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September 6, 1988

Dear Art,

We are now on the fifth version of the options” assignment. We
have discussed it with several educators and had the key meeting
with Mike Mbar. The results of these meetings will be reflected

in the document you are now receiving. We need feedback as soon
as possible from you, Mort, Hank, Reimer and Ginny. We will
continue to work without the feedback (which is not a good idea)
and are therefore ageelikely to send additional communications
pbefore and after the 15th., We also have some thoughts on the
Agenda for the time to be spent in Cleveland in October.

With Best Regards,

P.5.

1. Enclosures: We are sending very preliminary and rough working
paper of the sort we are generating to build the map of

pomikilirier  m ULl - VIO TOR-L My v
2. It is important for us to receive the minutes and the cover

letter as soon as possible.

3. I will send suggestions concerning JESNA tomorrow as well as
some thoughts about the best use of our time in October.
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September 6, 1988

M k. o4 oAZalATE T B T 1

To: Planning Group (MLM, AJN, HLZ, JR, VFL)

From: Seymour Fox

Re: The options paper

DRAPFT 1

I - Mapping the possibilities: From the comprehensive to the
options. .

It is clearly important to see the whole range of possibilities,
the comprehensive picture, before an attempt is made to limit, to
focus or to decide on priorities.

X we do not deal with the range of possibilities we court
disaster in at least two ways:

a, We will decide on a priority that cannot be handled - because
it is dependent on the prior treatment or response to another
problem - what one might call a pre-condition or a necessary
condition.

Example: In the area of personnel a decision to concentrate
on recruitment cannot be undertaken without dealing with the
issue of status.

Example: In the area of media a decision to concentrate on
the use of video in the classroom cannot be undertaken without
dealing with the issue of teacher preparation and motivation for
the use of video

b. The comprehensive picture allows to see "all" the issues and
thus makes it possible to take informed and more relevant
cecisions. The danger of leaving out important pcesibilities is
miri mized,

II. Developing the comprehensive list of possibilities.
1. Assumptions about a representative com mission: '
a.The Commission was established and ite members were chosen with

the assumpticn that it would represent the needs and aspirations
of the Jews cf North America on Jewish Education., In a sense one

could say that we view them riiament” of the Jews of | "o
North America as regards Jewish Education. Therefore we View the m
3

COm mMission as possessing within it the wisdom that will generate
the range of possibilities - much as a parliament knows "what the

— —— . —— P - e '
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pecople need and want".

Like all representative groups there are lacunae in their
representativeness,

: Example: Segments of the population were consciously left

eSS out of the Commission (The synagogue organizations that deliver
' educational services, CAJE, the ultra-orthodox, the margi
affiliated).

L2 b. This characteristic of "representativeness" depends on
P 3 = perfect choices and on each commissioner performing perfectly.

T Example: We will discover that an individual who represents

. a category (e.g. principals, professors) was not a esufficiently
representative choice, and therefore the category is not given a
complete  hearing or the category is richer than its
representation (e.g. for the professors we need a philosopher or

a psychologist.)

2. The process:

In order to build a comprehensive map of the possibilities, we
suggest starting with the commissioners and building the map
based on their views. This will be done by analyzing: -

a. the initial interview,

b. the interview document presented at the £irst Commission
meeting

C. the rirst Cuommission Meeting

é. additional interviews

In addition we will :

a. suppiement the commissioners and improve on their
representativeness by interviewing additional people.

b. bring to bear state-of-the-art knowledge -
- research; articles, books, speeches
- consultations with experts, academic and activist

Example: MLM raised the guestion at one of our meetings
"What is the relative importance of an opinion offered by a
Com missioner?” E.g. When Evans answers Crown's guestion and says
that the media can be used effectively in the classroom, how does

‘this £it in with the conclusions of a variety of educational

researchers like Schramm, Goodlad, Solomon about teachers’
resistance to the use of media in the classroom - or with the
experience of the Open University, Everymans University and
S.R.A.
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S
e

ITI. From the map of possibilities to alternatives, options.

! The comg;nhensive map will include an Agenda for Jewish Education
s v far too broaa ana too extenslve fui ey Svwowutsise &e denl with
Therefore choices must be made. We suggest the fcllowing
Fo approach for narrowing the range of possibilities to a2 manageable

number of options that will be presented to the Commissioners for
their deliberation and choice. (The comprehensive map must be
S shared with them and the process of narrowing the choices must be

< diBCMd)-

a. Feasibility
Before dealing with specific options some general feasibility
guidelines will have to be generated. For example:

1. On the basis of a careful study of current expenditures in ,Qm‘ y 2
Jewish Education and current results of overall fundraising, what Lpa—
is a legitimate target for an innovative vision of changing the ong
trendlines? One hundred million dollars? Five hundred million

Com

dollars? One billion doliars? — Mo~ be Y s e §0J0 B 1oy,

Who is the appropriate audience to deliberate on this matter? Q Y

How much do we have to know before starting? _ Le~
“ Vi 20b com,

2. Building the profession: after gathering all the data, how and
whe will be able to offer reasonable arguments as to how many
people could be induced to devote their lives to Jewish
Education?

For specific options we will want to spell out the feasibility
based on elements such as:

* Likely communal support: how popular will this option be? How ae))
easy will it be to "sell” it to relevant publics? how likely is io?

the Community tc want this option, to pay its price, to perceive %
it as important and beneficial? What difficulties will be !
encountered on the road to communal Support? <,

* Institutional politics : How feasible is the option in the
lght of competing institutional interests? E.g.: we may find it
difficult to implement an innovative program because existing
institutions don't have the qualitative resources to implement
it, but will oppose and obstruct the creation of new
institutions.

* Resources: are manpower, materials, organization, institutions, f
funds, currently available? If not, how feasible is the option?

* Obstacles: other obstacles may be identified : can they be
overcome? How? at what cost?

b. Benefit: How likely is this option to significantly affect
the quality of Jewish Education?
what is the anticipated impact of this options?
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What is its relative importance to the areas of greatest need?

How does this option promote general communal
values? e.g.: pluralism - does the option cut across ideclogies?
Does it suppert difference and diversity? Does it keep options

open for the future?

c. Cost: What is the cost of this optien? Is thisa longor a
short term investment? What is the per-capita cost? How does
this compare with the anticipated benefit? What are suggested
sources of funding?

