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TO: The Planning Committee FROM : Joe Reimer DATE: __ 2/_l_O /_8_9 ___ _ 
NAME NAME 

REPLYING TO 
DEPARTMENT/PLANT LOCATION OEPARTMEN'T/PLANT LOCATfON YOUR MEMO OF: ___ _ 

SUBJECT: The "II" Initiative 

I have worked with Seymour for almost 20 years and believe that he can 
accomplish almost any educational initiative that he believes in. The addition 
of Annette to his team only strengthens my confidence. 

However, I remain unconvinced of the prospects of the "II" Initiative achieving 
the goals in the announced time frame for several reasons. I'll elaborate 
below. 

My main objective now, though, is to have us immediately consider 3 questions 
while we continue to weigh the fate of this initiative : 

1. If our future consultations with wise men, advisory board and 
commissioners lead to many hesitations, do we have an alternative plan 
for the June meeting and beyond? 

2 . Could Seymour and Annette put in written form not only their leading 
assumptions and plans for the initiative, but also their responses to 
the questions raised by us in these discussions? 

3. Could we come to some preliminary agreement as to whether we want to 
invest major intellectual effort in writing a report (or background 
papers to a report) or whether we see a report as primarily "verbiage" 
or "rhetoric" to be fashioned using less intellectual effort? 

Here are questions that I continue to have about the "II" Initiative which I do 
not expect immediate answers. Perhaps the value would be a sample of what we 
might expect to hear from others in their hearing about this initiative. 

1. Given the knowledge base, the commitment and energy level, the set of 
skills in management and negotiations and the understanding of the 
Jewish community that would be needed to be the executive of the II, 
is it realistic to expect one person to be available for this job in 
1989? Might this not be a job designed for Seymour that someone else 
might find nearl y impossible to assume? 
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2. I hear Seymour saying " I know how to approach solving the personal 
problems in Jewish education through a demonstration site approach . " 
I do not know what he has in mind, but since be is the first to admit 
that this approach is far .from common wisdom, I wonder how a very 
skilled executive would react to having to be quite dependent upon an 
outside source such as Seymour for the roadmap to success? Might not 
this set up a dependent relationship which would hamper the 
effectiveness of the II's functioning? 

3. By definition, the II bas no power of its own. Its power is 
derivative of the Commission on its successor who will appoint the 
officers, provide the mission and the funds and presumably evaluate 
its effectiveness. Yet the Commission has never acted as anything 
other than a deliberate body . How do we know what it means to work 
for the Commission? Who will be the real board of directors and will 
the board be able to work harmoniously to agree on directions and 
funding, etc? (Let's not forget many of the most powerful 
commissioners will seek expression for their own agendas. 

4 . The II is described as having many functions each of which will have 
to be filled by leading educators and each of which is crucial to its 
successful functioning. The suggestion is that the II will be located 
in one geographical spot and that the team will meet "every Monday 
morning," and team members will be out on the road negotiating with 
community leaders and managing complex educational initiatives . Have 
we really considered if a team like this can be assembled in one spot, 
and if so, how will its members manage to work together as a team and 
also direct all that traffic in, lets say, 3 sites? Might we not be 
talking about a considerably larger staff than Just 3 or 4 members? 
Are they available? 

5. We use the term demonstration site loosely to refer to an urban are 
such as Boston or Cleveland. Knowing the Jewish community of Boston, 
I can say we are speaking about 8 days schools, 4 JCC's, 8 summer 
camps, 6 Jewish preschools, 1 Hebrew College, 12 Hillel Foundations, 
scores of supplementary schools, etc. (These numbers are rough and 
depend on how you draw the boundaries . ) How will 1 or 2 staff members 
from the II "manage" a process in which in a couple of years, we will 
turn around the personnel picture for so many institutions? What do 
we mean by "turn around"? What is the nature of the contract and with 
whom is it drawn? 

6. Danny Margolis (BJE director) and Sam Shaffler (Hebrew College 
President) are two prominent Jewish educators who are already at work 
trying to "turn around" the personnel picture in Boston. They are 
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succeeding, if at all, in small increments. Neither has any role in 
the Commission and each may have some feelings about that. What is 
our strategy for working with people like them? What do we really 
mean by saying "we'll help you look better?" Do we want to be sending 
potential recruits to the Hebrew College for training? If not, or if 
we could not get "our people" in the college to do the training, 
wouldn't that discredit the college (which, like the BJE, is an agency 
of the Federation)? 

7 . If Brandeis were asked to be a resource for the II ' s work in Boston, 
we would be delighted to participate. But what could we offer? We 
have an excellent continuing education program to offer (not geared to 
educators). We have an MA program to offer. We have some expertise 
in informal and family education, in improving the organizational 
structures of schools and the generic skills of educators. We also 
have. a large, impressive Judaic faculty who are not accustomed, for 
the most part, to teaching teachers. What we lack is an active 
interface with goals of the people involved in Jewish education in the 
Boston area. Who will teach us how to have a vital involvement while 
not sacrificing the energies we must continue to put into running our 
programs in the university? Wouldn't that be more difficult if it 
were Cleveland or Detroit? 

8. It would take a hell of an effort to turn around the personnel picture 
in Boston in a short time period. If the small II team with the help 
of the local community and Brandeis could pull this off, would we have 
much energy left to turn around and work on replicating those efforts 
in Philadelphia? How is the knowledge base gathered in Boston to be 
transferred to Philadelphia in a way that will be truly helpful 
there1 Even if they come to see what we have done in Boston, will it 
be applicable in Philly? Will we pull out resources from Boston to 
help Philadelphia? How does that work out in reality? 

There~ alternatives to the II Initiative. We know so because Seymour and 
Annette considered other possibilities. Sizer ' s model is about an 
alternative. Have we as a group fully understood why II is a better bet than 
all the alternatives? I for one do not know, and hence want a fuller, written 
response. 
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Professor Seymour Fox February 23, 1989 

Some suggestions for I.I. Unit 

1 . It should be free-standing. 

2. Its mission should be to identify ways to improve the system, and 
stiumlate existing institutions to undertake pieces of work to advance 
the cause . It may cause new organizations to be formed, as needed . 

3 . It will have a Board of outstanding lay leaders blending experience , 
knowledge, and financial strength . 

4. It will continuously develop and revise strategies, generally in concert 
with other persons or institutions. 

5. It will be a central address, both for funding sources and for relevant 
institutions, who will seek guidance in accomplishing their objectives. 

6 . It will be a full-time catalyst, acting in a planful, strategic way, 
while exploiting targets of opportunity. 

7 . It will seek to link priority pieces of work with various funders and 
competent implementers. It will be an "honest Broker" . 

8. Communities as a whole will be a basic bulding block, and seen as the 
principal "laboratory" (versus the individual institutions that deliver 
service within a community). 

9. Its initial focus will be on our enabling options. 

10. It will assist funders in moving ahead with programmatic options in 
which they have an interest, acting as a consultant, and providing 
monitoring and/or evaluation as appropriate. 

11. All major relevant institutions will be seen as "clients". 

12. Its small staff must be superior. 

13. Operating expenses will be funded by its Board . 
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Mr . Morton L. Mandel 
Premier Industries 
4500 Euclid Ave . 
Cleveland , OH 44103 - 3780 

Dear Mort , 

MAR 2 1 ~989 

\\'althnn1 l\.la~~arh11,rt1s 
022.5-¼-9 I (0 

March 14 , 1989 

I know that you will be briefed thoroughly by Art 
Naparstek on our trip to Israel, but I wanted to add my 
own perspective and thanks . 

;.1~ 
\ 

For whatever reasons our last set of meetings in Cleveland 
in February was not a successful moment for communications 
and l eft our team divided . It meant that Art and I were not 
really in touch with the direction of thinking that Seymour and 
Annette were developing around the concept of implementation 
( " the ii" ) and were not clear on our own roles as members of 
the team . Clearly the team needed to be reconstituted. 

The possibility to meet for four uninterrupted days in 
Jerusalem proved a wonderful remedy . It was not easy at first , 
but everyone was dedicated t o working through misunderstandings 
and working on gaining mutual understanding. I cannot over­
emphasize how graciously Seymour , Annette and their staffs received 
and hosted us and gave us their undivided attention until we 
could reconstitute ourselves as a team . When at the end we each 
spoke of how these meetings had met the goals we set fortmemT 
I fe l t grateful to you for this opportunity and fortunate to 
be part of a team that functions at this level of quality 
and dedication . 

There obviously is much work before us , but I believe 
we will all approach the work now with a fuller heart and a 
clearer mind. 

Sincerely yours , 

/t-(_ 
Joseph Reimer 
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TO: 

F'ROM: 

DATE: 

RE: 

Art Napar5teff 

Joe Re tmer 

Mar ch 16, 1989 

Brie fing Jon Woocher on 3/14/89 

I briefed Jon on ou~ Jeru3alem d~scuss1ons about the "11''- Jon 
reacted very positively to the concept, immediately agreeing that the 
model of a mediating mechanism made very good sense to him . He 
resonated with the idea of consulting with and helping communities to 
plan for significant cha nges in their system of Jewish educational 
delivery. 

Jon also s:aw a good deal of overlap between the "11 11 as prcposed 
and the mission of JESNA. At one point he said the plan for "11" 
sounded like what JESNA would be doing were it to have more ample 
financial and staffing resources . 

Jon believes that even ag currently constituted and funded JESNA 
(the staff) has gained alot of experience ln working with communities 
on plans for upgrading Jewish educat 1 on . He pred lets the "ii" staff 
wi l l encounter the same nuts and bolts problell'le.. in negotia ting with 
communi ties as have JESNA staff. The problems'Aof 1 . fragmentation 
within the system of Jewish education, 
2 . s tr ong vested interest which resist change, 
3. the lack of date to guide change, 
4. the need to educate lay leadership , and 
5. the need for more professional expertise to guide the change. 

Jon urgently suggests that in planning the ''ii" that we (the 
planning group) come and spend time with the JESNA staff and share 
our thoughts and learn from their on- the-ground experience wi th 
community p lanning and consultation. HP. 1nvlt-P.ct ~Pl''Ml"\1,v nn-:'\ hnn~tt o 
and u~ to even tl nd time duiing the flr5t week in April. 

Jon agreed to host the meeting of Commission educators on either 
Apr il 5 or 6 1n New York. 1'11 be calling the educators and s eeing 
wha t ls possible. 
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Nativ Policy and Planning Consultants 
Jerusalem, Israel 
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Tel.: 972-2-662 296; 699 951 
Fax: 972-2-699 95 J FACSIMILE TRi\NSMISSION 

TO: MEMBERS OF THE PLANNING TEAM 

FROM: SEYMOUR FOX & ANNETTE HOCHSTEIN 

DATE: MARCH 26, 1989 

NO. PAGES: \ 3 

FAXNUMOER: 001- ~12-391-8327 
. ... . . ~----------------·-------~------

Re Attached drart paper on the ii 

The attached paper 1& a draft that is incomplete. It is meant to 
serve a& a basis tor our discussions on Wednesday, March 29. A 
number of major issues have not yet been dealt with - e.g. we 
have only begun to deal in this paper with the que6tion of the 
organization of local involvement and its rela tionship to the 
ii. We have not elaborated on the di!!usion of innovation and on 
tha relationship o f t ho aca demic toam to the work of the ii. 
Formulations are often preliminary a n d meant to enrich the 
discussion. 

