serve as the
basis for our day's deliberations. Let me first review the

materials you have.

Review the Book

Progress Report by Annette Hochsteln or Seymour Fox
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Commission on Jewish Education in North America

June 14, 1989

Guide for Group Discussions

The small group meetings are intended to elicit questions, ideas, and

commentary based on the reports submitted to commissioners and the plenary
discussion preceding these meetings, rather than necessarily to achieve any
consensus. The guide is tentative because commissioners may choose to select
subjects to discuss other than those listed, and, of course, not in the
sequence or all of those listed. However, we assume that these subjects will
be germane to our deliberations,

1.

Community Action Sites: Demonstration and Diffusion

This Commission wants to bring about significant change in the lmpact of
Jewish education for its own sake and for purposes of strengthening Jewish
continuity in Nerth America. The Commission has declded to begin by
dealing with the areas of the community and persornel. The suggestion at
hand is te sctart the process of change--particularly in the area of
personnel--through one or more demonstration projects, or what is referre
te in the pregress report as Gommunicy Action Sites.

If we choose to develop Community Action Sites, many questions need to be
answered:

a. How flexible can we be in deciding on the locus of demonstration? A
whole community (e.g., dealing with educational personnel for all forms
of education in 5t. Louis}; a network of institutions (e.g., Ramah
Camps); a single institution {(e.g., a major community day school, a
major community center, a training institution)?

b. What should guide the choice of a community: the size of the Jewish
population; the quality of the leadership and organization {(e.g., dees
a local commission exist?) geographic location; availability of
professional staff; potential funding capacity?

c. Are there specific suggestions for the first Community Action Site(s)?

d. How best to spread the lessons learned of steps that work?

The Community

The Community emphasis aims to change the climate regarding Jewish
education; at bringing strong leadership inte ceuntral roles ilun Jewish
education; at raising the pl--e of Jewish education on the communal agenda;
at generating additional furu.ng.
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a. What steps are needed to bring about these changes in the community?

b. Should the Commission Intervene to promote effective cooperation among
the various organizations and institutions, and 1f so, how?

Personnel

In the progress report and presentation, specific ideas were suggested for
addressing the shortage of qualified personnel in all areas of Jewish
education by dealing comprehensively with the issues of recruitment,
training, profession-building and retention.

a, What are your views about how to make this approach effective--or do
you have other ideas on development of personnel?

Bringing Personnel and Community to Bear on Mounting or Strengthening
Specific Programs

Many commissioners have expressed their interest in programmatic options
{(e.g., Iinformal education, early childhood, supplementary schools, college
age). The personnel effort will deal with some of these--by virtue of the
fact that personnel always works within programmatic areas. However, this
wi respond only to some of the programmatic interests of commissioners.

a. How should the Commission relate the personnel and community directions
to programmatic interests (e.g., make programmatic recommendations in
the Commission report; establish an umbrella mechanism that would
assist commissioners in their efforts in specific programmatic areas)?

b. What should the outcome of the Commission’'s work be in programmatic
areas?

Relating local and National Action

Working on the local scene will require the involvement and assistance of
the national organizations and training institutions. Local efforts will
not reach their full potential unless supported by the expertise of the
national institutions and crganizations.

Experience shows that programs originating at the national level (top-downm
programs)} are sometimes ineffective locally. On the other hand, programs
initiated locally could benefit from the expertise and resources of
national frameworks.

a. How do we begin to plan local initiatives to lead to widespread change?

b. Should there be a "broker"” between the national resources and the
individuals in communities where projects are undertaken?
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What Data-Gathering and Research Do We Need?

Our data on Jewish education are limited. Little work has been done to
provide the knowledge and information upon which to base declisions. We
have scanty data about the state of the field, about issues ranging from
the number of teachers there are, the kind of training they have, toctal
enrollment and the cost of Jewish education, to issues such as "what works
in Jewlsh education" or "what works better" or "what should a Jewish
teacher know."

a. What should the Commission do to increase the knowledge we have about
Jewlsh education in North America?

b. What information must we have, that we do not have now, before the
Commission completes its report?