4. Time
When can the option be implemented? When are £irst results

expected?

The dJevelopment of criteria will involve the same sources of
information as that used in generating the options list: the
Commissioners; state-of-the-art knowledge; knowledge of the
field. Experts will be consulted and interviewed.

€. A theoretical re-formulation

We find it useful to think of the process using the distinction
between "necessary" and "sufficient" conditions.

Any option that is presented to the commission must claim to be
"necessary" for the advancement, the improvement, the tackling of
the major issues of Jewish Education in North America.

It must also be demonstrated that unless these issues are dealt
with first we will not be able to proceed and deal with the other
issues. This criterion, (a "necessary conditicn") does not claim
that if the option is successfully handled all of the problems or
even the majpr problems will be solved, Such a claim would
introduce the concept of a "sufficient® condition. A sufficient
condition is one that inciudes all of the elements required to
sclve a problem. An option that would satisfy this condition
would - if successfully implemented - solve the problems of
Jewish Education. Such a claim is impossible at this time. It
Sday tﬁ be an impossible claim for the practical fields such as
ucation.

Example; Personnel and Lay Leadership would probably meet
the criterion of a "necessary condition". That im: it iz
Goubtful whether we can proceed in any one area of Jewish
Education (schools; informal education; family education; the use
of media in the classroom) without dramatically changing the
people who educate, Similarly any sustained, meaningful change
in Jewish Education is probably impossible without a very
different level of involvement by the Community and its

leadership.
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On thebﬁuhanditismtclearthacthemaﬁw infusion of
outstanding personnel and community leadership and support would

completely solve the many problems facing Jewish Education,

Such a solution would meet the criterion of a ‘"sufficlent
condition.*

How to present options to the Commission
We will dul'with this in our next memo.

2 YR
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September 6, 1988

Dear Art,

We are now on the fifth version of the options” assignment., We
have discussed it with several educators and had the key meeting
with Mike Tbar. The results of these meetings will be reflected

in the document you are now receiving. We need feedback as soon
as possible from you, Mort, Hank, Reimer and Ginny. We will
continue to work without the feedback (which is not a good idea)
and are therefore age lkely to send additional communications
before and after the 15th., We also have some thoughts on the
Agenda for the time to be spent in Cleveland in Octcber.

With Best Regards,

P.5,

1. Enclosures: We are sending very preliminary and rough working
paper of the sort we are generating to build the map of

premihilitiae - Uil - C\IOD Top.-u en s~

2. It is important for us to receive the minutes and the cover
letter as soon as possible.

3. I will send suggestions concerning JESNA tomorrow as well as
some thoughts about the best use of our time in October.

cFEpP R "o 220 =] Q72 2 RQQaQas1 PAQRF =
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To: Planning Group (MLM, AJN, ELZ, JR, VFL) s 7 W“‘ﬁ;—
v Al o2 4
From: Seymour Fox )la"‘w . f’:
Wk o
Re: The options paper @\,,J s “’6,&
N
DRAFT 1 hx

I = Mapping the poesibilities: From the comprehensive to the
options.

It is clearly important to see the whole range of ies,
the comprehensive picture, before an attempt is made to hmit, to
focus or to decide on priorities.

If we do not deal with the range of possibilities we court
disaster in at least two ways:

a, We will decide on a priority that cannot be handled - because
it is dependent on the prior treatment or response to another
problem - what one might call a pre-condition or a necessary
condition.

Example: In the area of personnel a decision t© concentrate
on recruitment cannot be undertaken without dealing with the
issue of status.

Example: In the area of media a decision to concentrate on
the use of video in the classroom cannot be undertaken without
dealing with the issue of teacher preparation and motivation for
the use of video

b. The comprehensive picture allows to see "all" the issues and
thus makes it possible to take informed and more relevant
de_ci_siairz:.d The danger of leaving out important pessibilities is
minim A

II. Developing the comprehensive list of possibilities,
1. Assumptions about a representative com mission:

a,The Commission was established and its members were chosen with
the assumption that it would represent the needs and aspirations
of the Jews cf North America on Jewish Education. In a sense one
could say that we view them as a "parliament" of the Jews of
North America as regards Jewish Education. Therefore we view the
com mission as possessing within it the wisdom that will generate
the range of possibilities - much as a parliament knows "what the

zﬁo o £QaaQsy POGGE [0n
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people need and want". ,/:/ p
I

Like all representative groups there are 1939_r_1_a_g in their | ¥ . k‘,‘l f_"

representativeness, V .U}

Example: Segments of the population were consciously left v
ocut of the Commission (The synagogue organizations that deliver MJ
educational services, CAJE, the uitra-orthodox, the marginally
affiliated).

b. This characteristic of "representativeness" depends on
perfect choices and on each commissioner performing perfectly.

Example: We will discover that an individual who represents
a category (e.g. principals, professors) was not a sufficiently
representative choice, and therefore the category is not given a
complete hearing or the category is richer than its
representation (e.g. for the professcrs we need a philosopher or

a psychologist.)

2. The process:

In order to build a comprehensive map of the possibilities, we
suggest starting with the commissioners and building the map
based on their views. This will be done by analyzing:

a. the initial interview.
b, the interview document presented at the £irst Commission
meeting
€., the rirst Cuw misdadt Mesting
7 —4d, additional interviews

In addition we will :

a. suppiement the commissioners and improve on their
representativeness by interviewing additional people.

b. bring to bear state-of-the-art knowledge -
- research; articles, books, speeches
- consultations with experts, academic and activist

Example: MLM raised the question at one of our meetings
"What is the relative importance of an opinion offered by a
Com missioner?" E.g. When Evans answers Crown's question and says
that the media can be used effectively in the classroom, how does

" this fit in with the conclusions of a variety of educational
researchers like Schramm, Goodlad, Solomon about teachers’
resistance to the use of media in the classroom - or with the
experience of the Open University, Everymans University and
S.R.A.

3
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ITI. From the map of possibilities to alternatives, options.,

The comprehensive map will include an Agenda for Jewish Education

far too Droaa ana too extenslve i any Suvwoautsisn &8 denl with.
Therefore choices must be made. We suggest the following
approach for narrowing the range of possibilities to a manageable
number of options that will be presented tc the Commissioners for
thelr deliberation and choice. (The comprehenmve map must be
shared with them and the process of narrowing the choices must be J"
disclesed).

a. Feasibility
Before dealing with specific options some general feasibility
guidelines will have to be generated. For example:

1. On the basis of a careful study of current expenditures in
Jewish Education and current results of overall fundraising, what
is a legitimate target for an innovative vision of changing the

— trenélines? One hundred million dollars? Five hundred million
dollars? One billion dollars?