Looking forward to the meetings 

Best regards 
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March 25, 1989 

DRAFT - FOR DISCl!SSICN ONLY - - NOT FOR QUOTATION 

An Instrum~ntality for Imple=or.t~tion 

s . Fox, A. Hochste in 

I. BACKGROUND 

Bctweer. August and Dec~~ber 1988, the Commiscion on Jewish 
Educatio~ in North America engaged in a decision-making process 
aimed at identifying those areas where intc;,rvention could 
.significantly affect the impact or Jewish education in North 
J\morica . 

A wide variety or possible options we .:-t~ c onsidGred. Tho 
Commission opted for focu3ing its work initially on two topics: 

1. Dealing with the shortage of qua l i f i e d pGrsonnol tor 
Jewish education; and 

2 . Dealing with the community 
leadership and funding, as key s t c 
improvements in Jewish education. 

i ts structures, 
across-the-board 

At the same time, many commissioners urged that wo r k also b e 
underta ken in various programmatic area& (e.g. e a rly c hildhood , 
inf ormal education, programs for colleq o atuden~s , d~y school&, 
supplementary schools). 

II. THE CHALLENGE 

The. wido consensus amongst cornmissiohers e n t ho impo rta.nce of 
dealing with personnel and the community ciid n ot a l le·J iate the 
c o ncern axpre6sGd by some as to wh•the r wa y s can b e found t o 
significantly improve the situation in theG~ two areus . Indoed, 
a number of commissioners suggested that 3groement t h a t these 
areas were in need of improvemQnt has existed fo r c:1 lon"3 time 
amongst educators and cornmuni ty leaders. Ideo.s have been 
suggested; articles have bean written ; c o nfer~nces hdve been 
held; aome programs have been tried. Yet significant improvement 
has not come about. Some clai~ that we &Ou!!I to k new what the 
problem is, but have not yet devised a wo rkable s.:rategy for 
addressing it effectively in the field. 

1 
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The challenge facing the Commission is to develop creative1 
effective and !oasiblo approachos for dealir.g with the topics at 
hand (personnel and community} and to launch tho procoss that 
will bring across-the-board improvoment and change. 

III. BRINGING ~BOUT CHA.NOE 

~- From the Options to Domonetration Cent•rs 

The theoretical basis for undertaking the personnel end commuftity 
options has: be.en debated by commissioners, staff and outside 
experts . Though the deliberation will continue throughout, the 
Commission decid~d the time has come to deal with thG translation 
o! these options into prograDs and projects. 

A nutnbor of assumptions have guided our work as wa have begun to 
consider implementatior.: 

1. The community and personnel option~ are int~r::-clated and a 
joint strategy involving both must be devised. Indeod, dedicated 
and qualified personnel is likely to af!cct the attitude of 
community leaders. similarly, .if the conmunity ranks education 
high on its list of prioritic!s, more outstanding personnel is 
likely to . be attracted to the !ield. 

2. Dealing effectively with the personnel issue will probably 
require a comprehensive approach: r6ccuit~ent, training, 
profession-building and retention will all have to be dealt with 
simultaneously. 

3. In addition to the co~plex package ot intorJent~cns required 
by ( 1) and (2) abova, the issue of the time necessary to 
introduce change will have to be addressed . Tr-is will require 
deciding on an appropriate balance botwGen short, medium e.nd 
long-term results. 

4. All key stakehol~er~ will need to b~ involvQd from tho very 
beginning of this process. This include& co!nlnisaioner&, national 
organizations and institutions, local organizations and 
institutions, pro!essionals (local and national), and funding 
sources. 

5. The task is v~st and complex and W!.ll be dif!icult to 
address at once and across-the-board. 

6. Significant questions concerning the implementation of the 
two options can only be resolved in real-life situations, 
through the dyna~ics of thinking for impl6ment~tion, and in the 
actual act of implementing. 

2 
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7. For all these reasons, w-e suggest that tnca. Cocun.ission 
establish S,etnon_str1,ti9D 99pter1 where we can dea 1 \.1 i th the 
cor:ununity and persontlel options. 

8. By demonstration cantor we. mean a site (e. community, a 
network of institutions, on0 ~ajor institution, etc . ) whore the 
best ideas and p~ograms in Jewish education would b8 demonstrated 
in ae comprehensive a form as possible. It would be a nito ~here 
the ideas and programs that have succeeded, as ~oll as nGw ideas 
and experimental programs, would be ~ndertciken. Work ~t thi& 
site will be guided by a vision of what JeW19h education at it$ 
best oan be. The beat personnel would be r~cruited and eduoatQd 
on-the-job, the best le~c1ership of the community would be 
recru!t•d and inspired to tak• ownorship and offer guid:mce to 
developments. 

9. The assumption implicit in the suggestion of a demonstration 
center is that other cotnlt\unities would be ~ble to ase what a 
successrul approach to the co~munity and personnel options could 
be l iko, and would be inspired to repl icate the icteas and 
programs in th8ir own communities. Successful demonstration 
cent$rs could create a snowball eftect and lead to acros&-th~­
board change in J$Wish education. 

B. From D•monstration canter to a Meohaniem tor Implemantation 

1. As demonstration centers were being considered, a number or 
questions and issues related to their implementation arose: 

2. Implicit in the notion of "demonstrationtt is the assumption 
that one knows what should and can be demo~strated. HowevQr, at 
this timG some or wha~ should and can be de~onstratQd in Jewish 
education nGeds to be developed or created. 

3 . Programs ror implementation ~~e seldom sccces~ful when they 
are "top-down" programs. Indeed, there is likely to be local 
resistance to change when communities or instituti~ns ar9 given 
read.y-made plans. Communities mus.t play l! i1\ajor role in the 
initiation of the idea, they must be full partners in the design 
of programs and be responsible for implementation. 

4. Numerous questions need to be addre~sed in considering the 
demonstration center approach: Who will undertake the stratG~ic 
thinking? ~ho will plan and ensure that the stdndard& ~nd goals 
of the Commission a ra maintained!? Who will actively accompany 
the ideas through their stages of development and implementation? 
Who will deal with the unresolvc;d i&suea as they aris,e in 
implementation? Who ~ill see that things wo!'.'k, end that they 

3 
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can be replicated? Who will consider 
replication of change throughout the 
education? 

issues of 
universe 

r- .:V .lC. 

c- . ·. ; e and 
ol Jewish 

5 . A strong case exists ror initiating change th rough 
demonstration centers . However, as the abo ve issues ~ere boing 
considerod by tho stafC -- in extensive conoultation with experts 
-- it became clear that a means, a mechanism, is needed to deal 
with the development and implementation of domonstration centers . 
A way to modiate betwoen ideas and imploll\entation noed!; to be 
devised. 

6 . The possible role of this mechanise can be illustrated by way 
of an analogy borrowed from industry: the n,echaniam \.'ill be 
analogous to the unit that designs, develops and buil dQ the 
prototype of a new pro~uct, improving upon it unttl that product 
works. \ilhen probleos and issues arise during the procoas o r 
constructing the prototype, they are dealt with and resolved in 
the unit. Lessons learned from implementation are absorbed and 
use~ to change, adapt and modify the product; the product is 
adapted to spoci!ic local needs, etc. 

7. If successful, this mechanism could pre-empt e. recurring 
we~kness of dGmonstration projects in goneral education as ~ell 
as in Jewish education - that of m~naging the process from the 
initial idea (e.g. s e t up a demon&tration cantor !or personnel in 
Jewish Qduc ation) to its full implementation. 

8. It is ther•forG sugq•st•d t hat a meobanisQ tor 
implementation b • croated to h• oalled (tor l~ok ot a better name 
at this time ) "The Instrumontality tor Impler.:•ntation" (tho ii). 

IV. THE rNSTRUMENTALITY FOR·· I..MPLEMENTATION (ii} 

A. Th• Miaeion 

1 . The ii will be a !ree -1>t.anding mechanism ror the initiation 
and promotion o f change and innovation in Jewish education. As 
such , it should be a placQ guided by vi~ion, together with 
rigorous work an~ cr~ative thinking. If successful, it will be a 
&ource of ideas, charact4rized by an atmosp~ere a ! ferment, 
search and creativity. It will be the driving forcG for chang~. 

2 . The ii will design and revise developm8nt strategies - o tten 
in ccncert with other persons and inst.!.tutior.s. It wil l be a 
full-time catalyst f or development e!fort~ fc~ Jewish oducation. 

~ ..._ :_. :,, C ~ ,-.. ,- ..=_ • 
r, .· . . -r .-.. e 
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3. The ii will undertake the assignment ot creating demonstration 
centers. These dornonstration centers will deal minimally with 
the two enabling options: whore personnol will include: 
rocruitmont, training, profession buildin~ &nd retention, and 
community will includo : bringing strong l~adership into Jewish 
education, changing the climate and generating additional funding 
!or oducation. In dealing with personnel and the community, it 
will also be dealing with programmatic options, e . g. as it 
recruits and train& personnel for e&rly childhood programs , !or 
the day schools, !or informal programs, etc. 

4. The goal o! the demonstration center is to bring about mdjor 
change in the quality of J~wish education in that center, through 
a succees!ul approach to the options or personn e l and the 
community. The importance or a center resides both in the 
possibility to effect and d~monstrate change there, ar.d in being 
the basis for inspiring change elsewhere. 

5. The demonstration cer.ter will bQ a joint endeavour of an 
interested local community and the ii. The ii will assist in 
setting up the local m4chanism (local ii) that will undertake 
responsibility of the demonstration conter. Each demonstration 
center will have its local mechanism. Toqether, the local 
mechanisms will network for tho promotion of change ar.d the 
diffusion of i nnovation. The ii will act as fbcilitator for the5e 
devolopment. 

6 . As work proceeds, existing institutions may have to be 
upgraded or re-built; the help o! ~dditional institutions may be 
enlisted and the project lllay cause r.ew institutions to be 
established . 

7. As it builds demonstration centers, the ii will identify ways 
to improve the system of Jewish education and to stimulato 
existing institutions to undertake piece& of the work to advance 
the cause. 

B. In addition to this initial focus on demongtration centers, 
the ii \.Jill assist fundera in moving ahead witn programmatic 
options in which they have a~ interest by acting as a consultant 
and professional resource. The ii will be a central address tor 
funding sources and institutions who seek guidance in their own 
development efforts. 

9. Much of the definition of the work of the ii will occur in the 
actual process of implern$ntation . 

5 
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B. ThQ ii At Work 

The following is one possible scenario of tho ii at work: 

1. StafC and Govarn~nce 

a. The ii will be a freo standing mechanism, located in one 
specific place. It will have a staff to perfo~ the multiple 
functions and will be gova~ned by a board (seo Appendix 1). 

b . There will be a director, an executive, rosponsible for all 
the work or the ii. He/she will be an outstanding, high-level 
professional, comrnitte'1 to J6wish continu!.~y, knowledgeable of 
the Jewish community of North America. ne/ehe may bo an oducator, 
a managor, or both (to be determined.) 

c. In addition 
pro!essionals will 
detGrmined). 

to the dir'1ctor, a 
staff the ii (size 

team of outstanding 
and composition to be 

d. Governance of the ii will be in the hands of a board o! lay 
leaders, scholars and professionals, blending experience, 
knowl$dge and financial strength. 

e. The authority or the ii will derive from ideas that gui~e it, 
thca board that governs it, and the prestige and statue of the 
&taf! involved. 

