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° PREMIER INDUSTRIAL CORPORATION

O ASSIGNMENTS

O ACTIVE PROJECTS FUNCTION Commission on Jewish Education in NA
‘ O RAW MATERIAL R “;’ PR
O FUNCTIONAL SCHEDULE UBJECT/OBJECTVE  Gurvis Assignments
73890 (REV. 10/86) PRINTED IN USA
ORIGINATOR VFL DATE 3/15/90
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIORITY T0 ASSIGNED DUEDATE | ORREMOVED
(INITIALS) | STARTED DATE
1, Coordinate development of a PR plan MG 7/5/89 | ongoing
through 1990. b
2. Serve as contact person for researchers MG 7/30/89 | ongoing
on administrative matters.
3. Develop plans for involving key MG 11/8/89 | TBD
commissioners in representing the
Commission to communities throughout
North America.
4, Develop a log sheet on each of the MG 11/8/89 | ongoing

top 40 federations, to record
communication and evaluate the potential
for their increased support for
Jewish education.




e PREMIER INODUSTRIAL CORPORATION

®

O ASSIGNMENTS

on Jewish education/continuity.

O ACTIVE PROJECTS FUNCTION Commission on Jewish Education in NA
O RAW MATERIAL : - ——
O FUNCTIONAL SCHEDULE SUBJECT/OBJECTVE  pox Assignments
73890 (REV. 10/86) PRINTED IN USA.
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIORITY 10 ASSIGNED DUEDATE | OR REMOVED
(INITIALS) | STARTED DATE
1. Contact assigned commissioners for follow |* SF 2/15/90| 5/31/90
up to February 14 meeting.
- Mona Ackerman
- Charles Bronfman
- Eli Evans
- Alfred Gottschalk
- David Hirschhorn
- Sara Lee
- Seymour Martin Lipset
- Charles Ratner
- Isadore Twersky
Send summary of interviews to VFL for
circulation to senior policy advisors.
2. Work with David Finn on preparation SF 2/15/90 5/1/90
of draft of final report
3. Complete draft of Fox/Scheffler paper SF 3/6/90 | 4/5/90




PREMIER INODUSTRIAL CORPORATION FOR GUIDELINES ON THE COMPLETION

O ASSIGNMENTS
/ O ACTIVE PROJECTS FUNCTION

Commission on Jewish Education inm NA |

(SR MATERIAL — Hochstein Assignments ——-
O FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE

73890 (REV. 10/86) PRINTED IN USA. VFL 3715790
ORIGINATOR DATE

ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIORITY 10 ASSIGNED DUE DATE OR REMOVED
(INITIALS) STARTED DATE

L. Contact assigned commissioners for follow AH 2/15/90 | 5/31/90
up to February 14 meeting.

- David Arnow

- Irwin Field

- Ludwig Jesselson
- Henry Koschitzky
- Norman Lamm

- Haskel Lookstein
- Robert Loup

- Morton Mandel

- Matthew Maryles
- Florence Melton
- Esther Leah Ritz
- Ismar Schorsch

- Peggy Tishman

‘ Send summary of interviews to VFL for
circulation to senior policy advisors.

2 Review drafts of research papers and AH 2/15/90 | Ongoing
work with MG to see that they are
reviewed by senior policy advisors
and distributed to commissioners.

3. Prepare interview schedule for use AH 3/6/90 | 4/10/90
in follow up with commissioners.
Suggest commissioners to be
contacted, with SF.




o PREMIER INDUSTRIAL CORPORATION

O ASSIGNMENTS

SEE MANAGEMENT MANUAL POLICY NO. 25
FOR GUIDELINES ON THE COMPLETION
OF THIS FORM FOR A FUNCTIONAL SCHEDULE

O ACTIVE PROJECTS FUNCTION Commission on Jewish Education in NA

OO RAW MATERIAL
O FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE

- "

Hoffman Assignments

73890 (REV, 10/86) PRINTED IN USA
ORIGINATOR

organization of implementation
mechanism, with MIM and HLZ.

VFL DATE 3 /15/90
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIORITY 10 ASSIGNED DUEDATE | OR REMOVED
(INITIALS) | STARTED DATE
Contact assigned commissioners for follow SHH 2/15/90 | 5/31/90
up to February 14 meeting.
- Ronald Appleby
- Robert Hiller
Send summary of interviews to VFL for
circulation to senior policy advisors.
With SF, meet individually with Evans, SHH 2/14/90 | 6/1/90
Twersky, and other commissioners
identified for special attention.
Determine preliminary steps for SHH 2/14/90 | ongoing




SEE MANAGEMENT MAMUAL POLICY NO. 3.5
PREMIER INDUSTRIAL CORPORATION FOR GUIDELINES ON THE COMMLETION

O ASSIGNMENTS OF THIS FORM FOR A FUNCTIONAL SCHEDULE

O ACTIVE PROJECTS FUNCTION Commission on Jewish Education in NA
‘ O RAW MATERIAL — e
O FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE  graar Assignments
73890 (REV. 10/86) PRINTED IN USA
ORIGINATOR VFL DATE 3/15/90
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIORITY T0 ASSIGNED DUEDATE | OR REMOVED
(INITIALS) | STARTED DATE
1. Contact assigned commissioners for follow - MK 2/15/90 | 5/31/90

up to February 14 meeting.

- Max Fisher
- Joseph Gruss

Send summary of interviews to VFL for
circulation to senior policy advisors.




o PREMIER INDUSTRIAL CORPORATION

O ASSIGNMENTS
O ACTIVE PROJECTS

‘ O RAW MATERIAL
O FUNCTIONAL SCHEDULE

73890 (REV. 10/86) PRINTED IN USA

FUNCTION Commission on Jewish Education in NA

SUBJECT/OBJECTIVE

Levi Assignments

ORIGINATOR

VFL DATE 3/15/90
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIORITY T0 ASSIGNED DUE DATE OR REMOVED
(INITIALS) STARTED DATE
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PREMIER INDUSTRIAL CORPORATION

O ASSIGNMENTS

SEE MANAGEMENT MANUAL POLICY NO, 8.5
FOR GUIDELINES ON THE COMPLETION
OF THES FORM FOR A FUNCTIONAL SCHEDULE

O ACTIVE PROJECTS FUNCTION

Commission on Jewish Education in NA

O RAW MATERIAL

—

 T—

O FUNCTIONAL SCHEDULE SUBJECT/OBJECTVE  Mandel Assignments
73890 (REV. 10/86) PRINTED IN USA
ORIGINATOR VFL DATE 3 /1590
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIORITY T0 ASSIGNED DUE DATE OR REMOVED

(INITIALS) STARTED DATE

Hold meeting with Twersky. MLM 2/9/89 TBD

Travel to the west coast to meet with MLM 5/7/89 | 4/30/90

with LA and San Francisco leadership.

Attend JESNA and JWB Board meetings MIM 7/5/89 | 4/30/90

in April to discuss Commission.

Hold individual meeting with Wexner. MIM 11/8/89 TBD




o PREMIER INDUSTRIAL CORPORATION

O ASSIGNMENTS

O ACTIVE PROJECTS FUNCTION

Commission on Jewish Education in NA

‘ O RAW MATERIAL

O FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE  Reimer Assignments
73890 (REV. 10/86) PRINTED IN USA
ORIGINATOR VFL DATE 3 /15/90
ASSIGNED DATE COMPLETED
NO. - DESCRIPTION PRIORITY TO ASSIGNED DUE DATE OR REMOVED
(INITIALS) STARTED DATE
1. Contact assigned commissioners for JR 2/45/90 | 5/31/90

follow up to February 14 meeting.

- Jack Bieler

- Josh Elkin

- Arthur Green

- Carol Ingall

- Mark Lainer

- Alvin Schiff

- Lionel Schipper

Send summary of interviews to VFL for

circulation to senior policy advisors.

| Z. Take responsibility for completing the
original option papers.