Who is the appropriate audience to deliberate on this matter? - ié‘:“é}“ F JT
How much do we have to know before starting? foomks SSCapee

( 2. Building the profession: after gathering all the data, how and

k who will be able to offer reasonable arguments as to how many
people could be induced toc devote their lves to Jewish

\ Education?

\\ For specific options we will want to spell out the feasibility
% based on elements such as:

|o& * Likely communal support: how popular will this option be? How
4 _v easy will it be to "sell” it to relevant publics? how likely is

Ly ¥l - the Community to want this option, to pay its price, to perceive
o ‘”‘MB‘ ",. it as important and beneficial? What difficulties will be
/‘v"""" LY v encountered on the road to communal support?

’ mﬁ‘*‘ il "% mstitutional politics : How feasible is the option in the

s lght of competing institutional interests? E.g.: we may find it
tw ,)/ difficult to implement an innovative program because existing
~| institutions don't have the gqualitative resources to implement
tz& it, but will oppose and obstruct the creation of new
institutions.

% Resources: are manpower, materials, organization, institutions,
TZ»"‘L l‘ funds, currently available? If not, how feasible is the option?

* Obstacles: other obstacles may be identified : can they be

overcome? How? at what cost?

b. Benefit: How likely is this option to significantly affect
the quality of Jewish Education?
What is the anticipated impact of this options?

899 = rcroaocca OAcCE A
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What is its relative importance to the areas of greatest need?

How does this option promote general communal
values? e.g.: pluralism - does the option cut across ideclogies?
Does it support difference and diversity? Does it keep options
open for the future?

c. Cost: What is the cost of this option? Is this a long or a
short term investment? What is the per-capita cost? How does
this compare with the anticipated benefit? What are suggested
sources of funding?

d, Time
When can the option be implemented? When are £first results

expected?

The development of criteria will involve the same sources of
information as that used in generating the options list: the
Commissioners; state-of-the-art knowledoe; knowledge of the
field. Experts will be consulted and interviewed.

€. A theoretical re-formulation

We find it useful to think of the process using the distinction
between "necessary" and "sufficient" conditions.

Any option that is presented to the commission must claim to be
"necessary" for the advancement, the improvement, the tackling of
the maior issues of Jewish Education in North America,

It must also be demonstrated that unless these issues are dealt
with first we will not be able to proceed and deal with the other
issues. This criterion, (3 "necessary condition") does not claim
that If the option is successfully handled all of the problems or
even the madPr problems will be solved. Such a clam would
introduce the concept of a "sufficient" condition. A sufficient
condition is one that includes all of the elements reguired to
solve a problem. An option that would satisfy this condition
would - if successfully implemented - solve the problems of
Jewish Education. Such a claim is impossible at this time. It
;nd:y ti;e be an impoesible claim for the practical fields such as
cation.

Example; Personnel anéd Lay Leadership would probably meet
the criterion of a ‘"necessary condition". That i=: it iz
doubtful whether we can proceed in any one area of Jewish
Education (schools; informal education; family education; the use
of media in the classroom) without dramatically changing the
people who educate, Similarly any sustained, meaningful change
in Jewish Education is probably impossible without a very
different level of involvement by the Community and its

leadership,




SEF @6 B2 15:37 NATIV CONSULTANTS 972 2 699351
P. P77

On the other hand it is not clear that the massive infusion of
outstanding personnel and community leadership and support would
completely solve the many problems facing Jewish Education.

Such a solution would meet the criterion of a "sufficient

condition."

How to present options to the Com mission

We will deal with this in our next memo.
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MEMO TO: Seymour Fox, Annette Hochstein
FROM: Art Naparste
DATE: September 8, 1988

SUBJECT: Feedback on Options Paper Fax of September 6, 1988

Thank you for the options paper fax which HLZ, VFL, and I reviewed. I'll

try to put forward feedback which represent our thoughts. Hank Zucker had

several specific comments with regard to page 5 of your fax and I'll be
sending them over to you as an attachment to this memo. Hank's more
significant comments included the following:

He felt that what was needed was a statement as to the objectives of the
Commission, including emphasis on constructive Jewish continuity. In
other words, how the Commission is leading toward Jewish continuity.
Second, he felt that we needed to put forward a comprehensive picture of
Jewish education today. Third, he felt that we needed to have the
objectives for Jewish education for the year 2000 or sometime in the
future. In other words, that's where a vision statement would be
imperative. Where do we see ourselves going? What's our vision for the
future? Out of that, the fourth area would be priorities for getting
there and that's where, in effect, we would get at the issues of options.

Under priorities for getting there, he put forward really two major areas:

(a) qgﬁggg}ygif*gg_pgrgonqglﬂ;ssuegL_ghagug the current situation, what

needs to be done to improve it and to work toward a year 2000 model and,

(b) the community organization issues for Jewish education, the need to
create a desirable climate to reach the model in the year 2000, or
whatever year we choose. Tied to that is the involvement of top lay
leadership and the need for additional financing through federations and
foundations, the analysis of national, local organizations for catalyst
and leadership roles. How do we, in effect, through a community
organization process for Jewish education, establish a e¢limate in which
stronger lay leadership will become involved and committed to Jewish
education, and what is the appropriate relationship between schools,
synagogues, and Jewish community centers.

My sense of the paper is somewhat similar to Hank's analysis. 1 feel that
the draft confuses strategy and options and I am not sure how it builds on

the very good planning paper that I received from you on August 31lst. We
need to put forward our statement of objectives or vision statement, and
from that move to a deductive process that can put forward options. I

know it will all be clear when we speak about it, but my sense is that our

inquiry should be deductive and not confuse strategy with analysis. I
hope this is helpful.

Annette, I would like to talk with you. Could you suggest a good time?

A~
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I11. From the map of possibilities to alternatives, options.