2. FUnotions 

a. In order to moat the complex tasks involved in developing 
demonstration cer.ters, varioua functions will be undertaken . They 
will be linked organically and ".-111 complemant Gach other. They 
may includQ: 

i . research, data collection, planning and policy analysis; 
ii. community interface ~for demonstration sites); 

iii. funding facilitation; 
iv. monitoring, evaluation and feedback ; 
v. diffusion of innovations. 

b . Th~ work of the ii will be guided on an ongoir.g basis ~y the 
vision, the educational content and the phil,;:,sophy that are at 
the heart of the Commission's endeavour . Tha sources for these 
will include the starf, consultants through~ut the world, 
institutions, scholars, com.~unity le~nAr$ , ThQgQ oontcnt ~~p&ct& 
ot ~ne worK will be d06lt with a s a distinct function for the ii 
and will bo the responsibil i ty o! the acade~ic team. 

l·IH? .-. -.· -. ;: 
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c . Some o! the content and. rationale for the above !unctions 
include: 

i. research, d~ta colleotion, planning and policy an~lyais 

* To improve and maximize the knowledge-base upon which 
decisions for Jewish education are made [in a demonstration 
center and/or in general? To be determined). This rnay be viewed 
as the research and planning arm of th4 ii - the work in~y be 
commissioned, d'>ne in-housca or others may be encouraged to do 
various parts. The necessary data-bases will be created here; 
major issues will b• studied, key question& will be researched 
(e.g. create inventories o! Jewish educational resources; 
undertake needs analyses; set norms and standerds for trcining; 
assess the quality or existing training; analyze o·ommunity 
structures in relationship to Jewish educ~tion, etc.). 

• To provido tho analy$ia r.eedGd !or informed d4a.cisions. (E.g. 
What ar~ relevant criteria tor the s•lection of dGtnonstration 
centers? What is the nature o! the problem/e in that &ite? What 
are the political and institutional givens relevant to change in 
the demonstration C$nter? Who are the sitak~holdcrs and how can 
they b$ involved? What are the financial and financing 
possibilities?) 

* To provide - upon decision to underttike a project thG 
knowledge and planning support ne0ded and want~d by the 
demonstration center; to work WITH the local ii in the 
demonstration center and provide expertise that may be needed1 
to ensure the level and quality of the work intended. 

*Tobe the ~rn for p lanning and strategic thinking. It is herG 
that dGvelopment plans will ba designed and strategies will be 
defined and revis&d on an ongoing basis. Thi~ work will 
extensively involve othar per&ons and institutions . 

ii. community interlace (for domon3tration oentore) 

* While the ii will be a freo - atanding mechanism, it will work 
extensively with the communities where demonstration centers are 
located. It will do so by means or eomG form o! local ii'a that 
it will help establish. 

The community interface function will deal with: 

t Initiation of negotiations with relevant stakeholders and 
community leaders about undertaking thQ project. 

7 
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• Help the local communi!:y establish rnech<'lnisma for the 
demonstration projects (ii's) and racruit staff f o r t hem. 

• ongoing facilitation during implernonta4:.ion - as needed ( Q. g. 
negotiations with national training institutions, univorsities, 
organizations, etc.). Assistance as noeded (e.g. crisis 
management , dealing with resistance, gnli$ting community leaders' 
help when needed, etc.). The ii staff will be pro-active in its 
support o! the local management of the projects. Relevant ii 
statr will travel to delllonstration cent&r tor ongoing contact 
with the local team. 

iii. tundinq taoilitation 

* Brokoring 
(toundation&, 
federations, 
and indirect, 

between various p0esible eourcos of tunding 
national organizations, l ocal sources of funde , 

individuals) and the demonstrAtion center (direct 
with the help ot the board, local leaders, etc . ). 

iv. monitoring, evaluation and taedbaok 

The purpose ot thi& function is thre$fold: 

* To monitor tho implementation of decisions 0:1 &n ongoing b6sis 
and thereby enable trouble- shooting , changes, interventions as 
n e ()ded . 

* To evaluate - in whatever tonn or forms deemed most relevant -
the nature, quality and impact of changes. 

* To create and activate feedback loops that will allow a 
dialogue between what happens in practice and tho planning and 
theoretical functions. If successful, thi& loop will allow ror 
an ongoing process of cross-fertilization : the content of both 
the practical and the theoretical will be affectod, enriched and 
changed a ccordingly. 

v. diftusion ot innov~tion• 

The goal of the commission on Jewish Educetion in North America 
is to bring about across-the -board (systemicj change in Je·,dsh 
education by dealing with the aree.s of personnel and the 
community. The ii will deal with the complex issue of the 
diffusion of innovations from one or more demonstration centers 
to many or all communities. Strategies will bo devised to 
~axirni~e change throughout the community. 

8 
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J. organization of Functions 

In order !or each or the above five functions to be given the 
attention needed, and that none bo overwhelmed or overtaken by 
pressing neods of other !unctions, they should probably be 
structured as distinct units. The staf! of any one m-,.y be as 
small as a part-time pQrson or a& large as e. full team - as 
needed - howover each function should have autonomous importance 
and authority. 

4. How will the ii b•Qin its work? 

a. A pre-planning process will be un~ortaken with the director 
of the ii (and - depending on circumstances - with staff members 
too). It should begin as &oon as the notion of an ii is ~dopted. 

b. This process - which will be A joint learning 8ndeavour aimed 
at transrerring knowledg@ and authority to tile director could 
take the form of a several-week-long seminar (in Cloveland and/or 
Jerusalem) with a fully-developed "curriculum". The "faculty" 
should includG MU{, conunis&loners, academic8, professionals from 
the field, as well as members of the planning team. The process 
will involve: 

i. extensive work of the dire.ctor with mt3mhers o! the planning 
team to familiarize himself ~ith the background, concgpts and 
ideas or the ii. 

ii. extensive work with members of the planning team, senior 
policy advisors, some educators and commissioners to familiarizo 
himself with the reality of tho aituation of J~WiHh education in 
North America and with the colllll\unal and ir.stitutional aspects ot 
the issue. 

c. Following the above and any additional consultation they wish 
to hold, the first task of the staff will be to elaborate on and 
dotail the ii' s mission as dGfinGd by the Conunis::;ion. (The 
Commission's charge to the ii Etaff will provide ths ba~is of the 
mission statement; the staff will have to expand, detail and 
amend as needed.) 

d. Th& staff will present its propos~d ~xp~nded mi~sion statement 
to the board for consideration, discussion and approval . 

e. It i& undQrstood that these strategies will be reviewed on 
an ongoing basis, in extensive consultations with other 
institutions and individual5. 

f. The initial structure of the. ii will bo formulated (though 
opa~ to reconsideration) in accordance with the mission statement. 

9 
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5. Towards Demonstration Centers 

a. Amongst the aarly steps in itG work, the ii will have to 
decide. on appropriate derinition1. of demon&tration centers for 
the personnel and community options. Possibilities include: all 
educational endeavour& in a community, a network of institutions 
(e.g. a camping network or school sy&tem) or a set o! programg. 
The c:1ata collection and polic,r analysis unit will prepare a 
proposal !or discussion. 

b. Criteria for tho selection of demonstration centers will be 
developed (e . g. communities' d0a ire to be involved in a major 
development effort, conununities' cotnm.itment to Jewi~h education; 
availability of general educational r•source&; optimal eize; 
socio-economic and Jewish education indicators; leac:1orahip -
current an~ potQntial; etc.). 

This data may be largely available or may have to be collected by 
tho unit. In somo instances, it may have to be produced. 

c. Tha proposal will be brought for discussion to the regular 
staff meeting or the ii, where it will be argued, discussed and 
altered ae the case may be. 

d. The head of thG ii and its relevant units will than begin a 
round of consultations to check further the feasibility and 
wisdom of the specific s uggestions. Board ffiembers and relevant 
people and institutions in candidate communities will be 
consulted. Thes~ consultations will include assessments of local 
interest and commitment, likely interest and involvement o! 
stakeholders, likely availability of resources , etc. 

e. When the staff is ready, it will pres~mt its plan to the 
board for discussion, revision and decision. 

f. Following extensive review of the feasibility and assessments 
of the chanc&s for chang~ and success:, negotiations will be. 
undertaken with one or more communities for the s ett ing of 
demonstration centers. (see b~low) 

6. ThQ ii and D~monstration CentQrs 

a. Upon decision and agreement to undartake tns development of 
a dernonstr~tion center, work will begin. 

b . The auccgss or demonstration cent&rs will be largely 
dependent upon the local ownership, involvement, investment in 
the ,mde avor. 

10 
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c. The assumption is that change will como about in the 
community, with the ii acting as facilitator, catalyst ot local 
thinking and initiation, and resource for change with the 
community. The community will participate fully in thie process 
and take ovor part& or all, as faet as it can develop the 
capability to do &o. The ii will provide the necessary support 
and act a resource. 

d. In cooperation with the local leaderahip of the demonstration 
center, the ii will help set up a local mechanism - a local 
version of tho ii (existing institution, coalition of 
institutions, planning teatn, etc.) that will take responsibility 
for the demonstration center. 

e. The ii will enter into a contractual agreement with the 
demonstration center (community). Thi• agreement with stipulate 
the 1,,utual roles and und•rtakings. E.g. There will be explicit 
de!initions of the purpose ot dQmonstration centers, of the 
standards or work and of the expected activities. The principles 
guiding the work will be agr~ed upon. The process of planning, 
implementing, monitoring, evaluating, feedback, will be developed 
1ointly to en6u~~ lu~al ownership, as well as axceiLence. 

f . Careful thought will be given to dove lop an effective 
relationship between the demonstration com~unity and the ii. The 
purpose of the ii's intervontion will be t o improve local 
capability a.nd autonomy and to help ensure the quality or the 
output, the effective qualitative change or Jewish education in 
that community. 

This paper is UNFINISHED. 
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Appendix 1 

111e ii -- Organizational Design 
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A Mechanism ~or Initiatives in Jewish education 

S. rox & A. Rochstein 

I . BAC[GROUND 

Between August and December I988, the Commission off" J ewish 
Education in North America engaged in a decision-making 
aimed ac identirying those areas ~here intervention 
sign~ficantly at'fect the£ iiact of" J ewt.sh ed'.£9 tio_n ,,. in 

p~ocess 
could 
North 

Amer1cy ~il,J J... J i/2~ i?, (A-y ~~~,. 
A wiJe variety of possible option~ ~ considered. The 
Commission opted for focusing its work initially on two topics: 

l. Dealing with the shortage of qualified personnel for 
Jewish education; and 

2. Dealing with the community 
leadership and funding, as keys 
improvements in Jewish education . 

its s tructures, 
to across- the-board 

At the same time, many commissioners urged that work also be 
undertaken in various progralllJllatic areas Ce.g. early childhood, 
informal education, programs for college students, day schools, 
supplementary schools J. . . 