JR 8/24/89 |4/15/90
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o PREMIER INDUSTRIAL CORPORATION

O ASSIGNMENTS

SEE MANAGEMENT MANUAL POUICY NO. 8.5
FOR GUIDELINES ON THE COMPLETION
OF THIS FORM FOR A FUNCTIONAL SCHEDULE

O ACTIVE PROJECTS FUNCTION Commission on Jewish Education in NA

O RAW MATERIAL ————
O FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE

Rotman Assignments

73890 (REV. 10/86) PRINTED IN USA

follow up to February 14 meeting.

- Stuart Eizenstat
- Donald Mintz
- Daniel Shapiro

Send summary of interviews to VFL for
circulation to senior policy advisors.

ORIGINATOR VFL DATE 3/15/90
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIORITY 10 ASSIGNED DUEDATE | ORREMOVED
(INITIALS) | STARTED DATE
1. Contact assigned commissioners for - AR 2/15/90 | 5/31/90
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PREMIER INDUSTRIAL CORPORATION

O ASSIGNMENTS

O ACTIVE PROJECTS

O RAW MATERIAL

O FUNCTIONAL SCHEDULE

73890 (REV. 10/86) PRINTED IN USA

SEE MANAGEMENT MANUAL POLICY NO. 5
FOR GUIDELINES ON THE COMPLETION
OF THIS FORM FOR A FUNCTIONAL SCHEDULE

FUNCTION Commission on Jewish Education in NA

SUBJECT/OBJECTIVE

Stein Assignments

ORIGINATOR

VFL DATE 3 /15/90
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIORITY TO ASSIGNED DUE DATE OR REMOVED
(INITIALS) STARTED DATE
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c PREMIER INDUSTRIAL CORPORATION

O ASSIGNMENTS

SEE MANAGEMENT MANUAL POLICY NO. 85
FOR GUIDELINES ON THE COMPLETION
OF THIS FORM FOR A FUNCTIONAL SCHEDULE

O ACTIVE PROJECTS FUNCTION Commission on Jewish Education in NA
O RAW MATERIAL —
O FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE  yoocher Assignments
73890 (REY. 10/86) PRINTED IN LLSA.
ORIGINATOR VFL DATE 3 /15/90
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIORITY T ASSIGNED DUEDATE | ORREMOVED
(INITIALS) | STARTED DATE
1. Contact assigned commissioners for follow JW 2/15/90 |5/31/90

- Mandell Berman
- Maurice Corson
- David Dubin

- Lester Pollack

- Bennett Yanowitz

up to February 14 meeting.

- Irving Greenberg

- Harriet Rosenthal

Send summary of interviews to VFL for
circulation to senior policy advisors.




PREMIER INDUSTRIAL CORPORATION

O ASSIGNMENTS

O ACTIVE PROJECTS FUNCTION Commission on Jewish Education in NA
O RAW MATERIAL T — —
O FUNCTIONAL SCHEDULE i Zucker Assignments
73890 (REV. 10/86) PRINTED IN USA
ORIGINATOR VFL DATE 3 /15/90
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIORITY 10 ASSIGNED DUEDATE | ORREMOVED
(INITIALS) | STARTED DATE
1. Contact assigned commissioners for follow HLZ 2/15/90 | 5/31/90
up to February 14 meeting.
- John Colman
- Lester Crown
Send summary of interviews to VFL for
circulation to senior policy advisors.
2 Consider establishing a task force to HLZ 10/24/89 TBD
work on an approach to developing
federation support for Commission
outcomes.
< Arrange individual meetings of potential HLZ 3/6/90  5/31/90
funders with MIM and HLZ.
4. Consult with John Colman on desirability HLZ 3/6/90 | 5/31/90

of a meeting before 6/12 with Chicago
participants in local commission process.
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DRAFT 1/19/90

Proposed Agenda
Commission on Jewish Education in North America
February 14, 1990

Suggested Format:

& 4

Two plenary sessions and one small group session

Plenary I

A. Opening Statement and Chairman's Raport MLM

- Brief review of the history, process and progress
of the Commission

B. Presentation AH?

- The changes that might occur: what could be ten
years from now

- We are ready to begin:
Funding
Staff and mechanism

Communities interested in becoming Community
Action Sites

C. Discussion

- Reactions to working document

Group Discussions

4 well-staffed panels, each to focus on one set of recommendations:

A, Community/Financing

B. Personnel

C. Research

D. The Mechanism and Community Action Sites



III.

IV.

Plenary II

A.

B.

Reports of panels

Discussion

Report on the Commission research projects
The Commission report

Next meeting

Concluding Comments - Haskel Lookstein



SUGGESTED BREAKDOWN FOR PANELS

COMMUNITY /FINANCE
(H. Zucker, M. Kraar, V. Levi)

Bill Berman
Charles Bronfman
Susan Crown

Max Fisher

Fred Gottschalk
Robert Hiller
Ludwig Jesselson
Henry Koschitzky
Morton Mandel
Daniel Shapiro

PERSONNEL
(S. Fox, D. Ariel, M. Gurvis)

Mona Ackerman
Jack Bieler
Maurice Corson
Joseph Gruss
Carol Ingall
Norman Lamm
Sara Lee
Matthew Maryles
Charles Ratner
Esther Leah Ritz

ON 2/14/90

MECHANTSM/COMMUNITY ACTION STTE

(A. Hochstein, S. Hoffman, A. Rotman)

Ron Appleby

John Colman

Stu Eizenstat
Mark Lainer

Bob Loup

Lester Pollack
Harriet Rosenthal
Alvin Schiff
Ismar Schorsch
Isadore Twersky

RESEARCH
(J. Woocher, H. Stein, J. Reimer)

David Arnow
Joshua Elkin

Eli Evans

Arthur Green
Yitz Greenberg
David Hirschhorn
Haskel Lookstein
Florence Melton
Bennett Yanowitz



. 1/22/90

Commissioner Attendance Record

Plans fo
Commissioner Assigned to 8/1/88 12/13/88 6/14/89 10/23/89 + 2116/90r
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* Not yet a commissioner
+ Assigned to call about 2/14/90 attendance



. 1/22/90

Commissioner

[l

Commissioner Attendance Record

Plans for

Assigned to 8/1/88 12/13/88 6/14/89 10/23/89 + 2/14/90

JR X X X HLZ Yes

AH X X X X Yes + Hirt

SF X X X

SF X X X No

AH X X X Yes

AH X X

AH X X X X Yes

AH X X X AH Yes

AH X X X I X AR Yes

AR X X X No

JW X X AR Yes

SF X X X SH Yes

AH X X X Yes

Ju X X X X

JR X X X X

AH X X X X AH Yes

JR No

JR = No

AR X X HL; Yes

AH X X X No

SF X X X | .}-‘ D

JW X X X X SH Yes

JR

* Not yet a commissioner
+ Assigned to call about 2/14/90 attendance



1/22/90

Commission on Jewish Education in North America
Interview Checklist
Preparation for Commission Meeting of 2/14/90

Commissioner Assigned to  Scheduled Interviewed Report In
© Moma Ackerman e
© Ronald Appleby SHH
© David Arnow al X X
© Mandell Berman W
© Jack Bieler IR
" Charles Bronfman SF
~ John Colmem HLZ X X X
" Maurice Corson R
© Lester Crova HLZ
 David Dubin W % X X
© Stuarc Eizenstat AR X X X
" Joshua Elkin IR
© Elf Evans SF X

Max Fisher MIM
" Alfred Gottschalk SF
 Arthur Green IR
s o Ju X X X
" Joseph Gruss ML
" Robert Hiller SHH
" David Hirschhorn SF
" Carol Ingall IR
© Ludwig Jesselson  MIM



1/22/90

. Commission on Jewish Education in North America
Interview Checklist
Preparation for Commission Meeting of 2/14/90

Commissioner Assigned to Scheduled Interviewed Report In
" Mark Latner 3 e A i U M e
" Norman Lamm aH X X
" sarale SF
" Seymour Martin Lipset SF
" Haskel Lookstein aH X X
" Robert Lowp al
" Morton Mandel Al
" Macchew Maryles at
" Florence Melton e
" Donald Mintz AR Not Available
" Lester Pollack w
® " Charles Ratner SE
" Esther Leah Ritz A X X
© Harriet Rosenthal aw
" Alvin schiff R
" Isnar Schorsch aH X

Lionel Schipper JR
" Daniel Shapiro AR X X X
" Peggy Tishman A Not Available
" Isadore Twersky SF X X
" Bemmett Yanowitz ™
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Mr Henry L. Zucker
Director
The Commission on Jewish Education
in North America
Mandel Associated Foundations

January 16, 1990
Dear Hank,

We are pleased to enclose a revised draft of the document for
the Commission meeting of February 14.