The comprehensive map will include an Agenda for Jewish Education
far too broaa ana too extenslve A any Suwnateian s fenl with,
Therefore choices must be made. We suggest the fcllowing
approach for narrowing the range of possibilities to 2 manageable

number of options that will be presented to the Commissioners for
their deliberation and choice. (The comprehensive map must be
gi:red with them and the process of narrowing the choices must be

isclosed).

a. Feagibility -
Before dealing with specific options some general feasibility
guidelines will have to be generated. For example:

1. On the basis of a careful study of current expenditures in

WAZa AL Jewish Education and current results of overall fundraising, what
W is a legitimate target for an innovative vision of changing the
4 trendlines? One hundred million dollars? Five hundred million
) dollars? One billion dollars? »

o
(W ,7 Who is the appropriate audience to deliberate on this matter? W
w o How much do we have to know before starting? r—-bﬂ“w ) [
2. Building the profession: after gathering all the &ata, how and
who will be ahle to offer reasonable arguments as to how many

people could be induced to devote their lives to Jewish
Education?

For specific options we will want to spell cut the feasihility
based on elements such as:

* Likely communal support: how popular will this option be? How
easy will it be to "sell" it to relevant publics? how likely is

the Community to want this option, to pay its price, to perceive
it as important and beneficial? What d&ifficulties will be
encountered on the road to communal support?

* Institutional politics : How feasible i8 the option in the
Ught of competing institutional interests? E£.g.: we may find it

qu' wﬂ Gifficult to implement an innovative program because existing

institutions don't have the gualitative resources to implement

M t, but will oppose and obstruct the creation of new
ol titutions.

J\ ;rt“"'* Resources: are manpower, materials, organization, institutions,
. funds, currently available? If not, how feasible is the option?

W * Obstacles: other obstacles may be identified : can they be
overcome? How? at what cost?

b. Benefit: How likely is this option to significantly affect
the quality of Jewish Education?
What is the anticipated impact of this optione?

- P e g e R
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MEMD
TO: FLANNING TEAM: MiLM; AJIN: HLZ: VFL
C———
FROM: 8.F0X; A.HOCHSTEIN
THANK YO FOR YOUR RESBPONSE TO OUR FAX.

WE RELIEVE THERE I8 EITHER CONFUSION OR DIFFERENCES THET WE WILL
paNT  TO IRON DUY WHEN WE MEET IN OCTORER, ABDUT 7D DISCRETE
AGBIBNMENTS AND HOW THEY WILL RELATE TO EACH OTHER.,

i, THE QFTIONS FAPER

THE QOFTIONS PAPER 18 ONE THAT THE COMMISSION WILL HAVE TO
CONSIDER AND DECIDE UPON. THE OFTIONS FAPER WILL OFFER  DIFFERENT
FOSSIELE AREAS OF CONCENTRATION FOR THE WDRK OF THE COMMISSION,
£.6. PEREOMNEL; THE COMMUNITY DRGANIZATION ISSUES; MEDIA) ETC...

WITH & COMMISSION AE PLURALISTIC A8 THE ONE WE CONSCIOUSLY ©CHOSE
WE BELIEVE THAT 4 DISCUSKION OF GDALS 18 NOT POSBIRLE - WE WILL
VIENT TO ELABORATE ON THIR IN OCTORER FROM A FRACTICAL ,
THEDORETICAL AND METHODOLOQGICAL POINT OF VIEW. (ONE SMALL EXAMPLE
MIGHT HELF OUR DISBGCUSSION: LAMM, BRONFMAN AND B0OTSCHALK DANNGT
FOSSIBLY AGREE ON THE IMPORTANCE, PURFOBE DR G0ALS OF FORMAL OF
INFORMAL EDUCATION, THE RELATIVE SIGNIFICANCE OF BUFFPLEMENTARY
SCHODLS, DAYSCHOOLS DR JCC'S, IN ONE SENSE THIS 18 DUE TO THE
FACT THAT THEIR VIEWS DN THE IDEAL JEW FOR THE YEAR 2000 - R FOR
THAT MATTER FOR 19686 -~ I8 IRRECONCILARLE. IT MAY RE NECESBARY
FOR U TO DETAIL THIS POINT IN OCTORER AND INDICATE HOW THI® MUST
FERVADE ANY DISCUSSION OF GOALS OF METHOD.

THEREFORE OUR FAX OF SEPTEMBER B8IXTr REFPRESENTS ONE APPRORCH TO
SOLVING THIS FRORBLEM, IT REGFOND® TO THE CHALLENGE OF ARRIVING
AT OPTIONS PERCEIJVED AR VALID RY ALL COMMISRION MEMBERE =~
IRRESPECTIVE OF THEIR VIEWS OF JUDAISN, JEWISH CONTINUITY OFR
JEWISH EDUCATION, WE BITLL WANT TO GRAPFLE WITH THE VALIDITY ©OF
THIS MATTER IN QETORER, WE HERE HAVE CONSULTED EYTENSIVELY ON IT
WITH &0OC1AL SCIENTISTS AND JEWISH EDUCATORS. WE WILL FURTHER
CONGLET  IN THE US, THE COMMISSTIONERS INSGIETED ON BEIND FARTNER
TO SELECTING THE OFTIONS AND THEREFORE THE GOFTIONS FPAPER IR
NECESZARY,

2. THE V"VISION" PAPER’'] PURFDEE IT TO PRDIECT CONCEPTIONS OF
JEWISH EDUCATIONAL FRACTICE THAT COULD BE IN THE YEAR 2000, THAT
COULD  INBFPIRE BUT THAT ALL MWOULD AGBREE WAR REALISTIC AND
FEASQIRLE., IT WA MODELLED AFTER THE CHAFTER IN THE CARNEGIE
FEFORT  "A SCENARIO FOR THE TWENTY FIRST CENTURY" WHICH DFFERED

Al EMINENTLY CREDIRLE, WONDERFUL, IMARINARY EYAMPLE OF 4 SCHOOL

a7 o Ccooas! coanrt 1€

g72 2 6939351 P.1671°
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-

IN THE 2187 CENTURY,

THE ROLE AND FURCTION OF BOALS FOR ANY EDUCATIONAL ENDEAVIUR -~
AND FARTICULARLY FOR THIS COMMISSION -~ I& TOG COMPLEX TG DISCUSS
IN A FAX., 1T I8 A CRUDIAL TOPID FOR DUR MEETINGR.