Il . THE CHA.LUNG!" 

The wide consensus among commissioners on the importance of 
dealing with personnel and the community did not alleviate the 
c oncern expressed by some as to whether ways can be found to 
significantly improve the situation in these two areas. Indeed, 
a number or comm i ss!oners suggested that agreement that these 
areas were in need of improvement has existed ror a long time 
among educators and community leaders. Ideas have been 
s uggested; ar t icles have been writte~; conferences have beer. 
held; some programs have been tried. Yet s1gn1ticant improvemer.t 
has not come about. Some claim that ~e s~em t o kn ow what th~ 
problems are, but have not yet devised a workable strategy ~or 
addressing them et~ectively 1n the r1e!d. 

,, 
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The challenge now facing the Comm i ssion is to develop creative, 
effective and feasib!e approaches for dealing with the topics at 
hand ( personnel the community - and later programmatic options> 
and to launch' the process that will bring across-the-board 
improvement and change . 

I I I. SOME UNDERLYING ASSUMPTION.$ 

1. To respond to the above chai!enge it is necessary to 
demonstrate that the per-.sonnel and community options can indeed 
be acted upon in the comprehensive manner ~ "tll~y were 
formulated . For personnel this involves recruitment, training, 
retention· and profession-building . ror the community this 
involves recruiting outstanding leadership, changing the climate 
and generating significant additional Funding. 

2. I~ is difficult to meet this challenge on the national! level ~ ~~ /J 
because It 1s tOO complex-and too u a,s-&-.- £N ~1'<A--,_,. t-#tf .-- 'fl n/ ~u'Mu<cK • 

3 . On t he other hand there is good cause to believe 
could be undertaken on the local !eve!, for the 
reasons : 

that it 
following 

a. m.ch of education takes place only on the local leve1, /P.e- . 

b. khe scope of a local undertaking that_would be comprehensi ve 
could be manageable. There i s surricient ·energy and there are 
enough people to undertake such a project. 

c . The results of a local undertaking would be tangible and 
vi s ible and could generate interest and reactions that might lead 
to a national debate on the important issues of Jewish education . 

d. ft loc~l project could be managed in a hands-on manner. 
The~r~1t could be constantly improved and fine-tuned . 

e . there a~e ideas and programs (best practice} that if brouoht 
t?ge~h~r, integrated and implemented in one site could h;ve 
~1gn1f1cant!Y _greater impact t han they have today h 
1mp~ementat1on 1s fragmented. ihe whole is greater than thew~: 
of its parts . 

f. 'Visions of Jewish education could be cranslated and experimented with in a ~ and manageable way. 

g. &lational institutions and organizations could be mobilized 
for such experimental programs. They would view th is as an 

2 
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opportunity 
educat ion : 

5 VY\ 

t o test and develop new conceptH!m'9-' ~ Jewish 

h ~ople could be recruited and mobilized for tangible 
d~monstrations . The pool could be expanded to include 
addition to the current cadre of outstanding educators : 

1. Rabbis 
2 . Scholars of Judaica tTwersky, etcJ 

local 
in 

3 . federation executives 
4. jewish scholars in the humanities and 

Sc.b,on, Lipsett, Ginzburg, ecc ... J 
sciences ~· cSchefler, 

4. Local sices could be networked ror greater impact. 

5. ~orking on the local scene could take advantage of 
both from the -bot t om-up- and from the -top-down - . 

IV. BRINGING ABOUT CBANG~ 

A. From Op~ ions to Community Action Si t e s 

working 

The theore tical basis for undertaking the personnel and community 
options has been debated by commissioners, staff and outside 
experts. Though the deliberation will continue throughout, the 
Comm i ssion decided the ti me has come to deal with the translation 
of these options into programs and project~. 

A number of~~mption~ave guided our work as we have begun to 
consider imp mentatio~ 

1. The community and personnel options are interrelated and a 
joint strategy involving both must be devised. Indeed, dedicated 
and qualified personnel is likely to affect the attitude of 
community leaders towards education. Similarly, if the community 
ranks education high on its list ot priorities, more outstanding 
personnel is likely to be attracted to the field. 

2. Dealing effectively with the personnel issue will probablD 
require a comprehensive approach: recruitment, training, 
profession-building and retention will all have to be dealt wit 
simultaneously. 

3. I n addition to the complex package or initiatives and 
interventions required by ,11 and <Z J above, the issue o~ ~he 
time necessary to introduce change will have to be addressed~. 
This will require deciding on an appropriate balance between --.... \ 

j ~~ 
f» _.,.iLjK ~ 
r~~ . ~~ ~·-. 

... 
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4. All key ' stakeholders will need to be appr opriately involved 
f rom the very beginning of this process. Th i s inc l udes 
commissioners, national organizations and insti t utions. local 
organizati ons and institutions, protessionals <local and 
nat ional ) , and funding s ources. 

5 . Significant questions concerning innovation 
implementation of the two enabling options and of 
programmatic options when they will be addressed - can only 
resolved in reaJ-Iife situati on s, through the dynamics 
thinking for implementation, and i n the actual act 
implementing. 
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6. .£or ail these reasons, we suggest that the Commission 
work with communities that wish to become Community Actl.2n 
Sites where we can deal with the community and personnel 
options. 

,. By Community Action Site we mean a site <a community, a 
network of' institutions, eue maJor iRsc;iotteieR, etc. ) where some 
or the best ideas and programs in Jewish education would be 
initiated in as comprehensive a rorm as possible. It would be a 
site wher~ the id~as and progratis that have succe€ded, as well as 
new ideas and experimental programs, would be.undertaken. Work 
at this site will be guided by a vision or· what Jewish education 
at its best can be. 

R. The assumption impl icit in the suggestion of a Community 
Action Site is that other communities wou!d be able to see what a 
successful approach to the community and personnel options could 
be like, and would be inspired to apply the lessons !earned to 
their programs, in their own communities. 

B. From Community Action Sites to a 
Initiatives in Jewish Education 

Meehanism 

!. As Community Action Sites were being considered, a number 
of questions and issues related to their implementation arose: 

2. Implicit in the notions of change, innova::ion, new 
initiatives, demonstration, is the assumption that one knows what 
should and can be changed and demonstrated. However, at this time 
some of what should and can be changed, innovated, demonstrated 
in Jewish education needs to be developed or created. 

3. Programs for implementation are seldom successful when they 
are ~top- down~ programs. Communities must play a maj or role in 
the initiation of the idea, they must be full partners in the 
design of programs and in their impl e men t ati on. 

4 . Numerous questions need to be addressed in considering the 
Communit~ Action Sites approaeh: ~ho ~ill undertake the strategic 
thinking. ~ho will plan and ensure that the standards and goals 
of the Commission are maintained? 1-lho will actively accompany 
the ideas through their stages of development and implementation? 
~ho will dear with the unreso lved i ssues as they arise in 
i mplementation1 Who will see that t hi n g s ~e rk , and that they 
can b~ r~pli=ated ? ~ o wil l c o ns ider issues of chang~ and 
re0lication o f change throughout the universe of Jewish 
edu.cat ion~( 

I 
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5. A strong case exists for i n itiating change through Community 
Action Sites. However, as the above issues were being 
considered by the start - in extensive consultation with experts 
- it became clear that a means , a mechani s m, is needed to dear 

· with Community Action Sites . A way to mediate between ideas and 
implementation needs to be devised. 

6. The po ss ible role of t~is mechani s m can be iI!us~rated_by way 
of an analogy borrowed from industry: the mechanism w1rr be 
analogous to the unit that designs, develops and builds the 
prototype of a new product, improving upon it until that product 
works. ~hen problems and issues arise during the process of 
constructing the procotype, they are dealt with and resolved in 
the unit . Lessons learned from implemeptaci o n are absorbed and 
used to change, adapt and modiry the~product; the product is 
adapted to specific loca~ needs, etc. 

7 . It is therefore suggested that a mechanism f or 
implementation be created to be ca!ied Cfor lack or a better name 
at this timeJ the mechanism for wlnitiatives in Jewish Education~ 
<IJE ). 

IV. THE MECBANISM FOR INITIATIV!S IN JE\llSB EDOCATION (IJE) 
A. The Mission 

1. The IJE wi 11 be a t ·ree-standing mechanism tor the initiation 
and promotion ot change and innovation in Jewish education. As 
such, it should be a center guided by vision, tog~ther wi t h 
rigorous work and creative thinking. If' successful, it will be a 
source of ideas, characterized by an atmosphere of rerment 
search and creativity. lt will be the driving force ro~ systemi~ 
change. 

2. The 1JE will desiin and revise deveiopment strategies 
generally in c oncert with other persons and institutions. It 
wi 11 be a ful 1-t ime catalyst t·or development eft"orts for J ewish 
education. 

3 . The IJE wiII undertake the assignment of creating Communi t y 
Action Sites. These Community Action Sites will deal minimally 
with _the two en~b~ing options_- where personnel wi ll include: 
recru1~ment,. tr~1n1ng , prof~ss~on building and retention, and 
commu~:tY w:11 ~nclude: ~ringing strong leadership into Jewish 
educat1on,_chang1ng the climate and generating additio~aJ fund ing 
for education . Through personnel and the community it will also 
be dealing with programmatic ' 
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options, e.g. as· it recruits and t r a ins personne! for early 
childhood programs, for the day school s , for informal programs, 
etc . 

4. The goal of the Community Action Site is to bring about 
major change in the quality of Jewish education in that Site 
through a successful approach to the opt ions of personnel and th~ 
community. ihe importance of a site resides both in the 
possibility to effect and demonstr~e change there, and io being 
the basis for inspiri n g change elsewhere. 

5. 'the Community Action 'Site wiI! be a Joint endeavour of an 
interested l ocal community and the 1Jt. The 11£ will assist, if 
needed, in setting up the local mechanism Clocal 1JcJ that will 
undertake responsibility for the Community Action Site. £ach Site 
will have its local mechanism. Together, the local mechanisms 
wi!! network for the promotion of change and the diffusion of 
innovation. The 1J£ will act as facilitator to create a network 
of such 1oca1 mechanisms. 

6. Conditions are bound to change as as result of the work of 
the IJE. As work proceeds existing institution's may want to 
respond to emerging needs . The IJc may cause new institutions to 
be es tablished - when no viable alternative exists . 

i. In addition to this initial t''ocus on Community Action 
Sites, the IJ! will assist funders, as appropriate, in moving 
ahead with programmatic· options in which they have an interest by 
acting as a consultant and professional resource. The I J E will 
be a central address for fund i ng sources and.for i nstitutions who 
wish to work cooperativel y with the I J E in their own development 
efforts . It may also help local IJ?·s find funding for their 
initiatives. 

8 . Much of the def i nition of the !Jc will evolYe during the 
actual process of i mplementati on. 

B. The !Jc At Work 

The following is one po s s ible s cenario of the 1Jc at work: 

l . Staff and Governance 

a. r he I J "e wi 1 l be a f r ee s t and ing mechanism . I t wi ! l have a 
s t aff to perform mu lt i p l e t unct ions and· wil l be governed by a 
Board of Tr us cees ( s e e Appendix 1 J . 