The document was amended following the Senior Policy Advisors’
meeting of December 6, 1989. It was difficult to include all the
suggestions.

We have added a summary at the beginning of the document, where
we offer an overview of the plan -~ how it will work -- and a
listing of the recommendations. These first pages are in lieu of
an executive summary. We believe that this offers the reader a
more concrete version of the plan early on in the document.

We have not included a suggested title for the report as we now
believe that this will be part of the assignment of the writer of
the Commission report.

We have handled funding without the benefit of the latest
information. After we get an update on the 23rd we will be able
to reformulate.

As you know Prof. Riesman of Brandeis University has undertaken
the preparation of a paper on informal Jéwish education. We
believe that in addition to the comments of the senior policy
advisors, his paper will ensure that the topic is properly
presented. ]

The research program ig on schedule and we will report on this
on the 23rd.

(] —
8 ox and ette Hochstein

JAN 16 'S@ 6:48 BEEBEB 9872 2 698851 PAGE . B2
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Dralt Draft Draft

. Summary and Recommendations

1. The Action Plan and Its Implementation

The work of the Commission on Jewish Education in North America is nearing completion.
The enclosed materials include a draft of eight major recommendations.

What is emerging is a ten-year plan for change. The plan can be undertaken immediately,
because family foundations have granted initial funding, because a staff has been recruited
to continue the work of the Commission and implement its recommendations, and because
communities have shown interest and are being recruited to demonstrate the possibilities of
Jewish education at its best.

The plan is designed to meet the shortage of dedicated, qualified and well-trained
educators. We believe that talented educators will be able to develop programs that will
engage and involve the Jews of North America so that they will be conversant with Jewish
knowledge, values and behavior.

A process of communal mobilization for Jewish education wil]l be launched: outstanding
leaders, scholars, educators and rabbis will be encouraged to assume responsibility for this
process and to recruit others to join them. They will develop policies for intervention and
improvement; they will effect changes in funding allocations,;they will develop the
appropriate communal structures for Jewish education.

By the time the Commission issues its report in June 1990, the Commission will have taken
the following initlal steps:

A. Funding: The establishment of a pool of § m to launch the plan, This pool is being
created through the generosity of family foundations. Long-term funding will be
developed in concert with federations of Jewish philanthropy, the religious
denominations, the communities involved and other sources.

B. Implementation: The establishment of & facilitating mechanism for the
implementation of the Commission’s recommendations. This mechanism, guided by its
board, will be charged with carrying out the plan decided upon by the Commission. It
will design development strategies and be a full-time catalyst for the development
efforts. It will facilitate implementation, ensure monitoring and evaluation and engage in
the diffusion of innovation.

1

JAN 16 ’9@ 6:51 BBEBEBE 972 2 B63989951 PRGE.B5
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Draft Draft Draft

. 2. How Will We Begin Implementation?

Three to five communities will be selected for the first phase of the plan.* The purpose will
be to develop and demonstrate excellence in Jewish education locally. The educational
personnel in all settings in these communities will be upgraded. Programs that have proven
effective elsewhere will be brought to these communities, will be adequately funded and
implemented. Bducators, rabbis, scholars and community leaders will be given the
opportunity to jointly experiment with new ideas. Local and national institutions will work
together on designing and testing new approaches to the problems of Jewish education.

In these communities (“Community Action Sites”) all teachers, administrators and informal
educators will participate in in-service training programs. National and local training
institutions will join in the training effort. In order to meet longer-term personnel needs, a
cadre of talented people will be recruited and trained.

At the continental and regional levels, training programs will be developed to significantly
increase the number of trained educators and to participate in on-the-job training of
personnel in the local communities.

The terms and conditions under which educators work will be changed. Salaries and benefits
will be raised, full-time jobs will be created to meet the needs of programs and a ladder of
advancement will be developed. Educators will be empowered to participate in determining

. educational policies.

3, Who Will Do the Work in These Communities?

The local communities will decide how to undertake their assignment. They will establish a
coalition of the key actors in Jewish education. The twelve local commissions on Jewish
education/Jewish continuity may serve as prototypes.

They may decide to appoint a local planning unit to prepare the plan. This unit will assess
the community’s needs and design the programs.

The national facilitating mechanism will offer assistance as needed \mh staffing, planning
assistance and funding.

*  This, of course, is but one possible scenario for a community. Each community will build a program to fit
its nceds and aspirations, (See pp17-23)



Draft Draft Draft

4. A Long-term Effort

Initial work in several communities, the availability of funding and of staff are all important
preliminary steps for ushering in an era of change for Jewish education.

However, for the significant across-the-board change to take place, a long-term effort is
required. The lessons learned in Community Action Sites will be applied in many
communities, gradually changing standards of Jewish education throughout North America.
The available pool of qualified personnel will be increased. The profession of Jewish
education will be developed as the number of qualified educators increases, as training
programs are developed and as job opportunities, terms and conditions for employment are
improved. Gradually, major program areas will be addressed. A research capability will be
developed.

For these and other changes to occur, we need to issue & clarion call for change in Jewish
education and we must offer long-term development and funding strategies.

In the draft recommendations that follow and in the attached document you will find the
expression of our collective thinking on these matters.

3
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Communi inancin

2. The Commission urges a vigorous effort to involve more key community
leaders in the Jewish education enterprise. It urges local communities to
establish comprehensive planning committees to study their Jewish education
needs and to be proactive in bringing about improvements. The Commission
recommends a number of sources for additional funding to support improvements

in Jewish education, including federations and private foundations.



Draft Draft Draft

Decisions and Recommendations
of the
Commission for Jewish Education in North
America

A Ten -Year Plan

1. The Commission on Jewish Education in North America has decided to undertake a ten-
year plan for change in Jewish education. Implementation of the first phase of the plan will
begin immediately,

The Commission calls on the North American Jewish community, on its leadership and

institutions, to adopt this plan and make resources available in this attempt to0 make a
serious frontal attack on the issue of its future.

The Community

Personnel

4. The Commission recommends that a ten-year plan to build the profession of Jewish
education in North America be developed and immediately launched. The plan will include
the development of training opportunities; a major effort to recruit appropriate candidates
to the profession; increases in salaries and benefits; and improvements in the status of
Jewish education as a profession.

4
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Draft Draft Draft

ngrammaﬁc Arenas

5. The Commission has identified the following programmatic arenas, each of which offers
promising opportunities for intervention.

Target populations: early childhood, the child, the adolescent, the college-age youth, the
adult, the family, the retired and elderly, the new immigrant,

Settings and frameworks: early childhood education and child care, the supplementary school
(elementary and high school), the day school (elementary and high school), informal
education, camping, the Israel Experience.

Content, resources and methods: curriculum, Hebrew language education, and media and
new technologies.