IN OUF FHONE CONVERSATION ON SATURDAY, I WILL STRONGLY URGE THAT
WE HAVE THREE FilLL DAYS OF DISCUSSION ON THE PAFERS, THE SBTRATEGY
AND  CONTENT OF THE ENTIRE WORE OF THE COMMISSION AS WELL A8 THF
NEXT MEETING, DTHERWISE THE MEETING ON THE 12TH OF OLTOBRER 18
NOT LIKELY TO SERVE ITS PURPOSE, (ART, 1 UNDERSTAND YOU ARE
CALLING ME SATURDAY, SOMETIME IN THE EARLY AFTERNODN ISRAFEL TIiME
- THERE 18 NOW A ¢ HQUR DRIFFFRFNCE - E.6, @17T04M DY YOU 18 2:horn
BY ME)

PWITH BEST REGARDE TD ALL OF YOU FOR A SHANA TOVA,

g7z 2 699951 P.1v713
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MEMORAND UM
TO: THE PLANNING GROUP (MLM, AJN, HLZ, VFL, JR)

FROM: SEYMOUR FOX
ANNETTE HOCHSTEIN

DATE: SEPTEMBER 15, 1988

WR FNCTASR & FTRST NRART NF THR NRTTANS BARER, A§ WELL Af A

SECTION OF THE MAP - PERSONNEL. THIS IS ONE OF THE FIVE ELEMENTS
OF THE MAP (PERSONNEL, CLIENTS, SETTINGS, CURRICULUM AND

Pl

METHODS, THE COMMUNITY). WE ALSO ENCLOSE A PAPER ON NORMS AND PROCEDURES

FOR COMMISSION DOCUMENTS.

BEST REGARDS,
PS. WE LOOK FORWARD TO RECEIVING COPIES OF THE CORRESPONDENCE

WITH COMMISSION MEMBERS AS WELL AS THE TENTATIVE SCEEDULE FOR OUR
MEETINGS IN OCTOBEK.

- - . - . - - . —_ - ——— - . e
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Sept. 15, 1988
M E M C R A N D U M

Options Paper-Draft 1

At the second meeting of the Commission we will have to narrow
the €focus of the deliberation from a general discussion on the
problems and challenges facing Jewish education to a few areas
and then, possibly, to the actual selection of one or more areas
on which the Commission will concentrate its work.

This paper lists a series of options which, at this time, appear
te be among the best choices. The process by which the options
were generated was degcribed elsewhere. It has involved:

* the creation of a comprehensive map of the elements of
Jewish education (see enclosed selection: the category of
personnel).

* a listing of the hundreds of possibilities for
intervention =~ from the comprehensive (e.g. deal with the
shortage of gualified personnel for Jewish education) to the
specific (e.g. deal with the shortage of bible teachers in
supplementary Jjunior high schecols). Various sources -
including the Commissioners and experts - were used in the
compilation of the map and the possibilities. Then,

bl preliminary criteria were developed and applied to the
list in order to narrow it toc a manageable and useful set of
options.,

The methodology for this process - inc¢luding the sources for
knowledge and information, the criteria applied for selection, -~
is spelled out in the memorandum of September 6. In this paper
we have limited ourselves to spelling out some of the options.
Wwhen reading the 1list, three matters should be kept in mind:

a. This is a first list and should be seen as a basis for

change.
b. The list was prepared through a rational process that
has - in our opinion - eliminated much of the

arbitrary. That 1is: there is a rationale for each
choice. That rationale is partly disclosed here and
will be fully disclosed in future versions,
e The 1list 1includes more options than any commission
cguld ever deal with., therefore the commission will have to
choose.

l
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THE OPTIONS

A. Listing the options:

1.

2.

3.
4.
5.
6.
7.
8.
9.
10.
1l.
12
13.
14,
15.
16,

) gy A
for

18.
19.

20.
21.

To deal with the shortage of qualified personnel for Jewish
education,

To deal with the community - its leadership and its
structures - as major actors towards change in any area.

To focus efforts on early childhood.

" W " " the elementary school age.
" . " " the high-school school age.
" n " . the cocllege age,
" " " " young adults,
" ’ . . the family.
" " " " adults.

' " " P retired.

To deal with the affiliated,
- with the less affiliated.
To reduce or eliminate tuition.
To develop early childhood programs.
To focus on programs for the family and adults.
To develop programs for the college populalion.

To enhance the use of technology (the media, computers, ETC.)
Jewish education.

To focus efforts on developing informal education.

To develop integrated programs of formal and informal
education.

To develop 1Israel Experience programs,

To improve the supplementary school.

Bl i o —aaiibiaca s s
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22. To develop and improve the day school.

23. To develop curriculum and methods in specific areas (e.g.
values, Hebrew).

24. To improve the physical plant (huildinng, labn. avma)

dm., Te Stuv.ale slynirzicant additional funding £for Jewish
education.

26. To create a knowledge base for Jewish education ( research
of various kinds)

27. 28. 29... Any combination of any of the preceding options.

B. Organizing the options

The above options can be divided into three categories:

l.Universal Options {opt1cna l1& 2)
z2.0ptions b groups (Options 3 to 10)
3.0ptions by E cs l ptions 11 to 2¥)

l.Universal options

l. To deal with the shortage of gualified personnel for
Jewish education,
2. To deal with the community - its leadership and its
Btructures - as major actors Far change in any area.

We call these two options "universal" options because they appear
to be necessary for the successful implementation of change in
any area chosen. They are inherent to the treatment of all other
options and are necessary conditions for change. Without
bringing about change in the community - as regards Jewish
Education - we will not be able to secure commitments, decisions,
funds etc. necessary for introducing change in any area. Without
tackling the problem of personnel we will not be able to improve
quality in any area or to undertake new assignments such as the
media, training, the high school etc,).

The elaboration of what exactly is involved in these options (the
community and personnel) will essentially be left to the
mechanism of the commission (task force etc.,) that will be
mandated to explore the option.

In the process of choosing it may'become clear to the Commission

- i - DARE Q@S
A= 1M 1M = ] a=s S coaoasl
- g— -
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that these two items could be combined with any other option to
create new and perhaps more relevant choices. E.g. the commission
could decide to limit its intervention in personnel to early
childhood and to the supplementary school. Or it could decide that
the community effort should be focused on achieving free tuition
and on public relations to promote Jewish Education,

2,0ptions by age groups

3. To focus efforts on early childhood,

4. " " " " the elementary school age,

S . " " - the high-school school age.
6. . . . s the college age,

The . ’ . » young adults.