. : .... . ; • .· . 
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b. There ~it! be~ d irector, r e sponsible t or all of the work of 
t he IJE. He/sh~ will be an outsta n d ing, high- leve ! professional 
committed to Jewish continuity knowledgeable of the Jewish 
community of North America . He/sh~ may be an e d ucator, a manager, 
or both C to be determined . ) 

c . In addition to the director, a team of outstanding 
professionals will statt the IJc (size and composition ~co be 
determined J. 

d. Governance ot the I-J"E: wi 1 1 be in the hands or 
composed of lay leaders, scholars and ororessionals 
experience, knowledge and rinancial strength. ' 

a board 
blending 

e . ihe authority of the IJE Will derive from the ideas 
guide it and the prestige, status and effectiveness of its 
and staff . 

2~ Functions 

that 
Board 

a. In order to meet the complex tasks involved, the IJE will 
undertake var ious functions. They· wi11 be linked organically and 
will complement each other. They may include: . · 

i. research, data ~o!lection, planning and policy analysis; 
ii . community interface <for demonstration sites>; 

iii . funding facilitation; 
iv . mon itoring, evaluation and reedback; 

v . diffusion of innovations. 

b. The work of the IJE wi11 be guided on an ongoing basis by the 
vision , the educational . content and the philosophy contained in 
the final report of the Commission. To insure the above ongoing 
inouts will be rece i ved from the staff of the IJ t, consultants 
throughout the world, institutio~s. scholars and community 
leaders . A Professional Advisory Board will be established to 
stimulate this activity. 

c. Some of the content and rationale tor items i-v above include: 

i . r e search , data collection, pianning and policy analys is 

" This may be viewed as the research and plannipg arm ot· ~he · 
IJE. It will im~rove and maximize the know!ed~e-base upon which 
decisions For Jewish education are made The work may be 
commissioned, done in- house or others may_be encouraged to do 
various par t s. 'the necessary data bases w111 be created here; 
major issues will be studied, key questions will be researched 
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(e.g. create inventories of Jewish educational 
undertake needs analyses; set norms and standards for 
assess the quality of e xi sting training; analyze 
structures i n relationship to J ewish education, etc. ) . 

resources; 
training; 
community 

" To provide the analysis needed fo r informed decisions. <E.g. 
Wha t are relevant criteria fo r the selection o f Community Action 
Sites? Wha t i s the nature of the problem f s in that site? What 
are the political and institutional givens relevant to change in 
the Community Action Site? Who p re the stakeholders and how can 
they be involved? What are the financial and financing 
possibi I ities'r J 

~ To provide the knowledge and planning support needed and 
wanted by the Community Action Sites; t o work with the local IJE 
in the Community Action Sites and provide expertise that may be 
needed; to help ensure the level and quality of the work 
intended . 

* To be the arm of the IJE for planning and ' strategic 
It is here that development plans will be des igned an~ 
will be defined and revised on an ongoing basis. This 
extensively invo!ve o t her persons and institutions. 

S i tes) 

thinking. 
strategies 
work will 

i i. c ommunity interface t ~or Community Action 
~ The IJE will work extensive!y with the 
Community Ac tion Sites are located. It will 
local mechanisms that vill be established. 

communities where 
do so by means of 

The community interface function may deal wi~h: 

~ In i tiation of negotiations with relevant stakeho iders and 
community leaders about undertaking the process of becoming 
Community Action Sites. 

* Help the local community establish a mechanism for its 
Community Action Sites and assist in recruiting staff for such 
mechanisms . 

~ Ongo i ng facilitation during implementation - as needed ( e.g . 
assistance in negotiations with national training institut i ons , 
universities, organizations, etc . }. The IJE staff will be pro­
active in i ts support of t he local management of the Community 
Ac t ion Si tes. Relevant IJE starf will main tain ongoing contact 
with the local team. 

iii. funding facilitation 

This function may include the roilowing: 

~ To undertake as appropriate, brokering between various 
possible sources of funding <foundations, national organizations, 

. • . .. . .. 
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local sources ·of funds, federations, individuals} and the 
Community Action Sites. 

"' To be a central ad.dress both for funding 
relevant institutions who wi!! seek guidance 
their objectives. 

sources and for 
in accompl i shing 

K To seek to link high priority pieces of work with various 
... funders and com_petent implementors. 

~ To assist funders in moving ahead with programmatic options in 
which they have an lnterest, acting as a consultant, and 
providing professional assistance as appropriate. ' 

iv.;.,.inon·ij:oring, eval uation a nd feedback 

The purpose of this function is threefold: 

"' To monitor activity of each Community Action Site. 

• To evaluate - in whatever form or forms deemed most relevant -
the progress of Community ~ction Sites. 

• To create and activate feedback loops to 
results With a . process of re-thinking, 
implementation. 

connect practical 
re-planning and 

v ; , d tffusipn . o~ i·nnovation 
' 

The ··•·goal or the Commission on Jewish Education in North America 
i s " to· bring about across-the-board systemic change in Jewish 
ed~cat.ion, by initially dealing with the areas of personnel and 
the com~unity. The IJE wit~ deal with the complex issue or the 
diffusion of innovation from one or more Community Action Sites 
to many or a!! communities. Strategies Will be devised to 
maxi~ize change throughout the community. · 

3. ;_Ofganiza,tion -of Functions 

In or der for each ot the above ~ive functions to be given the 
att~ntion needed , and that none be over1wheillled or overtaken by 
pressing needs of other functLons, they should probably be 
str~ctured as distinct unics. The starr of any one may be as 
sm~ll as a part-e1me person or as large as a ru11 ceam 

, n_eeded - however each f"unction should hav~ auconomous fmportani! 
and authority. 

DRAFT - FOR D1SCUSS10N ONLY - NOT FOR QUOTATION 

10 

• ,. -.• •J: • • r 

.. ~ , 

.. 



4 . Row wi !i ·:th e DIE _~ g i n its work-7 

a. Once the notion of an IJ~ is adop tea by the Commtssion, a 
compr ehen sive pl an ~il l be developed to ! aunc h the IJE. At the 
appropriate time • ~oard will be can~ ttuted and a director will 
be hired. 

.., . 
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A Mechanism tor Initiatives in Jewish Education 

s. Fox, A. Hochstein 

BACJCGROOND 

..... ---.. Between August and Decembe r 1988, the Commission on Jewish 
Education in North America engaged in a decision-making process 
aimed at identifying those areas where intervention could 
significantly affect the impact of Jewish education in North 
America. 

--, A wide variety of possible options were considered. The 
~ Commission opted for focusing its work initially on two topics: 

1. Dealing with the shortage of qualified personnel for 
Jewish education; and 

2 . Dealing with the community 
leadership and funding, as keys to 
improvements in Jewish education. 

its structures, 
across-the-board 

At the same t ime , many commissioners urged that work also be 
undertaken in various progralUltlatic areas (e.g . early childhood, 
informal education, programs for college students, day schools, 
supplementary schools). 

·- II. THE CHALLENGE 

The wide consens us among commissioners on the importance of 
dealing with personnel and the collll\unity did not alleviate the 
concern expressed by some as to whether ways can be found to 
significantly improve the situation in these two areas. Inde ed, 
a number of commissioners suggested that agreement that~ these 

__ areas were in need of improvement has existed for a long time 
among educators and community leaders . Ideas have been 
suggested; articles have been written; conferences have been 
held; some programs have been tried. Yet significant improvement 
has not come about. Some claim that we seem to know what the 
problems are, but have not yet devised a workable strategy for 

----. addressing them effectively in the field. 

- 1 
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The challenge now facing the Commission is to develop creative, 
effective and feasible approaches for dealing with the topics at 
hanc1 (personnel, t .he community - and later prograJUmatic options) 
and to launch the process that will bring across-the-board 
improvement and change. 

III. SOHi ONDERLYING ASSUKPTIOH 

1. To respond to the above challenge it is necessary to 
demonstrate that the personnel and community options can indeed 
be acted upon in the comprehensive manner that they were 
formulated. For personnel this involves r e cruitment, training, 
retention and profession-building. For the community this 

, ~' involves recruiting outstanding leadership, changing the climate 
~ and generating significant additional funding. 

--

2. It is difficult to meet this challenge on the national level 
be cause it is too complex and too vast. 

3 • On the other hand there is · good cause to believe that it 
could be undertaken on the local level, for the following 
reasons: 

a. much of education takes place only on the local level 

b. the scope of a local undertaking that would be comprehensive 
could be manageable. There is sufficient energy and there are 
enough people ~o undertake such a project. 

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

d. a local project could be managed in a hands-on manner. 
Therefore it could be constantly improved and fine-tuned. 

e. there are ideas and programs (best practice) that if brought 
together, integrated and implemented in one site could have 
significantly greater impact than they have today when 
implementation is fragmented. The whole is greater than the sum 
of its parts. 

f. visions 
experimented 

of Jewish education 
with in a limited and 

could be translated 
manageable way. 

and 

g. national institutions and organizations could be mobilized 
for such experimental programs. They would view this as an 

2 
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opportunity to tQSt and develop new conceptions for Jewish 
• education. 

b. 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 (Twersky, etc) 
3. Federation executives 

,--.. 4. Jewish scholars in the humanities and sciences (Schefler, 

,- -.. , 

-----, 

-, 

--. 

Schoh, Lipsett, Ginzburg, etc • • . ) 

4. LOcal sites could be networked for greater impact. 

5. Working on the local scene could take advantage of working 
both from the "bottom-up" and from the "top-down". 

IV. BRINGING ABOUT CHANGE 

A. Pro~ Options to community Action Sites 

The theoretical basis for undertaking the personnel and community 
options has been debated by commissioners, staff and outside 
experts. Though t he deliberation will continue throughout, the 
Commission decided the time has cone to deal with the translation 
of these options into programs and projects. 

A number of assumptions have guided our work as we have begun to 
consider implementation: 

l. The community and personnel options are interrelated and a 
joint strategy involving both must be devised. Indeed, dedicated 
and qualified personne l is likely to affect the attitude of 
community leaders towards education. Similarly, if the community 
ranks education high on its list of priorities, more outstand~n9 
personnel is likely to be attracted to the field. '· 

2. Dealing effectively with the personnel issue will probably 
require a comprehensive approach: recru itment, training, 
profession-building and retention will all have to be dealt with 
simultaneously. 

3. In addition to the complex package of initiatives and 
interventions required by (1) and (2) above, the issue of the 
time necessary to introduce change will have to be addressed. 
This will r equire deciding on an appropriate balance between 

3 
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4. All key stakeholders will need to be appropriately involved 
- from the v ery beginning of this process. This includes 

commissioners, national organizations and institutions, local 
organizations and institutions, professionals (local and 
national), and funding sources. 

5. Significant questions concerning innovation and 
implementation of the two enabling options and of the 
programmatic options when they will be addressed - can only be 
resolved in real -life situations, through the dynamics of 
thinking for i~plementation, and in the actual act of 
implementing. 

4 
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6. For a.11 these reasons, we suggest that the Commission 
work with 00JnJDunities that wish to become community Action 
sites where we can deal with the community and personnel 
options. 