The Commission believes that collectively these form a challenging agenda for the next
decade and urges communities, institutions, communal organizations, foundations and
philanthropists to act upon them.

Research

6. The Commission recommends the establishment of a research capability in North
America to develop the knowledge base for Jewish education, to gather the necessary data
and to undertake monitoring and evaluation. Research and development should be
supported at existing institutions and organizations, and at specialized research facilities that
need to be established. /

Community Action Sites

7. The Commission recommends the establishment of several Community Action Sites,
where excellence in Jewish education will be demonstrated for others to see, learn from
and, where appropriate, to replicate. Community Action Sites will be initiated by local
communities which will work in partnership with the facilitating mechanism. The
mechanism will help distill the lessons learned from the Community Action Sites and diffuse
the results.

The Facilitating Mechanism

8. The Commission recommends the establishment of a facilitating mechanism that will
undertake the implementation of its decisions and recommendations. It will be the driving
force in the attempt to bring about across-the-board, systemic change for Jewish education
in North America.

5
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Draft Draft Draft

Introduction

Communal leaders, educators, rabbis, scholars, parents and youth in North America are

searching for ways to more effectively engage Jews with the present and the future of the
Jewish people.

There is a deep and wide-spread concern that, for too many, the commitment to basic
Jewish values, ideals and behavior is diminishing, There is a growing recognition that better
ways must be found to:

1. ensure that Jews maintain and strengthen the beliefs that are central to the diverse
conceptions of Judaism expressed in North American Jewish communities;

2. pguarantee that the contribution American Jews have made to the establishment and
maintenance of the State of Israel, to the safety and welfare of Jews in all parts of the
world, and to the humanitarian causes they support be continued;

3. deal with the trends, with the number of unaffiliated Jews, with the rate of assimilation
and intermarriage.

These are among the important reasons for the renewed and intensified interest in Jewish
education—a Jewish education that will enable Jews of all ages to experience, to learn, to
understand, to feel, and to act in & way that reflects their commitment to Judaism.,

Responding to these challenges will require a richer and broader conception of Jewish
education, It will require that North American Jewry join forces, pool the energies of its
many components, and launch a decade of renewal —a major effort over the next ten years
to raise the standards and quality of Jewish life in North America.

The North American Jewish community will need to mobilize itself as it has for the building
of the State of Israel, for the rescue of Jews in distress, for the fight against discrimination
and injustice, and for the support of its health and human services. Beginning with the
religious denominations, CJF, JWB and JESNA, local federations and service agencies, and
encouraged by the vision and generosity of private Jewish foundations, Jewish organizations
everywhere will be recruited to join this effort. Through the work of this Commission, we
have learned that there are almost no Jewish institutions that are not concerned about the
Jewish future.

The Commission believes that if the appropriate people, energy and funds are marshalled,

positive systemic change will be initiated, The Commission urges the North American
Jewish community to act quickly and vigorously on its recommendations.

JAN 16 'S8 6:56 BEEBBE 9872 2 6939951 PAGE. 18



Draft Draft Draft

1. The Community
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1/17/90

. COMMUNITY/FINANCING

Background

What is the community we are talking about in connection with formal and

informal Jewish education?

By community, we mean not only the general Jewish community, but especially
\

the organized Jewish community as it relates to the issues of Jewish

. continuity, commitment and learning, and to communal organizations and
persons engaged in these issues. Our target population includes the lay and
professional leaders who create the content and the climate for Jewish formal
and informal education such as teachers, principals, communal workers,
scholars, rabbis, heads of institutions of higher learning, denomination and
day school leaders and the leaders of the American Jewish community who are

involved in planning for and financing Jewish education. The chief local

organization targets are the religious congregations, Jewish community
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centers, schools and agencies under communal sponsorship, Jewish community
federations and bureaus of Jewish educa?ion, and major Jewish-sponsored
foundations. At the national level are JWB, JESNA, CJF, the chief
denominational and congregational bodies, training institutions, and
associations of educators and communal workers who are engaged in formal and

informal Jewish education.

It is clear that the highest level of community leadership is needed to
establish a highest communal planning and funding priority for Jewish
education. The involvement of top community leadership, in Jewish education

is the key to raising the quality of Jewish education in North America.

Not all of the Commission is convinced that Jewish education is now seen by
key lay leadership as a top community priority, but most believe that there
is a decided trend toward the involvement of top leadership and that the

battle to create a very high communal priority for Jewish education is well

on its way to being won.

[b



Page 3

Prior to World War II, a large proportion of the leadership of the organized
Jewish community was indifferent and some even antagonistic to community
support for Jewish education. In the early days of federation, emphasis was
on the social services and on the Americanization of new immigrants.
Just before and during World War II and in the post-War period, the highest
priority for community leaders was the lifesaving work of Jewish relief,
rehabilitation and reconstruction and then nation-building in Israel.

.
More recently, community leaders have been concerned with issues related to

Jewish survival and continuity, and are putting a higher premium on Jewish

education.

We have not yet developed community structures that are adequate to effect

the necessary improvements in Jewish education, either at the local or

national level. Improvement in the following areas requires continuing

examination:

/7
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1. The relationship among federations, bureaus of Jewish education, communal

schools and congregations.

2. The place of federations in planning and budgeting for Jewigh education

and financing Jewish education.

3. The need for forceful national leadership in establishing standards for
\
the field, in promoting, encouraging and evaluating innovations, and in

spreading over the continent the application of best practices as they

are discovered.

At least a dozen federations are currently involved in comprehensive studies
of their community's Jewish education programs and many more are in earlier
stages of organization. JESNA, JWB, and CJF are currently engaged nationally

in efforts to examine related issues.
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Financing

Very little is known about overall financing of Jewish education.

Nonetheless, a few general observations about financing can be made.

Congregational funding, tuition payments, and agency and school fundraising
(especially by day schools), are mainstays of Jewish education financing.
These sources of support are crucial and need to be encouraged. There is

\

consensus that considerable additional funding is required from federations

as the primary source of organized community funding, and that substantial

funding will need to come from private foundations and .concerned individuals.

Communal patterns of funding may need to be altered, and changes in
organizational relationships are necessary to accommodate this. For example,
greater cooperation between the congregations, schools, agencies and the
federations is basic to developing and allocating the funds needed to improve

Jewish education.
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From its very beginning, the Commission has expressed its intention to be
proactive in efforts to improve Jewish education. This includes encouraging
additional funding, and initial steps have already been taken in this

direction.

The Commission is optimistic that greater funds can be generated for Jewish
education, in spite of the current great demand for communal funding for
other purposes. A number of communities have already begun to place a higher
funding priority on Jewish education, both by raising new funds and by
allocating greater general Jewish communal funds to Jewish education. There
is also the fortuitous circumstance that federation endowments funds--a
relatively new source of communal funds--are growing at a good pace and can
be an important source of support for Jewish education. Simultaneously,
there is a relatively new growth of large family foundations--a post World
War II phenomenon--which has accelerated in recent years and promises to be
an important new funding resource for Jewish education. It appears likely,
therefore, that additional funding will be available for well considered

programs to improve and expand Jewish education.
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It needs to be noted that some members of the Commission have expressed

themselves to the effect that "throwing money" at Jewish education will not

by itself do the job. They believe that there needs to be a careful review

of current programs and administrative structures to see how these can be

improved. They believe that we need to monitor and evaluate projects aimed

at improving Jewish education. Careful attention to the quality of what we

are attempting to do and honest and perceptive evaluations are needed, both

to get appropriate results for what is being spent, and also to encourage

funding sources.

Recommendations

The following specific Commission recommendations are made with reference to

community and financing:

1. The Commission encourages the establishment of additionmal local

committees or commissions on Jewish education, the purpose of which is to

2
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bring together communal and congregational leadership in a wall-to-wall

coalition and recommend how to improve the communities' formal and

informal Jewish education program.