B. " . y " the family.

9. . ¥ . » adults,

10. " . " ’ retired,

By focusing on age groups rather than on settings or on specific
issues, this category offers a comprehensive, "client based",
approach. The needs of any age group would be defined in all
areas of Jewish Education (formal, informal, etc..) for all need-
groups of that age (day-school population, supplementary school
population, the less-affiliated, the learning disabled, the
gifted, etc.,..). The cCommission could decide to improve the
situation throughout the age-group, or for selected segments
only. One point is obvious : the Commission will have to select
amongst these options (or across them), because of the magnitude
of the task at hand,

Selecting between age groups

At present the choice to be made between age groups - the
ranking by importance, likely impact, feasibility - has to be
arbitrary at least to some extent. There is no valid argument
that can be marshalled by experts or commissioners in favour of
the 3-5 year-olds against the 6-11 or the 12-14. All people, and
all age groups are important. Yet the Commissioners will have +o
choose. However, because it will be ultimately necessary to
choose amongst options that may have equal or nearly equal merit

(importance, need), choices could be viewed as temporary e.g.
"let us start with high-school age and reconsider next year if we
can take on more'. The deliberation among Commissioners will
determine the final choice,

CED (1 YEe 1. o = a»e o caaasi PARF @R
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The following are illustrations of possible ways to choose
* Eliminate by value judgement:

The educational needs of the retired can probably be seen as less
important than the other groups. (Eliminate option 10)

* Eliminate by feasibility :

State--of-the art knowledge regarding the family and possibly
even adults is so undeveloped that the most the Commission should
do now is to undertake a think-piece; a research project, a small
experiment., Until we know how to deal with family the impact of a
decision to0 act is likely to be limited. (Eliminate options 8 and
9)

* Delay the decision

As regards the college age, Commissioners have presented ¢two
opposing views - best represented by Schorsch and Lipset. The
option might be neither shelved nor selected for the time being.
We might adopt Schorsch's view that the impact of Judaic studies
programs should £first be assessed and the matter should be
brought up for discussion, when more knowledge is available.
This might be a good case for further study by Commissioners -
experts with or without lay-leaders -tackling the issue of Jewish
Education for college age, flushing out the issue of the Campus.
This might involve a sub-committee for the subdect. (Puts ovption
6 in abeyance).

* Giving priority

The above process if carried out, would leave options 3, 4, 5 and
7 as possible choices. Amongst these an argument might be made -
for example - in favour of early childhood since this appears to
be an area where there are strong views that impact could be
derived quickly, providing there is a sufficient investment in
personnel, (training and salaries). This option would also
require careful consultation with the actual and potential
sponsors of early childhood education: community centers,
synagogues, éay school, etc.

As we progress we will of course systematically apply agreed-upon
criteria to all options,

It should be noted here that for each area ¢f high priority the
staff will prepare a background document for the commissioners -
to allow for more informed decision. Thus if personnel,
community and early childhood are likely options that might be
selected, three separated working papers will be prepared to
present the issue with data and implications, They would rely
heavily on the map and the criteria,

e L o L T Yot ] BAce 2%
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3.0ptions by topics

1l. To deal with the affiliated

3d . * ® with the less affiliated

13. To reduce or eliminate tuition

14. To develop early childhood programs

15. To focus on programs for the family and adults

16. To develop programs for the college population

17. To enhance the use of technology (media, computers,

etc.) for Jewish Education

18. To focus efforts on developing Informal educaticn

18. To develop intcgrated programs cf formal and informal

education.

20. To develop 1Israel experience programs

2l. To improve the supplementary school

22. To develop and improve the day school

23. To develop curriculum and methods in specific areas

(e.g., values, Eebrew),.

24. To improve the physical plant (buildings, labs, gyms).

25, To generate significant additional funding for Jewish

education.

26, To create a knowledge base for Jewish education
(research of various kinds)
X
This category has.ite focus topics and issues, some specific
and some rather comprehensive. It offers a different cut into
the problems of Jewish education and overlaps to some degree for
almost each option - with the first two categories -i.e. age and
personnel - community. For example dealing with the
supplementary school involves a significant segment of the
elementary and high-school age-groups as well as the need to deal

with the shortage of personnel for the supplementary school.

Selecting between topics

The complexity of some aspects of choosing was described above,

We would like to illustrate further the kinds of arguments

b
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.need to be raised when selecting between options. (Of course _in
subsequent versions of this paper two elements will be added:() a

spelled out 1list of criteria and®expert opinion - including

staff, and consultants. Following those steps the list will be
further refined for decision by the Commissioners.)

Deciding on the supplementary school

1f there 15 a tendency to consider adopting this option it might
be based on the following arguments. Selecting the supplementary
school would involve a basic decision on whether this troubled
institution can be rehabilitated. Since ne serious
experimentation was done in this area for the past 25 years, the
Commission may choose to try. At the same time the argument
would be advanced that since most Jewish children participate in
this form of Jewish education and since this is likely to remain
so for the foreseeable future the commission should deal with it,
Criteria will have to be developed to decide on the feasibility
of this option and the Commission might decide to:

A. invest very heavily in this aresg -
B. 1invest in selected experiments to further test the
assumption that it is possible to rehabilitate the supplementary

school,

Deciding on the day-school

——y -

Thio hpggéon: ohould involve a projeceion a0 &0 how many young
people ~ehrol- in the day school under the best of conditions
(free tuition, recruitment and training of personnel)

, This would have to be put through the screen of our
¢riteria and in addition if adopted a multi-year incremental plan
would have to be developed. the question of the impact of the day
school without the addition of the high school would also have to
be considered.

Some thoughts on consensus and disagreement

It may be possibla to arrive at consensus if a clear case emerges
for one set of options. This will depend in no small measure on
the quality of the staff work andﬁthe generosity of spirit of the
commissioners.

It is more 1likely that there will be some topics that
sorinei commissioners feel should be treated despite the majority
opinion., :

In our October meetings we would like to put forward some
suggestions that could respond to this situation when the topic
is important for intrinsic or political reasons.