7. By Community Action Site we mean a site (a community, a 
network of institutions, one major institution, etc.) where some 
of the best ideas and programs in Jewish education would be 
initiated in as comprehensive a form as possible. It would be a 
site where the ideas and programs that have succeeded, as well as 
new ideas and experimental prograll'ls, would be undertaken. Work 
at this site will be guided by a vision of what Jewish education 
at its best can be. · 

9. The assumption implicit in the suggestion of a community 
Action Site is that other communities would be able to see what a 
successful approach to the community and personnel options could 
be like, and would be inspired to apply the l essons learned to 
their programs, in their own communities. 

B. Prom community Action Sites to a Mechanism for 
Initiatives ih Jewish Education 

1. As Community Action Sites were being considered, a number 
of questions and issues related to their impieroentation arose: 

2. Implicit i n the not ions of change, innovation, new 
··-· ' initiatives, demonstration, is the assumption that one knows what 

should and can be changed and demonstrated. However, at this time 
some of what should and can be changed, innovated , demonstrated 
in Jewish education needs to be developed or created. 

3. Programs for implementation are selqom successful when they 
are "top-down11 programs. Con:ununities must play a major role in 
the initiation of the idea, they must be full partners in the 
design of programs and in their implementation. 

4. Numerous questions need to be addressed in considering the 
Community Action sites approach: Who will undertake the strategic 
thin.king? Who will plan and ensure that the standards and goals 

-...-·- of the Commission are maintained? Who will actively accompany 
the ideas th.rough their stages of development and implementation? 
Who will dea.l with the unresolved issues as they arise in 
implementation? Who will see that things work, and that they 
can be replicated? Who will consider issues of change and 
repl.ication of change throughout the uni verse of Jewish 

- ,..- . .._ education? 

5 
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s. A strong case exists for initiating ch~nge through Community 
Action sites. However, as the above issues were being 
considered by the staff -- in extensive consultation with experts 
-- it became clear that a means, a mechanism, is needed to deal 
with coinmunity Action Sites. A way to mediate between ideas and 

.. ---, · implementation needs to be devised. 

-6. The possible role of this mechanism can be illustrated by way 
of an analogy borrowed from industry: the mechanism will be 
analogous to the unit that designs, develops and builds the 
prototype of a new product, improving upon it until that product 

.-----._ works. When problems and issues arise during the process of 
constructing the prototype, they are dealt with ~nd r esolved in 
the unit. Lessons learned from implementation are absorbed and 
used to change, adapt and modify the product; the product is 
adapted to specific local needs, etc. 

,-, 7. It is . therefore suggested that a mechAnism for 

~ ..... 

·-._.- -, 

.·- ~. 

imp1ementation ~e created to be oAlled (for lack of a better name 
at this time) the mechanism for 11:r::nitiatives in Jewish Edueation11 

(IJB). 

~V. THE MECHANISM FOR INITIATIVES IN JEWlSH EDUCATION (I:JE) 

A. The Mission 

1. The IJE will be a free- standing mechanism f or the initiation 
and promotion of change and innovation in Jewish education. As 
such, it should be a center guided by vision, togetJler with 
rigorous work and creative thinking. If successful, it will be a 
source of ideas, characterized by an atmosphere of ferment, 
search and creativity. It will be the driving force for systemic 
change. 

2. The IJE will design and revise development strategies -
generally in concert with other persons and ins ti tut ions. It 
will be a full-time catalyst for development efforts for Jewish 
education. :. 

3. The IJE will undertake the assignment of creating Community 
Action sites. These community Action Sites will deal minimally 
with the two enabling options - where personnel will include: 
recruitment, · training, profession building and retention, and 
community will include : bringing strong leadership into Jewish 
education, changing the climate and generating additional funding 
for education. Through personnel and the community, it will also 
be dealing with programmatic 
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options, e.g. as it recruits and trains personnel for early 
childhood programs, for the day schools, for informal programs, 

- etc. 

4. The goal of the Community Action site is to bring about 
xnajor change in the quality of Jewish education in that Site, 
through a successful approach to the options of personnel and the 
community. The importance of a site resides both in the 
possibility to effect and demonstrate change there , and in being 
the basis for inspiring change elsewhere. 

5. The cominunity Action Site will be a joint endeavour of an 
interested local community and the IJE . The IJE will assist, if 
needed, in setting up the local mechanism (local tJE) that will 
undertake responsibility for the Community Action site. Each Site 
will have its local mechanism. Together, the local mechanisms 
will network for the promotion of change and the diffusion of 
innovation. The IJE will act as facilitator to create a network 
of such local ~echanisms. 

6. Conditions are bound to change as as result of the work of 
the IJE. As work proceeds, existing institutions may want to 
respond to emerging needs. The IJE may cause new institutions to 
be established - when no viable alternative exists. 

7. In addition to this initial focus on Community Act ion 
sites, the IJE will assist funders, as appropriate, in moving 
ahead with prograllllilatic options in which they have an i nterest by 
acting as a consultant and professional r esource. The IJE will 
be a central address for funding sources and for institutions who 
wish to work cooperatively with the IJE in their own development 
efforts. It may also help local IJE's find funding for their 
initiatives. 

8. Much of the c:tefini tion of the IJE will evolve during the 
actual process of implementation. 

B. The ZJE At Work 

The following is one possible scenario o f the IJE at work: 

1. Staff and Governance 
• •. 

a. ·The IJE will be a free standing mechanism. It will have a 
staff to perform multiple functions and will be governed by a 
Board of Trustees (see Appendix 1). 
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b. There will be a director, responsible for all of the work of 
the tJE. He/she will be an outstanding, high-level professional, 
committed to Jewish continuity, knowledgeable of the Jewish 
community of North America. He/she may be an educator, a manager, 
or both (to be determined.) 

c. In addition to the director, a team of outstanding 
professionals will staff the IJE (size and composition to be 
determined) • 

d. Governance of the IJE will be in the hands of 
composed of lay leaders, scholars and professionals, 
experience, knowledge and financial strength. 

a board 
blending 

e. The authority of the IJE will derive from the ideas that 
guide it and the prestige, status and effectiveness of its Board 
and staff. 

2. Functions 

a. In order to meet the complex tasks involved, the IJE Will 
undertake various functions. They will be linked organically and 
will complement each other. They may include: 

i. research, data collection, planning and policy analysis; 
ii. community interface (for demonstration sites); 

iii. funding facilitation; 
iv. monitoring, evaluation and feedback; 
v. diffusion of innovations. 

b. The work of the IJE will be guided on an ongoing basis by the 
vision, the educational content and the philosophy contained in 
the final report of the Commission. To insure the above ongoing 
inputs will be received from the staff of the IJE , consultants 
throughout the world, institutions, scholars and conuuunity 
leaders. A Professional Advisory Board will be established to 
stimulate this activity. 

c. Some of the content and rationale for items i-v above include: 
~ 

'· 

i. research, data collection, planning and policy analysis 

* This may be viewed as the research and planning arm of the 
IJE. It will improve and maximize the knowledge-base upon which 
decisions for Jewish education are made The work . may be 
commissioned, done in-house or others may be encouraged to do 
various parts. The necessary data bases will be created here; 
major issues will be studied, key questions will be researched 
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(e.g. create inventories of Jewish educational resources; 
undertake needs anaiyses; set norms and standards for training; 
assess the quality of existing training ; analyze community 
structures in relationship to Jewish education, etc.). 

• To provide the analysis needed for informed decisions. (E.g. 
What are relevant criteria for the selection of Community Action 
sites? What is the nature of the problem/ s in that site? What 
are the political and institutional givens relevant to change in 
the Community Action Site? Who are the stakeholders and how can 
they be involved? What are the financial and financing 
possibilities?) 

* To provide the knowledge and planning support needed and 
wanted by the Community Action sites; to work with the local IJE 
in the Community Action Sites and provide expertise that may be 
needed; to help ensure the level and quality ·of the work 
intended. 

*Tobe the arm of the IJE for planning and strategic thinking. 
It is here that development plans will be designed and strategies 
will be defined and revised on an ongoing basis. This work will 
extensively involve other persons and institutions. 

ii. community interface (for community Action Sites) 
* The IJE will work extensively with the communities where 
Community Action Sites a.:r;-e located. It will do so by means of 
local mechanisms that will be established. 

The col!llllunity interface function may deal with: 

* Initiation of negotiations with relevant stakeholders and 
community leaders about undertaking the process of becoming 
Community Action Sites. 

* Help the local community establish a mechanism for its 
Community Action sites and assist in recruiting staff for such 
mechanisms . 

* Ongoing facilitation during implementation - as needed (e.g. 
assistance in negotiations with national training institutions, 
universities, organizations, etc.) . The IJE staff will be pto­
active in its support of the local management of the Community 
Action Sites. Relevant IJE staff will maintain ongoing contact 
with the local team. 

iii. funding racilitation 

This function may include the following: 

* To undertake as appropriate, brokering between various 
possible sources of funding (foundations, national organiza tions, 

9 
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local sources of funds, federations, individuals) and the 
community Action Sites. 

• To be a central address both for funding 
re1evant institutions who will seek guidance 
their objectives. 

sources and for 
in accomplishing 

* To seek to link high priority pieces of work with various 
funders and competent implementors. 

• To assist funders in moving ahead with programmatic options in 
which they have an interest, acting as a consultant, and 
providing professional assistance as appropriate. 

-iv. monitoring, evaluation and teed.back 

The purpose of this function is threefold: 

* To monitor activity of each Community Action Site. 

* To evaluate - in whatever form or forms deemed most relevant -
the progress of Community Action sites. 

* To create and activate 
results with a process 
implementation. 

v. diffusion of innovation 

feedback loops to connect practical 
of ·: re-thinking, re-planning and 

The goal of the Commission on Jewish Education in North America 
is to bring about across-the-board systemic change in Jewi"sh 
education, by initially dealing with the areas of personnel and 
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A. Position Summary 

Position Description 

Director 

IJE 

The director of the IJE is to give leadership in North America 

to the promotion of change and innovation in Jewish education. He 

or she will guide a management and planning process that is charac­

terized by an approach which is proactive , engages in thoughtful 

and thorough analysis in the design and implementation of develop­

ment strategies. 

The director will offer the donors and the board a source of 

vision , a base of knowledge in Jewish education , and will network 

with and convene those from educational institutions , national 

organizations , foundations and experts from the educational , 

denominational, and federation communities in developing strategies 

of change in Jewish education throughout North America . 

The director of IJE is responsible to the Board of Trustees 

for d¥Ji..<:Jing all activities of the organization in accordance 

with "'lP"s mission statement. This includes managing day- to- day 

operations , hiring , developing and motivatin g staff and coordinating 

IJE internal and external efforts to e nhance work on a cross national 

(USA and Canada) basis and with communities in the development and 

implementation of demonstration Centers. 

Position Duties and Responsibilities 

1 . Work with members of the Board of Trustees to keep them 

informed, motivated and committeed to~:r~e. 
2. Develop and implement strategies to involve lay leader­

ships in all aspects of the program. 