The Commission encourages each community to seek aggressively to include

top community leadership in their local Jewish education planning

committee and in the management of the schools which provide the

education.

The Commission recommends that federations provide greater sums for

Jewish education, both in their annual allocations and by special grants

from endowment funds and/or special fundraising efforts on behalf of

Jewish education.

The Commission and its anticipated implementation mechanism should

encourage private foundations and philanthropically-oriented families to
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set aside substantial sums of money for Jewish education for the next

five to ten years. (This process has begun and thus far

foundations have agreed to set aside approximately $ during
the next five years for programs of their choice from among those

recommended in the Commission process.)

5. The Commission recommends that private foundations establish a fund to
]
finance the implementation mechanism and modest subsidies for community

action sites and other projects.

The Commission recognizes that pressures on federations' annual operating
funds make it very difficult to set aside substantially larger sums for
Jewish education in the near term. Longer term funding requires that
federations, as the expression of the community's will to improve Jewish

education, should produce substantially greater support for Jewish education.
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It is expected that private foundations and concerned individuals, federation

endowment funds, and special communal fundraising efforts will play a major

role in supplying the near term financing, while federations are gearing up

to meeting the longer term funding needs. Federations also have a key role

in encouraging and bringing together private and communal funding sources

into coalitions for support of Jewish education, and in leveraging support

from the different sources.
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2. Personnel

L Background

l

In North America there are an estimated 30,000 to 40,000 people working in the field of
Jewish education, formal and informal. Of these, some 5,000 hold full-time positions; the
remainder work part-time. There is a serious shortage of qualified personnel in all areas of
Jewish education in North America. The shortage is both quantitative —there are fewer
people to be hired than positions to be filled —and qualitative —many educators lack the
qualifications, the knowledge, the professional training needed to be effective. The studies
that have been undertaken document this shortage (see p. 30). They reveal that many
educators lack knowledge in one or several of the following areas: the Hebrew language,
Jewish sources, Jewish practice, teaching and interpersonal skills, and more. The shortage is
not limited to specific institutions or programs, geographic areas or types of community; it
‘exists across-the-board.

The shortage of qualified personnel is the result of the following:

o It is difficult to recruit qualified candidates for work in the field and for training
programs because of the reputation and realities of the profession. Salaries and benefits
are low and educators are not empowered to affect the field,

¢ Current training opportunities for Jewish educators do not meet the needs of the field.
o The profession of Jewish education is underdeveloped.
o There is a high rate of attrition among Jewish educators.

In competition with other professions to attract talented young Jews, Jewish education fares
poorly. Why should the brightest and the best choase Jewish education when it is perceived
as a low-status profession in a field that is frequently failing? Bducators work with little
opportunity for professional growth, a feeling of isolation from their colleagues and a sense
that their work often does not make a significant difference.

The key to meeting the shortage of qualified personnel for Jewish education resides in
building the profession of Jewish education. The profession will be strengthened if talented,
dedicated people come to believe that through Jewish education they can affect the future
of the Jewish people. These people must believe that their dedication will be rewarded and
that creativity will be given a chance. If educators are encouraged to grow as they work and
are recognized by the community for their successes, they will be able to positively impact
the lives of children and their families.

8
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IL Recommendations

The Commission recommends that a ten-year plan to build the profession of Jewish
education in North America be developed and immediately launched. The plan will
include the development of training opportunities; a major effort to recruit
appropriate candidates to the profession; increases in salaries and benefits; and
improvements in the status of Jewish education as a profession.

This plan will require that:

A. The North American Jewish community undertake a program to significantly
increase the quantity and enhance the quality of pre-service and in-service
training opportunities in North America and in Israel. The plan will raise the
number of people graduating from training programs from 125 to 400 per year
and will dramatically expand in-service and on-the-job training programs.

Increasing and improving training opportunities will require investing significant
funds in the development of existing training programs to enable them to rise to
their full potential, and developing new programs within training institutions or

at
to:

®

general universities in North America and in Israel. These funds will be used

Develop faculty for Jewish education programs, including the endowment of
professorships and fellowships for training new faculty.

Create specialized tracks in various institutions to meet the needs of the field
(e.g. specialization in pre-school education, in-informal education, in the
teaching of the Hebrew language, in the use of media for education,
“fast-track” training programs for career-changers, etc.).

Improve the quality of training opportunities by creating partnerships
between training institutions in North America and Israel, research networks,
consortia of training programs.

Establish training programs for geographic areas that do not have any at this

time (e.g. the South-East —see maps, Appendix).

Develop training for leadership in Jewish education in North America.
Support specialized programs at general universities (¢.g. George Washington

University, Stanford University, York University) and consider the
establishment of similar programs where they are desirable.

9
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* Provide a significant number of fellowships for students who want to become
. Jewish educators.
* Develop a variety of in-service training programs throughout North America
and in Israel that will accommodate many more educators. The programs will
be designed to fulfill a variety of in-service needs:

On-the-job training programs, either at existing training institutions or at
education departments and Judaic studies departments at general

universities.

Specialized programs for the various content areas and for specific
positions (e.g.,, curriculum writers, Israel Experience educators, teacher
trainers).

Programs that use Israel more extensively as a resource for Jewish
educators.

B. A nationally co-ordinated recruitment plan to increase the pool of qualified
applicants for jobs and for training programs be implemented. The plan will seek
to significantly expand the pool from which candidates for training and
re-training are recruited, and develop methods and techniques for recruiting

. them.

This will involve:

* Undertaking a survey to identify new pools of candidates (e.g. Judaic studies
students at universities, day school students, youth group graduates, rabbis,
career-changers, general educators who are Jewish; members of large Jewish

organizations, etc.).

* Identifying the conditions under which talented potential educators could be
attracted to the field (e.g. financial incentives during training; adequate
salaries and benefits; possibilities of advancement and growth; challenging
jobs).

* Developing a systematic marketing and recruitment program based on the
findings of the survey.

10
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C. The profession of Jewish education, including the conditions that are likely to
attract and retain a cadre of dedicated, qualified educators, be developed. In
particular, the plan will recommend policies to improve the status of educators,
their salaries and benefits, grant them empowerment and improve their working
conditions.

This will involve:

L]

Developing appropriate standards for salaries and benefits for all Jewish
educators, strategies for implementing them in communities, and assuring
their funding.

Creating a comprehensive career development program for educators which
will allow for professional advancement and personal growth.

Mapping out the positions that need to be created and filled in order to meet
the current challenges of Jewish education (e.g. specialists in early childhood,
family education, adult education, special education, and the education of
educators), \

Developing both linear and non-linear ladders of advancement for education,
ranging from avocational positions to senior academic and executive
positions. The ladder of advancement will be accompanied by the
appropriate criteria for advancement and related salaries and benefits,

Encouraging collegial networking through conferences, publications and

professional associations, as & way of maintaining standards, exchanging ideas
and facilitating innovation and experimentation.

11
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3. Arenas for Programmatic Intervention

L. Background

The Commission has become convinced that there are many arenas in which programmatic
initiatives can lead to significant positive improvements in Jewish education. These
initiatives would address specific target populations, settings and frameworks, and
educational content, resources and methods.

Among the important arenas for such initlatives are:

By target populations

Early childhood

The child

The adolescent

The college-age youth
The adult

The family

The retired and elderly
The new immigrant

il o o

By settings and frameworks

9.  Early childhood education and child care

10. The supplementary school (elementary and high school)
11. The day school (elementary and high school)

12. Informal education

13, Camping

14, The Israel Experience

By content, resources and methods

15. Curriculum
16. Hebrew language education
17. Media and new technologies
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In all of these areas, new programmatic efforts have been launched in recent years. Some of
these appear to be achieving positive results. Yet there is clearly much more that can and
should be done. Additional initiatives must be encouraged, carefully planned, and closely
monitored.