7
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‘I.PERSONNEL FOR JEWISE EDUCATION

LY WAL Mo

A\, THE PEOPLE WHO EDUCATE

3ducator

Educator by Type

2Me & OITToL

Feddrd

- ——— e s e S R e e e e R W M N SR e e e W e ke -

L . FORMAL
1.full-time
professional -
gualified
y.full-time
professional -
unqualified
s.full-time
paraprofessional-
qualified
{.full-time
paraprofessional -
ungualified
r.part-time
professional -
cualified
‘.part-time
professional -
ungualified
‘.part-time
paraprofessional -
qualified
.part-time
paraprofessional -
ungualified

CED 1E YOO 1A (=]

1.CLASSROOM TEACHER
a.Jewish Subdects
1l.Hebrew
2.Rabbinics
3.Mitzvot (e.g. Customs
and Ceremonies)
4,History
5.8ocial Studies
(e.g. the community
and institutions)
6.Contemporary Jewry
7.1srael
B.Literature
9.Jewish Thought
(Philoscophy,
Hashkafa, etc.)
10.Tefilla
ll.Bthics

b.General Subjects
l.basics (3rs)
2.the disciplines
(e.g.literature, history)
3.integrated subjects
(e.g. social studies)

c.8kills - Jewish and General
l.reading
2.analysis
3.reasoning
4.interpersonal learning
S5.parshanut
6.skillis of observance

2.SPECIALIST

a.the arts

b.the media
c.computers
d.museum education
e.special education:

a<2so 2 caaoas:

Dace
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2.INFORMAL

a.full-time
professional -
gqualified

b.full-time

NATIV CONSULTANTS s 972 2 699951

learning disabled
emotionally disturbed

gifted
f .parent education

3,.,SENICR EDUCATOR
a.Schools
1l,Superintendant
2.Headmaster/Principal
3.Associate/Vice/Deputy
Principal
4.Assistant Principal
5.%epar Lucul Head
6.Basic Specialists
(e.g. Bible, Hebrew,
Early Childhood)
7.8upport Specialists
(e.g. Arts, Special Educ.)

b.Communal Organizations
l.pirector of National/
Intnat 'l Organization
2.Director of local
communal organization
3.Deputy Director
4,.Assistant Director
5.5taff person, planner,
consultant
-c.University, R&D Centers
l.Dean, Professor of
Jewish Educaton
2.Director of Jewish
Education institute,
training institute
3.Associate, Assistant
Director
4.Teacher-training
specialist
S.Curriculum developer,
researcher

1.0FFICIALLY DESIGNATED
a.Administrator
b.FPront-line Educator

SEP 1S5S 'B8 10:26 B g7z2 2 688831
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professional -
ungualified
c.full-time
paraprofessional~-
qualified
d.full-time
paraprofessional -
ungualified
e.part-time
professional -
qualified
f.part-time
professional -
ungualified
g.part-time
paraprofessional -
qualified
h.part-time
paraprofessional -
ungualified

NATIV CONSULTANTS 972 2 699951

2.NOT OFFICIALLY DESIGNATED
a,JCC counselors
(e.g. dance, music,
sports, etc.)
b.youth movement counselors
¢.other

3.8ENIOR EDUCATOR
a.Director of national
community center
organization
b.Director of network
of centers
c.Director ¢of natiocnal
Jewish camps network
d.Director of national
youth movement
e.Executive Director of
a community center
f.Assistant Director of
& community center
g.Bducational Director of
a community center
h.Education Specialist in
a community center
i.Program Director in
a community center
j.Branch Director
k.miscellaneous (e.g.
Director of education
department of a
communal organization)

N
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Educator by
student Age

NATIV CONSULTANTS

B.RECRUITMENT

Who to Recruit

972 2 699951

P.14/21

P ——————— e e e ettt e

a.early childhood
b.elementary school
c.junior high
d.high school
e.college
f.university
g.adult

h.family

i.retired

1.MEN
a.high school
b.college
¢.ycung adult
d.adult
e.retired
€.from related fields
l.Jewish Studies
2.fundraisers
3.community organisation
4.Departments of Social
Science, Humanities,
social work, etc.

2 .WOMEN
a.high school
b.college
¢.young adult
d.adult
e.retired
f.from related fields
1.Jewish Studies
2.fundraisers
3.Community organisation
4.Departments of Social
Science, Humanities,
Social Work, etc.

L
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Where to Recruit

a.schools

b.veulh muvemenen
c.trips to Israel
d.universities

e.JCCs

f.other organisations
g.synagogues

How to Recruit

a.systematic effort
b,vuveained
c.limited

d.personal contact
e.special structures
f.media
¢g.inducements
h.special personnel
i.other

g72 2 699951 pP.15/21
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+TRAINING

iration

e

,Full-time -
long-term

,Full-time -
short-term

On-the-job -
long~-term

On-the-job -
short-term

SEP 15 '88 18:28 B
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Where to Train

- e

1.,EXISTING INSTITUTIONS

a.Jewish - USA

1.Teacher Training Colleg

2.Institutions of higher
Jewish learning

3.Yeshivot

4.8pecial Programs

b.Jewish - Israel

l.Teacher Training Colleg

2.Institutions of higher
Jewish learning

3.Yeshivot

4.Universities

S.Special Programs

c.General Institutions

1.Schools of Social Work

2.Schocls of Education

3.Departments of Judaica,
Social Sciences and
mmAnitias

4.0n-the-job Training
1.Jewish
2.General

2.NEW INSTITUTIONS

a.Jewish - USA

1.Teacher Training Colleg

2.Institutions of higher
Jewish learning

3.Yeshivot

972 2 699951

4.Special Programs

972 2 699851
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b.Jewish ~-Israel

1.Teacher Training Colleg

2.Institutions of higher
Jewish learning

3.Yeshivot

4.Universities

5.Special Programs

c.General Institutions

1. schools of Social Work

2.8c¢chools of Education

3.Departments of Judaica,
Social Sciences and
Humanities

d.On-the-job Training
1.Jewish
2.General

3.NEW FORMS

g7z 2 699951
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D.THE PROFESSION

Elements

1.Body of Knowledge
2.Code of Ethics
3.Collegiality

4.Ladder of Advancement
5,8tatus

6.S5alary
7.Certification
8.Retention

SEP 15 'B8 1@:30 B 972 2 688351 PRGE. 1B
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Draft for diecugeion -- September 14, 1988

b .