How Do We Move from the Commission to Implementation?

A strong consensus 1s emerging that the Commission should end its work with
more than a repert, with some form of implementation. Suggestions have
been made that some mechanism shcould be charged with implementation of the
Commission's action recommendations.

a. Who should be responsible for follow-through?

b. How can we ensure that the goals and standards of the Commission are
maintained?

c. Who will see to it that successful endeavors are brought to the
attention of other communities and that successful ideas are diffused
throughout the field?

d. What kind of mechanism is needed to orchestrate the complicated
enterprise of Community Action Sites?
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ME TO: - """ ° 7 7 our Fox, Annette Hochstein, Stephen Hoffman,
srton L. Mandel, Joseph Reimer, Carmi Schwartz,
nerman v, awein, Jonathany Woocher

FROM: Henry L. Zucker #B

DATE: July 18, 1989

At the June l4th meeting of the Commission, we made important scrides
toward advancing the goal of the Commission te impact North American
Jewlsh education positively and encourage constructive Jewish continuity.
I appreciate your participation in the planning, execution, and follow up
of this important meeting.

Enclosed are the minutes of both the Commission meeting and the meeting
of senior policy advisors the folleowing day. Cassette tapes of the
Commission meeting are also available upon request from Ginny Levi
(4500 Euclid Avenue, Cleveland, Ohio 44103, (216) 391-8300).

The next meeting of the Commission has been set for Monday, October 23
from 10:00 a.m, to 4;00 p.m. at the UJA/Federation_of Jewish
Philanthropies of New York, 130 East 59th Street, New York City. Please
mark your calendar. In addition, please hold the evening of Sunday,
October 22 and the morning of Tuesday, October 24 for meeting preparations
and follow up.

I look forward with pleasure to seeing you then.



TO: Commission File FROM: __ Virginia F, Jlevi DATE: _ _6/22/89

e o REPLYING TO
NFPAHTME N PLANT LI ATINN P IR T R N 4T s | LA A BTy YOUR MEMO OF:

SUBJECT:  REY COMMISSIONERS

At the Senior Policy Advisors meeting of June 15, 1989, the following
commissioners were identified as "key" te Commission progress:

Ackerman Evans Hiller Lipset Ratner
Arnow Fisher Hirschhorn Maryles Ritz
Berman Gottschalk Koschitzky Melton Schorsch
Bronfman Green Lainer Mintz Twersky
Crown Gruss Lamm Pollack Yanowitz

Special efforts should be made to ensure that these people attend Commission
meetings and are consulted on areas of interest to them.
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MEMO TO: Mark Gurvis

FROM: Henry L. Zucker M

DATE: July 18, 1989

At the June l4th meeting of the Commission, we made important strides
toward advancing the goal of the Commission to impact North American
Jewish education positively and encourage constructive Jewish continuity.

Enclosed are the minutes of both the Commission meeting and the meeting
of senior policy advisors the following day. Cassette tapes of the
Commission meeting are also available upon request from Ginny Levi
{4500 Euclid Avenue, Cleveland, Ohio 44103, (216) 391-8300).

The next meeting of the Commission has been set for Monday, October 23
from 10:00 a.m. to 4:00 p.m. at the UJA/Federation of Jewish
Philanthropies of New York, 130 East 59th Street, New York City. Please
mark your calendar. In addition, please hold the evening of Sunday,
October 22 and the morning of Tuesday, October 24 for meeting preparations
and follow up.

I look forward with pleasure to sceing you then.
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Group Assignments for Meeting #3

Group A
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Yanowitz
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Fox

Colman
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Gottschalk
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Pollack
Rosenthal
Shapizo
Twersky

Woocher

Group B

Ritz
Mintz
Hoffman

Reimer

Schwartz
Greenberg
Green
Ingall
Lainer
Lee
Lookstein
Ratner
Schorsch
Tishman

Ariel

Group C

Hirschhorn
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Hiller

Hochstein
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Ackerman
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