The Commission has identified opportunities for further action, and will encourage
foundations, philanthropists and institutions to pursue programmatic initiatives in areas of
interest to them.

The Community Action Sites will offer an opportunity to learn how to intervene in many of
these programmatic areas. Examples of best practice will be assembled there and will be
carefully studied. Local taskforces will probably be established for specific programmatic
areas in Community Action Sites.

The Commission was reminded that though programmatic arenas are at the very heart of
the educational endeavour, the history of general education and of Jewish education offers
many examples of important ideas that were acted upon prematurely. It wants to avoid this
pitfall for programmatic arenas.

For these reasons—the opportunities inherent in the programmatic arenas; the readiness
and interest of institutions, foundations and philanthropists to undertake specific projects;
the need of Community Action Sites to work through programs—the Commission has
decided to design an agenda for programmatic arenas. The agenda will be presented for
further consideration by the facilitating mechanism,

II. Recommendation

The Commission has identified the following programmatic arenas, each of which
offers promising opportunities for intervention.

Target populations: early childhood, the child, the adolescent, the college-age youth,
the adult, the family, the retired and elderly, the new immigrant.

Settings and frameworks: early childhood education and child care, the supplementary
school (elementary and high school), the day school (elementary and high school),
informal education, camping, the Israel Experience. -

Content, resources and methods: curriculum, Hebrew language education, and media
and new technologies.

13
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The Commission believes that collectively these form a challenging agenda for the

next decade and urges communities, institutions, communal organizations,
foundations and philanthropists to act upon them.

The facilitating mechanism will offer its services to those who want to concentrate
their efforts in a programmatic arena and will help in research, planning and

monitoring those efforts.
The mechanism will continue to develop the programmatic agenda towards

implementation in Community Action Sites and will diffuse the results of work in
these areas throughout the North American community.

14
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4. Research

I Background

There is very little research on Jewish education being carried out in North America. As a
result, there is a paucity of data; little is known concerning the basic issues and almost no
evaluations have been undertaken to assess the quality and impact of programs.

Because of this, decisions are made without the benefit of clear evidence of need; major
resources are invested with insufficient evaluation or monitoring. We seldom know what
works in Jewish education; what is better and what is less good; what the impact of programs
is. The market has not been explored; we do not know what people want. There are not
enough standardized achievement tests in Jewish education; we do not know much about
what students know. We do not have accurate information on how many teachers there are,
how qualified they are, what their salaries are,

Various theories and models for the training of educators need to be considered as we
decide what kinds of training are appropriate for various types of educators. The debates in
general education on the education of educators need to be considered in terms of their
significance for Jewish education. A careful analysis of the potential of the existing training
institutions would help us determine both what is desirable and what is feasible.

More ex{ewsie. investigation into the history and philosophy of Jewish education would
inform our thinking for future developments,

We are also in need of important data and knowledge in areas such as the curriculum and
teaching methods for Jewish schools. For example, the teaching of Hebrew needs to be
grounded in research. The various goals for the teaching of Hebrew should determine the
kind of Hebrew to be taught: the Hebrew of the Bible, of the prayer book, spoken Hebrew,
Hebrew useful on a first visit to Israel, and so on. These decisions in turn would determine
the vocabulary to be mastered, the relative importance of literature, of grammar, etc.

The potential of informal education has also not been researched. Summer camping appears

to make a difference. Is this really so? If it is, how can its impact be increased by relating it
to the education that takes place in the JCCs and in schools?

The role of Israel as an educational resource has not been studied adequately. It plays too
small a role in the curriculum of Jewish schools. There is a shortage of educational materials
and literature about teaching methods for this topic.

15
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We need research in order to allow decision-makers to make informed decisions. We need
it, too, to enrich our knowledge about Jewish education and to promote the creative
processes that will design the Jewish education of tomorrow.

IL. Recommendations

The Commission recommends the establishment of a research capability in North
America to develop the knowledge base for Jewish education, to gather the
necessary data and to undertake monitoring and evaluation. Research and

development should be supported at existing institutions and organizations, and at
specialized research facilities that need to be established.

16
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5. Community Action Sites

L Background

A Community Action Site is a place—a whole community or a network of
institutions —where excellence in Jewish education will be demonstrated for others to see,
learn from and, where appropriate, to replicate. The Community Action Site will engage in
the process of re-designing and improving the delivery of Jewish education according to
state-of-the-art knowledge, The focus will be on personnel and the community, with the
goal of effecting and inspiring change in the various programmatic areans in the field of
Jewish education,

A. The Scope of a Community Action Site

The scope of a Community Action Site has not yet been decided. Below are two possible
models.

1. The Community Action Site could be an entire community where all the institutions
involved in Jewish education are invited to join. One to three such comprehensive sites
could be established. Each site would have to guarantee the participation of a minimum
number of its institutions, It might be determined that 80% of all the Jewish educational
institutions in the community (e.g. the early childhood programs, the supplementary schools,
the day schools, JCCs, Judeic studies programs at the local university, adult education
programs, etc.) would be needed to build this version of a Community Action Site.

2. Several Community Action Sites could be established with each of them taking different
cuts into Jewish education. This could be a cut by ages (e.g. elementary school age), by
institutions (e.g. all the day schools), or some combination of these approaches. If, for
example, three Community Action Sites decided to concentrate on early childhood and the
supplementary school and the day school, three others on the high school and college age
groups, and three more on JCCs, summer camps and Israel Experience programs, a
significant portion of the map of Jewish education would be covered.

B. A Community Action Site at Work

After establishing criteria for the selection of 2 Community Action Site, the board of the
facilitating mechanism will consider several possible communities and choose from among
them. The community that is selected will create a structure to work in partnership with the
facilitating mechanism. If a local commission already exists, it might serve as that structure,

17
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Together they will conduct a study of the community to learn about the market for Jewish
education (e.g. how many people are involved, what they want); the nature and status of the
personnel; the lay leadership of Jewish education; the current level of funding for Jewish
education; etc. A preliminary plan would then be developed. Below are some of the
elements of a plan which could serve as examples of the work that will be undertaken in a
Community Action Site.

1. PERSONNEL

The study might show that there are currently 500 filled positions (formal and informal,

full-time and part-time) in all areas of Jewish education in the community. The study would

also identify the gaps that exist—the positions that need to be created and filled. The
denominations (their organizations and training institutions) and others will be invited to
join in developing a plan for recruiting, training and retaining personnel.

a. RECRUITMENT

All of the recommendations related to recruitment in the Commission’s report, and the

results of the national recruitment study that will be undertaken, will be reviewed and the

Community Action Site would act on those recommendations, Some examples:

'e Recruiting appropriate college students (good Jewish background, commitment to
Judaism) from the local universities, and contracting several years of work in the
supplementary schools, day schools and JCCs in the community.

¢ Recruiting people interested in changing their careers.

¢ Encouraging general educators in the community to retool themselves for positions in
Jewish education.

¢ Initiating & number of outstanding educators from outside the community to assume key
positions (e.g. three Jerusalem Fellows, four Senior Educators, etc.).

o Recruiting personnel from among the membership of various national organizations and
building a program to prepare them to work in the field.

o Canvassing the retired population in the community to recruit appropriate candidates
for work in Jewish education.

b. TRAINING

In addition to preparing people who are new to the field, every person in the education
endeavour would be involved in in-service training, Some examples: ;
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o All avocational teachers would be assessed in terms of their current knowledge and their
potential and a program to advance them would be designed.