3 . Manage a strategic planning process that will lead to 

implementation initiatives consistent wi th the MII..>Gil 
overall strategy. Includes setting priorities for 

demonstrations in the areas of personnel and community , 

determining appropriate response to requests from 

demonstration sites for IJE support , staff assistance 

(and, where appropriate, leadership to undertake and 

complete initiatives. 
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...., 
4. Manage relationships with and serve as~resource to 

national and local groups pursuing related efforts 

(Federations, Synagogues, Bureaus). 

5. Develop a manage or working partnership among local 

and national funders to increase and optimize support 

and investment in demonstration center programming . 

6. Stimulate the development of, provide counseling to, 

on where appropriate , oversee and mafr'age common pools 
on projects which utilize philanthropic monies 

dedicated to demonstration initiatives . 

7 . Identify, solicit and work with other organizations 

to research and support policies and practices that 

will increase or improve funding for Jewish education 

on a national and local level . 

8. Manage and give leadersh:hp.~~ a staff competent in 

the technical aspects of~ work (research, planning, 

analysis, evaluation , diffusion of innovation) , to 

work with consultants, scholars and lay leaders 

throughout the world in bringing a team approach to 

bear in developing and implementing the demonstrations. 

Attributes 

1. Excellent communication. 

2 . Commitment to ,Jewish education as a means of 

further Jewish continuity . 

3. Creative thinker 

the future . 

(innovative; able to envision 

4. Hands on Manager (able to perform effectively with 

a small staff, capable of networking and motivating 

other people to accomplish tasks. 

5. Low profile operations style - able and willing to 

work through others to accomplish objectives; willing 

to give credit to others (including other organiza­

tions) for significant accomplishments; patience 

with inevitable challenge of influencing others) 

effecting change without direct responsibility . 
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6 . Initiative/high energy level - strong action 

orientation; able to provide continuity and energy ; 

able to suggest new actions and/or programs. 
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• April 13 , 1989 

to : Sey~our f~x 

Here ar~ s->~e core chc·.: ~!-,cs .ln ;>.>,sl~te .)ut.:.:,::es of che C.::::mlssl.,n ' 
on Jewi;;h Educac!on. lee's dls.:u5s on April l@ch cele=on. 

Out.:.:-:i:e ,; l 

Ou c come ,, 1 

Outcome '13 

Outc.:>me /IS 

Oucco.:ne :16 

Outcome 17 

T~e !;£ ,. Li.) 

Co:::.:nunity .~cct,,n Sites: Frum De=onscratlon t.) Implcmo?ntaclon 

Jrf~n~zed .:-r Jssi5ted ~y IJE, tho?se ~~ulJ be 
;>ci:-tncr;;:,ips .1:-:d .:oalici-rns .:,i l0cal and .:onclne~tal 
bodies, 6enerally under the local federation flag, 
t" test ?r~~r~~s, le3~ing to diffusion. 

Personnel: Building a Profession 

A permanent ongoing process led by IJE, with 
~ulciple de~"nstration and pilot proj~cts, co 
develop ~nd test methods that facilitate personnel 
rec ruitment, training, and retention (generally 
perfoC11led at Community Action Sites). 

fecer3tioo: A key factor for Jewish continuity 

An o rbanized, long-term effort to achieve 
con€er.sus that the local federation is the 
~e~ convenor and sponsor of l "cal programs co 
e~hance Jewish continuity ( e.g., Cleveland 
Commission). IJE co work closely with ~JF 
to acclvace federa tions to take up this cause. 

The ~orth A!:erican Support System: A Mew Design 

A permaoent process led by IJE and CJF to hannonize 
all the continental players (NB, JESNA, Semina ries, etc.), 
in a way chat brings them co a high level of effe~tiveness , 
overall or in selected areas. 

Pr~~raC!llllacic Options: Implementation 

A ;>e:-:Danent ongoing process led by IJE to work wich 
"champions" of programmatic options, as they can 
be identified, to develop fully those OP,t1ons: 

l. - Champion is Chair of a Commission (e.g. Eli Evans) 
2. - Champion finances Commission or obtains financing) 
). IJE helps select and approves all Commission members 
4. - IJE helps select and approves Commission staff 
5. - [JE monitors and exercises quality control on each 

Commissioo 

Research, Publications, etc. 

A ?enna:oent ongoing element of IJE. (T-0 be designed) . 
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CONFIDENTIAL 

Arthur J. Naparstek 
TO: ./Virginia F. Levi 

NAMC 

DEPARTMENT/PLANT LOCATIO N 

SUBJECT: 

DAT E: 5/24/89 

REPL YING TO 
Y OUR MEMO O F: ___ _ 

Fox and Hochstein seem obsessed with the idea of the ii. It's as though they 
determined before the Commission was organized that the ii would be the 
important result. In discussions about agenda, they start with the ii. Their 
interview reports reflect this same emphas i s (overemphasis?). There seems to 
be a general opinion in the Commission that someth ing like the ii should be 
developed . While this is a majority position, there is still some healthy 
skeptici sm about whether we shoul d have an ii. There is certainl y lots of 
questions about the auspices and the form which it should take. For example , 
some people believe that it should be a program of JESNA and/or JWB. There are 
lots of questions about what funding will be required. 

It would probably be a lot healthier if we were to pursue first the subjects 
which will lead us to a conclusion that a follow-up mechanism is indeed 
required. This is a matter primarily of timing. Shouldn't we first pursue, in 
detail, such subjects as community/financing, personnel, local federation 
comprehensive planning for Jewish education, possibly a running outline of our 
final report, best practices, the state of Jewish education in North America, 
and a vision for the future. Once these areas are understood by the 
Commission, then would seem to be the time to pursue the follow-up mechanism. 
Then we would be in a better position to judge whether this should be a new 
organization (ii) or an intensified service by the national service agencies 
(JESNA, JWB). Also, we would want to discuss the question of whether the ii is 
the fol l ow-up mechanism for the Commission and/or whether the Commission should 
be continued beyond June 1990 and/or whether the Commission should meet 
regularly or once a year. 
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TO: Morton L. Mandel FROM: Henry L. Zucker DATE: 9/20/89 
N AMC NAMC 

REPLYING TO 
DE PAR TM(NT /Pl.ANT LOCATION YOUR MEMO OF: ___ _ 

SUBJECT: 

You suggested that we should set up a small search committee to develop a job 
description of the IJE director and to begin to canvas prospects for the job. 

I suggest the following committee: Mandel (chairman), Fox, Hoffman, Rotman, 
Stein, Woocher, Kraar, Zucker. If you want additional laymen on the committee, 
I would go for the presidents of JESNA, JWB, and CJF. 

72752 (8/81) PRINTED IN U .S.A. 



-·- - __ .., __ .. 
I W It • f _ ...,, •--- • • .. • • -

DIRECTOR OF THE MECHANISM FOR IMPLEMENTATION 

Job Description 

Introduction 

The Conunission on Jewish Education in North America has prepared 
an action plan and rocommendations for dealing with the issues 
racing Jewish education in North America. 

The action plan calls tor major developments in the way that the 
community relates to Jewish education and allocat8s resources to 
it, and for steps towards developing the profession of Jewish 
education. 

The plan also calls for the establishmont o! Community Action 
Sites to demonstrate what Jewish education at it& best can be and 
for the development of national strategies in areas such as the 
·training of educators, recruitmGnt of qualified people to the 
profession and more. 

The position 

We are now looking tor tho ohiet professional officer to l•ad 
this innovative •ttort in Jewish •ducation. This person, together 
with lay and professional colleagues of the highest calibre, will 
act as a catalyst in bringing about the implementction or tho 
plan. 

The director will provide leadership to the promotion of change 
and innovation in Jewish education in North America. He/she will 
co-ordinate .and manage the process that will lead to 
implementation of the recommendations of the commission tor 
Jewish Education in North America. 

Specifically, the position will involve: 
- developing a small, elite, professional unit that will act as a 

catalyst to bring about change; 
- bringing about the establishment of Community Action Sites: 
- assi&ting in the planning and development of progralt\11\atic 

areas: 
co-ordinating funding etforts1 

- providing planning and research assistance as needed; 
- setting up ev~luation, monitoring and reporting mechanisms. 

Qualification~ 

The candidate must be a qualitied, experienced, professional who 
has demonstrated leadership ability, is knowledgeable of the 
organized Jewish community in North America, preferably ramiliar 
with the universe of Jewish education, and able to work with a 
board or outstanding community leaders, scholars and 
profet»sionals. 

l 



,. 

.. 

In addition he/she must have the following qualifications: 

- a keen sense of lay-pro!essional relations 
- a clear understanding o! the dynamics of tha North 

American Jewish conununity and its finances 
- a demonstrated ability for community relations 
- a demonstrated ability to conceptuali2e complex matters 
- a demonstrated ability for large-gift solicitation 
- a demonstrated ability for management in the personnel and 

fiscal realms 
- energetic, dynamic and articulate 
- good writing skills 

2 
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TO: Henry L. Zucker FROM: Vir F. Levi DATE : __ l_l..L/-'--1__.3/'-8_9 __ _ 
NAM£ NAM E 

REPLY ING TO 
OEPAJ:tTMENT / PLANT LOCAl"ION YOUR MEMO OF: ___ _ 

SUBJECT: IJE DIRECTOR 

At our Operations meeting with M1M last week, we discussed the fact that before 
a position description can be set for the director of the IJE, the IJE design 
must be in place. The development of this design is an assignment of Seymour 
Fox and Annette Hochstein. 

It was suggested that a discussion of the design and a review of AH ' s proposed 
position description be placed on the agenda for the December 6 meeting of 
senior po l icy advisors. In order to be ready, I suggest that you remind SF and 
AH of their assignment and let them know that we will need to see a draft of 
the design by December 6. 
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Dear Hank , 

Here is the recomm~ndation for the mechanism for implemen~ation 
that will be i ncluded in the background materials for the meeting 
of the Senior Policy Advisors. 

RECOMMENDATION ON THE MECHANISM FOR IMPLEMENTATION 

The Commission reeomm.en4• the •stablishment of a mechanism that 
will undertake the implementation of its recommendation•. It 
will be the drivinq ~oro• in th• attempt to bring about ac~o•s­
the-board, ayatemic chanq• tor Jewish education in North America. 

The mechanism will fAoilit~te the establishment of community 
Action Sites, encourage foundations and philanthropists to 
support excellence, innovation and experimentation; facil i tate 
the implementation of s trategies on the continental level and i n 
Israel; assist in the planning and development of programmatic 
agendas; help to develop the research capability in North America 
and prepare annual progress reports for discussion by t he North 
American Jewish Co111ll1unity. 

1 
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Draft for Discussion Only-tfot for Quotation 

Nov6mber 21, 1989 

The Mechanism for Implementation 

I. Background 

The Commission on Jewish Education In North America decided, at itS meeting on 
October 23 1989, to undertake a plan of action aimed at significantly affecting the 
Impact of Jewish education In North America. 

The plan Includes the following elements : 

1. Moblllzlng the Community 0eadershlp, structure, finance) for implementation 
and change. 

2. Developing strategies for building the profession 01 Jewish education, 
including recruitment, training and retention. 

3. Establishing and developing Community Action Sites to demonstrate what 
Jewish education et its best can be, and to offer a feasible starting point for 
implementation. 

4. Implementing strategies on the contrnental level and In Israel In specfflc 
areas-such as the development of training opportunities or recruitment 
programs to meet the shortage of qualified personnel. 