¢ All professional teachers, principals, and informal educators would be involved in some
continuing education planned jointly by the national and local mechanisms.

e Special fast-track programs would be developed for retraining general educators or
career-changers who are moving into the field of Jewish education.

e The Community Action Site might be adopted by & consortium of training institutions,
with each institution undertaking a specific assignment. The training institutions, the
local universities, institutions in Israel, and any other relevant players could be invited to
participate,

¢. PROFESSION BUILDING

As a result of the community study, a new map of the Jewish educational needs in the
community would be developed. This map might include, for example, three full-time
positions for special education; several positions for experts in early childhood education;
two teacher-trainers; specialists in the teaching of Bible, Hebrew, History; an expert on the
use of Israel Experience programs; consultants on Jewish programming for the JCCs;
several adult educators; several family educators; ete. To respond to these needs, it might
be determined that a 10% increase in the number of positions in the community is required.
This could include introducing more full-time positions for people currently working
part-time. This map would be the beginning of a new conception of the profession and
would develop with time.

Accompanying the map would be a description of the training, salary, benefits and status
appropriate to each position. Thus, a Bible expert might earn the same salary and be granted
the same status as a principal. This would expand the possibilities of advancement in Jewish
education beyond the conventional linear pattern of teacher, assistant principal, principal.

d. RETENTION

The issue of retention would be addressed in light of the results of the community study.
The study might point to the need for improving the relationship between lay boards and
educators; the need for sabbaticals, trips to Israel and more on-the-job training for teachers.
The local mechanism will have to determine the conditions that are necessary to retain good
people in the field and deal with them accordingly.
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2. COMMUNITY—ITS LEADERSHIP, FUNDING, AND STRUCTURES

From the onset of the Community Action Site, the appropriate community leadership will
have to be engaged. These leaders, either the board of a local commission and its staff or
newly recruited leaders, will have to be involved in developing the plans of the Community
Action Site, overseeing them, monitoring them and responding to feedback. The community
would have to either create its own evaluation program or subscribe to a national evaluation
program so that success could be measured and appropriate decisions could be made.

Only if the community leadership is well-informed and totally committed will the necessary
funding and overall support be obtained for the work of the Community Action Site. A
partnership between the community’s lay leadership and educators must be created.

3. ANINSTITUTION WITHIN A COMMUNITY ACTION SITE

The supplementary school within a specific community is offered below as an example of
how the national and local mechanisms would work together to implement appropriate
recommendations. Over time, such an approach could be introduced for all of the
institutions in @ Community Action Site.

A taskforce, composed of the top experts of the Conservative, Orthodox, Reform and
Reconstructionist movements, might be created to examine the supplementary school. It
would search for examples of best practice and invite those who have developed them, as
well as thinkers or theoreticians in the area, to join in deliberations on the supplementary

school. Together, they would begin to plan an approach to improving the supplementary
school which could include the following:

e the elaboration of the educational philosophy of the supplementary school;

o the supplementary school’s relationship to the synagogue, to informal education, to
summer camping, to trips to Israel, to family education and to adult education;

e legitimate educational outcomes of the supplementary school;

¢ the curriculum, the content that should be offered in the supplementary school;

¢ the methods and materials currently available that should be introduced;

o the crucial problematic areas for which materials must be prepared e.g., methods for the
teaching of Hebrew. In such a case, one of the national institutions or research centers
might be asked to undertake the assignment immediately.

Each of the denominations would be given the opportunity and appropriate support (e.g.

funding, expert personnel) to develop a plan including all of the elements listed above. The
local and national mechanisms would review, modify and adopt the plan. Funding and
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criteria for evaluation would be agreed upon. The appropriate training institutions would be
asked to undertake responsibility for training the personnel and would accompany the
experiment as a whole. For example, for the Conservative supplementary schools, the
faculty of the Jewish Theological Seminary of America and its Melton Research Center
might work with the staff of the mechanisms, helping them decide what materials should be
taught and developing a training program for the teaching of this material. JTSA and
Melton faculty would be involved with the local supplementary schools on a regular basis, to
monitor progress and to serve as trouble-shooters.

Although denominations would work individually with their Conservative, Orthodox,
Reform and Reconstructionist schools, there are some areas where all of the denominations
could work together. On issues such as the integration of formal and informal education,
the use of the Israel Experience, family education, and possibly even in certain content areas
such as the teaching of Hebrew, combined effort could yield significant results.

Within a few years, we could learn what can be achieved when proper thinking, funding and
training are invested in a supplementary school. We could also see how informal education,
the Israel Experience, family education and other elements could be combined to increase
the impact of the supplementary school. The extent of the success and the rate at which new
ideas should be introduced will become readily apparent when the Community Action Site
is functioning.

The facilitating mechanism, in addition to its role in planning, evaluating and overseeing the
entire project, would, as quickly as possible, extrapolate principles from the experience of a
Community Action Site to feed the public debate, leading to the development of policies on
issues such as salaries, benefits, the elements of professional status, sabbaticals, etc. These
policies, as well as specific lessons learned, would be diffused to other communities in North
America.

C. Assumptions

The concept of the Community Action Site is based on several assumptions.
1. LOCAL INITIATIVES

The initiative for establishing a Community Action Site should come from the local
community and the key stakeholders must be fully committed to the endeavour. The
community must be willing to set for itself the highest possible standards and guarantee the
necessary funding for the project. The community selected will have to develop 2 local
mechanism that will play a major role in the initiation of ideas, the design of programs and
their implementation.
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2. LEARNING BY DOING

The notion of a Community Action Site assumnes that it is possible to demonstrate effective
approaches to problems in a specific community which can then be replicated elsewhere.
Significant questions concerning innovation and implementation, such as what elements
should be included and how they should be combined, can only be resolved in real-life
situations, through the dynamics of thinking about implementation, and in the process of
implementing.

3. BEST PRACTICE

Best practice will be an important resource for the work of the Community Action Site.
Examples of best practice in Jewish education, suggested by the national denominational
bodies, their training institutions, educational organizations, JWB, JESNA, CJF, and other
relevant groups, together with the staff of the facilitating mechanism, will be brought to the
site, integrated in a complementary way, and adequately funded, thus significantly increasing
their impact.

4. CONTENT

The educational program in 2 Community Action Site will be guided by & carefully
articulated philosophy. Local institutions working with the denominations, JWB, JESNA,
the facilitating mechanism and others invited to participate, will produce background papers
on the philosophy that should guide the work being done. These papers should address the
problem of translating the particular philosophy into curriculum, as well as describe the
texts to be studied and the teaching methods to be used. They will also help guide the
evaluation of the program. .

5. ENVIRONMENT

The Community Action Site will be characterized by innovation and experimentation.
Programs will not be limited to existing ideas, but rather creativity will be encouraged. As
ideas are tested, they will be carefully monitored and will be subject to critical analysis, The
combination of openness and creativity with monitoring and accountability is not easily
accomplished, but is vital to the concept of the Community Action Site.

6. EVALUATION
The work of the Community Action Site will have to be monitored and evaluated in order to
discover what can be achieved when there is a massive and systematic investment of

thought, energy and funding in Jewish education. The results of the evaluation will serve as
the basis for diffusion.
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7. DIFFUSION

The results of work in a Community Actlon Site, and lessons learned from projects
demonstrated there, will be diffused throughout the North American Jewish community and
to other interested Jewish communities in the world, This will require thorough
documentation of all aspects of the work.

IL. Recommendation

The Commission recommends the establishment of several Community Action Sites,
where excellence in Jewish education will be demonstrated for others to see, learn
from and, where appropriate, to replicate. Community Action Sites will be initiated
by local communities which will work in partnership with the facilitating mechanism
for implementation. The mechanism will help distill the lessons learned from the
Community Action Sites and diffuse the results,

23

JAN 16 "98 7:13 BBEBBE 972 2 B399951 PARGE .27



Dralt Draft Draft

- 6. The Facilitating Mechanism

L Background

The challenge facing the Commission at this time is to create the conditions for
implementing its plan and to launch the process that will bring across-the-board change.
The Commission needs to decide who will undertake the continuation of its work and how
this will be done. The plan for action, the implementation of the Commission’s
recommendations, will require that some mechanism be created to oontinuc the work of
the Commission after its report is issued.

Such a mechanism will facilitate the establishment of Community Action SlteS' encourage
foundations and philanthropists to support excellence, innovation and experimentation;
facilitate the implementation of strategies on the continental level and in 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 the North
American Jewish community.

A number of principles will guide the relationship between this fadlitating mechanism and
the communities, organizations and individuals implementing the recommendations:

¢ Ready-made plans will not be offered or imposed upon commuziities. Rather, the
mechanism will act as facilitator and resource for local initiaﬁves and planning.

e The mechanism will act when invited by 2 community that wishes to become &
Community Action Site.

e The work will be guided by agreed-upon criteria such as pluralism, awountabmty and
the highest professional standards.

¢ Participating communities and institutions will establish their own local planning and
implementation mechanism that will be responsible for the work.

II. Recommendations

The Commission recommends the establishment of a facilitating mechanism that will
undertake the implementation of its decisions recommendations. It will be the
driving force in the attempt to bring about across-the-board, systenuc change for
Jewish education in North America.
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I Governance and Relationship to the Commission

Draft Draft Draft

The facilitating mechanism will be a cooperative effort of individuals and
organizations concerned with Jewish education, as well as the funders wko will help
support the entire activity. Central communal organizations—CJF, JWB and
JESNA —will be full partners in the work. Federations will be invited to play a
central role and the religious denominations will be fully involved.

The facilitating mechanism will be charged with carrying out the action plan decided
upon by the Commission and bringing about implementation of the Commission’s
recommendations. It will be devoted to initiating and promoting innovation in
Jewish education. As such, it should be a center guided by vision, together with
rigorous work and creative thinking and characterized by an atmosphere of ferment,
search and creativity. It will be the driving force for systemic change.

It will design and revise development strategies—generally in concert with other
persons, communities and institutions. It will be a full-time catalyst for development
efforts in Jewish education. It will not deliver services, but will work with and
through existing institutions and organizations and help them rise to their full
potential.

\

The issue of continuation of the Commission’s work and of the governance of the facilitating
mechanism was addressed by commissioners and a number of suggestions were offered for

consideration.

A. GOVERNANCE

1.  The mechanism will have an active board which will determine policy and follow the
work of the mechanism on an ongoing basis.

2. ‘The mechanism will have a small, highly qualified professional staff to carry out its
mission.

3. The work of the mechanism will be guided by the vision and philosophy contained in
the final report of the Commission, In addition, the work of the mechanism will be
enriched through consultations with institutions, scholars, rabbis, educators and
community leaders. A professional advisory team shall be established to stimulate this
activity.

4. The authority of the mechanism will derive from the ideas that guide it, and the

prestige, status and effectiveness of its board and staff.
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B. CONTINUATION OF THE WORK OF THE COMMISSION

Many commissioners have expressed an interest in retaining an active involvement in the
work of the Commission after the final report is issued. One scenario is that 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 be composed of some of the commissioners
interested in being actively involved in implementation, be it as funders, representatives of
relevant institutions —in addition to other members.

A second possibility would have the full Commission convene once a year—possibly in an
enlarged format, becoming & major communal forum on Jewish education. This forum
would review progress on implementation and review reports on the state of the field of
Jewish education in North America. The mechanism might be accountable to it.

IV. Tasks & Functions

A. The mechanism will undertake the following tasks:

1, To initiate and facilitate the establishment of several Community Action Sites.
This involves developing criteria for their selection; assisting communities to plan
and develop their site; ensuring monitoring, evaluation and feedback. Each site
will have its local mechanism —whether this be a commission, & planning unit or
some other suitable structure — that will undertake responsibility for planning and
implementing the Community Action Site.

2, 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; it may lend planning assistance to
existing training institutions as they undertake expansion and development of their
training programs; it may help secure funding for these.

3. To offer assistance as requested for the planning and development of the
programmatic arenas. The mechanism will serve as consultant to foundations,
institutions and organizations that want to undertake work in a programmatic
arena, helping to design a development process, recruit staff, gather experts who
might bring knowledge and data to the planning process.

4. To help develop the research capability needed in North America that will allow
for more informed policies concerning Jewish education.

2%
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5. To prepare progress reports for public discussion of the central issues of Jewish
education,

6. To facilitate the development and enhance the effectiveness of a metwork of
existing commissions on Jewish education/Jewish continuity, local mechanisms of
the various Community Action Sites and other relevant orgamzauons, for the
promotion of change and the diffusion of innovation. i

In order to meet these complex tasks, the mechanism will insure that the following
functions are performed.

1. Research, data collection, planning and policy analysis

This may be viewed as the research and planning arm of the mechanism. 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; 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; the work on setting norms and standards for
training will be initiated; the quality of existing training will be assessed and
alternative models considered; etc.).

The research function will:

e 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 Community Action Sites? Who are the stakeholders and how can
they be involved? What are the financial and funding possibilities?)

e Provide the knowledge and planning support needed by the Community Action
Sites; work with the local mechanism in Community Action Sites, providing

expertise that may be needed and ensuring the level and quality of the work
intended.

e Be the arm of the mechanism for planning and strategic thinking, 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,
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. 2. Community interface (for Community Action Sites)

The mechanism will work closely with the communities where Community Action
Sites are located. This complex function will include negotiation over criteria,
modes of operation, the establishment of local structures for planning and
implementation, funding and more. It will be undertaken in cooperation with the
local mechanisms that will be established in Community Action Sites.

The community interface function may deal with:

¢ Initiation of negotiations with relevant stakeholders and community leaders
who want to establish a Community Action Site,

¢ Helping the local community establish a mechanism for its Community Action
Site and recruit staff for such mechanism.

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

. 3. Funding facilitati

This function may include the following:

e Undertaking, as appropriate, brokering between various possible sources of
funding (foundations, national organizetions, local sources of funds,
federations, individuals) and the Community Action Sites.

e Being a central address both for funding sources and for relevant institutions
who will seek guidance in accomplishing their objectives.

¢ Assisting funders in moving ahead with programmatic arenas in which they
have an interest, acting as a consultant, and providing professional assistance as
appropriate. ;

¢ Developing long-term funding strategies with all relevant stakeholders.
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4. Monitoring, evaluation and feedback
. The purpose of this function is threefold:

¢ To monitor the activity of each Community Action Site and all other elements
of the action plan.

¢ To evaluate progress—in whatever form or forms deemed :é.ost useful.

e To create and activate feedback loops to connect practical results with a
process of re-thinking, re-planning and implementation.

5. Diffusion of innovation

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 working through existing
organizations and institutions.
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Note:

The data upon which these background materials and

recommendations are based are to be found in the studies that
havae been undartaken for the Commission: all the studies will
be completed before the Commiesion issues its report.

1'

4.

5.

6.

7.

The Relationship Between Jewish Education and Jewish
Continuity (I. Scheffler, Harvard University; S. Fox,
the Hebrew University).

The Organizational Structure of Jewish Education in
North America (W. Ackerman, Ben Gurion University).

Community Organization for Jewish Education in North
America; Leadership, Finance and Structure (H.L. 2Zucker,
Director, the Commission on Jewish Education in North
America).

Federation-led Community Planning for Jewish Education,
Identity and Continuity (J. Fox, Jewish Community
Federation of Cleveland).

The Synagogue as a Context for Jewish Education (J.
Reimer, Brandeis University).

Approaches to Training Personnel and Current Training

Opportunities (A. Davidson, Jewish Theological Seminary
of America).

Assessment of Jewish Education as a Profession (I. Aron,
Hebrew Union College, Los Angeles).

Data Gathering, Analysis and Raport'on the Field of
Jewish Education in North America (I. Aron, Hebrew Union
College, Los Angeles).

Informal Jewish Education (B. Reisman, Brandeis
University).
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