5. Developing an agenda for programmatic options and an approach for dealing · 
with them. -

6. Building a ree&arch capablllty to study questions such as the impact and 
effectiveness of programs. 

7. Designing a meehanlsm for lmplementatlon that will continue the work of the 
Commission, as well as lnltlate and facllltate the realization of the action plan. 

1 
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II. The Challenge 

The challenge facing µ-,e commission at this ' time is to creat~ the conditions for 
Implementation pf. ltS plan and 10 launch the process~ y.'IIE t;>rtng across.the-board 
· c:h&nge. Br1efly .stated the CommiSsion needs to decide wt10 will do all of this and · 
how It wlll be don•. "' ~ · , · · · · 

1 • -~ -:._ ' 

• !.. A, I 1: .: ' I, i IC ; J' ,. -~ • i •1 'J • • 

The action plan.- the Implementation of the reoommendatlons Of the commission, 
wll require that aome,mcachanlsm be crated to continue the work of the 
Commission after tta 'repo~ 18 ~ed. ~ · 

"' ' f 

.~ ~·. ~,.· ~;. 
1 
~ ,,T!le,mec:hanism for implementatlon _may~ a new organization or part of an existing 

· · .;. : organlzatton. . It will be a cooperative effort of lndlvlduets and organizations con­
cerned with Jewtsll EducatJ0n, as well as the funders who will help support the entire 
eotivtty.1 Central communal orgsntutions-CJF, the JWS and JESNA-wlll be full 
partnetS In the wor1<. · Federations will be Invited to play e central role and the 
religious denominations wlD have to be fully Involved. . . ·, . 
The relationship between this central mechanism and local communities or in-{ .•'ii .divtdual Institutions Involved in the implementation of the recommendations of the 
Cammlsslon-fn particular the implementation of CcrM1unlty Action Sites-wiD be 

· ' based upon a number of prineiples: 

~ ~JW i / ·• Ready-made plans Will not be offer~ 'or Imposed upon communities. S '<I \ Rather the mechanism will act as facilitator and resource for local Initiatives , 
, 

4 
. •• ·., ·, " and pt~ ei,111ml!:'!iooere brwe ttareed :ai'a•eto15t1 r s Ji • 18 

l • The mechanism will act when Invited by a community that wishes to ;, 
become a Community Action Site. • · 

~ 
. ~ 

• Partlclpeting eommunlties and lnstttuuons will set up tAelP eWA local 
.. /. plamlng and Implementation mechanism, that win take responsibility for 

. 1hewor1<. 

P,3/9 

•. 

3 • The wotk will be guided by agreed-upon ctiterla such as pluralism, -
accountability and the highest profeaslonEII $te.ndards. 

$ 4 ·OIJl,"f ~ ftW ~Mt'lll{f fl,Cr(l~lt'f'fJ S ~ {I~~ 
Ill. The Suggeated Mechanism tor lmplementatlan ~ ;:..AJ} ... 

Af~~1v1 
1. The mechanism wm be charged.~ cenying out the Action plan decided upon 

by the Commission, and ~ implementation of the Commission's 
recommendations. It wil be a fraHtanding unit for 1he Initiation end promotion 

2 
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ot eh&i"lge and Innovation In Jewish education. As ~1.1ch, it :should b8 a ceme, 
-91.1idod by«.Ji~leA, tegoil=lor ruith I igo, cus work aAt:J eroa~i,..e thi, 1lch :g. elf 3oecess­

~ . It will be a driving force for Implementation and change, a source of ideas, 
characterized by an atmosphere of ferment, search and creativity. ' 

2. It will design and revise development strategies -generally in concert with other 
persons, commun~s and inst~ns. It will be a full-tlme catalyst for develop .. 
ment ,efforts for Jewish educatl~ will not deliver· services, no will it compete 
with existing organisations. Part of its mission will be to hel ltutions and 

,;•~ J, • • organisations rise t~ ~l~~~u potential, ,•: I.,, ';' • ;y.11r,119 • ~-

B. Goveman,oe:,and Relationship to the Commission . . _, ' . ~ . .. . .. . 
· The issue of the continuation oftt.e.work of the commission and of the governance 

of the mechanism for lmpl~mentatlon was addressed by Commissioners ~d. a · 
number of altematlve suggestions were offered for consideration. · ·. l · -~.-: · -

. 1. Governance: 

a. 

b . 

. - c. The work of the mechanism will be guided on an ongoing ~is by the Vision, 
Jhs educational content and the philosophy contained in the final report of the 
Commission. · 1n addition, the work of the mechanism will be enrich~d through. 
consultations with Institutions, scholars, rabbis, ed1:1eators and community 
leaders,1fllr: 1hewtti-o..!,!§11, A J:'rofesslonaJ Advisory Team wlll be established 
to stimulate ~is activity. . - . _ . 

d. Tho authority of the mechanism wm derive from the Ideas that' guide It, 
and the p_reatlge, atatus and effectiveness of Its Board and staff. 

2. Continuation of the Work of the Commission 

Many ~ommissioners have expresssed en Interest in retaining en active Involve­
ment in the work of the Co~sslon-after the ftnal report la Issued. 
1-rt, 
I!}ree possible scenarios have emerged to date: 

1. The mechanism could be viewed as heir to the Commission -as Its successor 
in charge of Implementation. In this case the Board of the mechanism would . 

' 
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be .composed of some of the Commissioners Interested· in being actively 
involved In implementation, In addition to other members. 

·.,, • , r 

a. To Initiate and facllltate the establlshment of several community action -
sites. This may Involve d~veloplng criteria for their selection. assisting com- . 
munitf~s as they develop ~elr site, lend assistance In planning, ensure monitor· 
lng,--evaluatJon and feed-back. Each site will have Its local mechanism -whether 
this be a commission. a, planning unit or some other suitable structure, that wm 
h.lan and lm~rement the community action s, and undertake responsibility for 

b. To facilitate Implementation of strategies on the continental level and In 
Israel. This may mean encouraging Institutions that will plan and carry out the 
development efforts. For example: the mechanism may commission the 
preparation of a national recruitment plan or a national trairing plan; It may lend 
planning assistance-to existing training inStitutlons as they undertake expansion 
and development of their training programs; It may help secure funding. for 

· these. 

c. To offer assistance as required for the planning and development 01 
programmatic options by others. The mechanism will serve as consultant, 
help design a development process, recruit staff, gather experts who might 
bring best practice end other knowledge and data to the planning process for 
programmatic options. It wm thus assist foundations, institutions and organiza­
tions that want to undertake work In a programmatic area. 

d. To help develop the research capablllty needed In North America for the 
development of more informed policies concerning Jewish education. 

4 t 
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e. To prepare annual progress rGports for public discussion of the centre! Issues 
on the agenda of Jewish education. ~ A --~.,,. 't'#'t'.[/ 

.. fr.JO ~/lrrllC(.. 1 ~ t;, f"'r'tc'f'l/t 
f. To facilitate the developm_ont cf n network of existing Commissions for 

Jawlsh education/Jewish coAtlnuity, local mechanisms of the various 
Community Action Sites and other relevant organisations, for the promotion 
of change and the diffusion of innovation. 

2, In order to meet these complex tasks, the mechanism will undertake the following 
functions. 

a. research, data collection, planning and policy analysis; 

b. community Interface (mainly for demonstration sites); 

c. funding facilitation; 

d. monitoring, evaluation and feedback; 

e. diffusion of innovations. 

a. Research, data colleotlon, planning and policy analysis 

• This may be viewed as the research and planning arm of the mechanism. It will 
improve and maximize the knowledge-base upon which decisions are taken for 
the Implementation of the report. The work may be commissioned, performed 
In-house or other Institutions may be encouraged to do various parts. The 
necessary data bases will be created here; major issues will be studied, key 
questions will be researched. (e.g. inventories of Jewish educational resources 
may be developed; analyses of needs and wants In the community will be 
undertaken; work on setting norms and standards for training will be initiated; the 
quality of existing training wlll be assessed and alternative models considered: 
etc.). 

• To provide the analysls needed for informed decisions. (ag. What are relevant 
crit1erla for the selection of Community Action Sites? What is the nature of the 
problem/s in that site? What are the polltlcal and Institutional givens relevant to 
change in Community Action Sites? Who are the stakeholders and how can they 
be involved? What are the financial and funding possibilities?) 

• To provide the knowledge and planning support needed and wanted by the 
Community Action Sites; to work with the iocaJ mechanism In Community Action 
Sites and provide expertise that may be needed; to help ensure the level and 
quality of the work Intended. 

5 
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• To bB the arm of the mechanism for planning and strategic thinking. 

• Ir Is here that development plans will be designed and strategies will be defined 
and revised on an ongoing basis. This work will extensively Involve other persons 
and Institutions. It is a different activity from that of facilitating the setting up of a 
North American research capability-but It may provide some of the initial 
impetus. . 

b. community Interface (for Community Action Sites) 

" The mechanism will work extensively with the communities where Community 
Action Sites are located. This complex function will included negotiation over 
criteria. modes of operation. the establishment of local structures for planning 
and Implementation. funding and more. It wlll be undertaken In cooperation with 
the local mechanisms that wlll be established in Community Action Sites. 

The community Interface function may deal with: 

.. Initiation of negotiations wtth relevant stakeholders and community leaders who 
want to establish a Community Action Site. 

• Help the local community establlsh a mechanism for its Community Action Site 
and assist in recruiting staff for such mechanism. 

• Carry out ongoing facilitation during Implementation -as needed (e.g. assistance 
In negotiations with national training institutions. universities, organlzations, etc.}. 
The mechanism staff will be pro~active In Its support of the local management of 
the Community Action Sites. Relevant mechanism staff will maintain ongoing 
contact wfth the local team. :. .. 

c. funding facilltatlon 

This function may include the following: 

• To undertake as appropriate, brokering between various possible sources of 
funding (foundatlons. national organizations, local sources of funds, federations, 
Individuals} and the Community Action Sites. 

• To be a central address both for funding sources and for relevant institutions who 
will seek guidance In accompllshlng their objectives. 

• To assist funders In moving ahead with programmatic options In which they have 
an Interest, acting as a consultant. and providing professional assistance as 
appropriate. 

• To develop tong-term funding strategies with all relevant stakeholders. 
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d. monitoring, evalu8tion and feedback 

The purpose of tl1!s function Is threefold: 

• To monitor activity of each Community Action Site and all other elements of the 
lmplementatlon plan. 

• To evaluate progr&ss - in whatever form or forms deemed most useful. 
2 To create and activate feedback loops to connect practical results with a process 

of re-thinking, re-planning and implementation. 

e. diffusion of innovation 

The goal of the Commission on Jewish Education In North America is to bring about 
across-the-board systemic change in Jewish education In North America, by initially 
dealing with the areas of personnel and the community. The mechanism will deal 
with the complex issue of the diffusion of Innovation from one or more Community 
Action Sites, from programmatic undertakings and from Continental developments, 
to many or all communities. Strategies will be devised to maximize change ;: 
throughout the community. 

7 

NOV 21 '89 7 : 12 972 2 699951 PAGE . 08 

. - . ... .... 

---·---,:-:c=~---- ·-------