THE COMMISSION ON JEWISH EDUCATION IN NORTH AMERICA
SUGGESTED NORME FOR ALL COMMISSION DOCUMENTS

At the de-briefing eesecsione following the first Commission
meeting, <the planning group agreed that it might be Useful <o
gevt down agreed-upon normse to guide the preparation and
precentation of all papere to be written for the Commipgsien.

Scope
The folliowing materiale are involved:
8. Documents for the Commiesioners -- e.g. The dats pages for the

firet commiseion meeting

D. 8taff recearch paperes -- e.g. the background paper on whiceh
the data pagee were bhased; the personnel document to be prepared
for the recond meeting: the "map" of Jewish Education, ete¢...

e, Commissionea resasreh -- 1f and when needed and decided upon.

d. Poliey papere for the Commiesioners. e.g. Summary of
interviews; optionz' paper
€. All future publicatione of the Commiseion, E.g. "HestT

Practice" document.

goal

our purpoce ie t0 reéach Agreement, and gome amount of
uniformity, ae regards 2IThe Mathod by whieh documents are
prepared, the Level of pocisl science thinking and research
involved , and guidelines for the grittan pregentagion of
documents,

Bationale

The need for riurh agneement arises frem twd peculiarivies of our
WOPrR:

#% Materisle are being prepared by different people in peparate
and dietant locatione. This makes it harder to ensure adequate
communication of expectatione and of the anticipated depth,
reliability, and valiaity of the dbackground wWork.

&% Oure is a multi-disciplinary endeavour. The unifying factor
ie the policy orientation of the Commission. This requires
methodological agreement on the use of Social Science regearch

1
for policy making, and on the applicable repearch norms.
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The major challenge facing rescarch ror publice policy 1is to
strike a correct balance between the research needs and the
inherent coharacteristics of the decision-making world. Chief
amonget these are time limitations (Commisgsioners will not waice
T0 take thelr decisions); limitations of resocurces (what are
adequate and relevant research parametere); and the need 10
tranelate policy Qquestionhe into social gcience questionge -~ and
then to tranelate cocisl scieance findinge back 4into policy-
releéevant language.

Some guidelines

These guidelines do not presume To relate to the individual
methods of resesrch, data-gathering, analyeies and scientifie
reporTing of the vesearchers, Rather they come to deal with one
common aspect of all the Commission work.,

1. All materiale prepared for the Commiesgion ~ A1rregpective of
their depth or breadth -~ ghould »represent atate-of-the-art
Knowliedge.

2. The use of ptate-of-the-art methods appropriate o policy-
oriented repearch should be encouraged. Polling methods of
varioue kinds (e.g. delphi) eshould be coneidered -~ as mesns of
involving some or all commiseioners and varioue publics 4in the
analyrie procete and ¢the learning that will lead to
recommendstions.,

a, FEvery paper prepared ghould fit within the overall workplan
and research design for the commission.

4. The methodology used in the preparstion of materials should
be disclosed - preferably before the paper is written - for
eritique by the planning group.

5. Ceoneulvatione with the top experte in the variocue fielde of
vrelevance isg probadly oupy moet effective means to overcome <the
time conetrainte inherent Iin the Commission work, while
maintaining the Quality level we seek. In order to énsure gtate-
of-the-art knowledge no materialsg will he eirculated beyond the
planning group before the author has the opportunity te consult
wicth experts, either 1individually or in group meetings.
Hopefully, e WOrk progreegsges, a& group of experte may be
identifried for ongoing consultation,

6. In each case we will decide who ig the relevant audience for
the document, Docunente for the commiecsioners must be prepqrea
with the following elemente in mind:

* The pluralistie nature of the commission requiree awaréanees of
the diverse sensivivitiees amonget Commigeionere. Ig the document
likely t¢6 offend such sensitivity? 1If yes, 18 1t a necesssary and
worthwhile price to pay?

P.2821
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- The preeentation should meet the requirement ofr very
intelligent, very busy lsy-pecplse.

7. We may decide to allocate oversight vesponsibility for these
varioue elements to different members of the planning group

Notep

. There 4ig an extensive 1literature on these topice. The
following article may be userul: ;
Jamee Coleman: "Policy Resesrch in the Social Sciences", 1972,

General Learning Corporation

P.21/21
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Cct.1, 1988
M E M O R A ND U N

Options Paper-Draft #2

This document contains background materials for the second
meeting of the Commission for Jewish Education in North America.

Alternative options for action by the Commission are analyzed and
presented.

Qur goal is to facilitate the work of the Commission as it
decides what area of Jewish Education to select and focus its
attention upon.

PROCESS

i. The Commission was chosen to represent the best collective
wisdom of the Community concerning the problems and opportunities
facing Jewish Education in North America. They considered the
most urgent areas of need in Jewish Education and expressed their
views as to what direction - what area of endeavour - should be
selected for the work of the Commission.

Major issues were raised as to what should be done now in Jewish
Education to make it a more effective tool in the Community'’'s
struggle for Jewish Continuity.

i Many Commissioners expressed the view that the next step
should involve narrowing the focus of deliberation to a
manageable set of options for intervention.

* It was agreed that the Commission would attempt to decide at
its Second Meeting what option or options to undertake.

2. The profesgional staff of the Commission prepared these
background materials to point out the implications of the various
options (what 1is involved in each choice) and how the various

possible choices of the Commission could be dealt with

3.In order to offer maximum expert responsiveness to the options
suggested by the Commissioners, a comprehensive analytic effort
was undertaken (see memo's of September 6 and 15). The analysis
was aimed at exploring each relevant option in-depth so as to
identify the elements it entails, the anticipated benefits,
and evaluate its feasibility as well as other implications,



4.The following steps were taken

a. A 1list of relevant options for action (possible areas of
intervention) was generated. The sources for" these options are:

* The Commissioners - options suggested at the First meeting
of the Commission; in the interviews; in letters and
conversations following the Commission meeting.

* Expert knouledgé ~ literature surveys and the polling of
experts has been undertaken to adentify possible additional
options that the commission may want to consider.

b. An inventory was compiled of the elements relevant to these
options (see memo of September 15: Inventory of elements). This
helpa identify what must be taken into consideration for any
given option.

¢c. Criteria were developed to aid the Commission in the selection
of options.

d. Options were analyzed against these criteria and the results
of the analysis are offered here for consideration and decision.

Note: Though this process attempts to offer a comprehensive
analysis of options, it should not be seen as final and will
always be added to or changed, when new ideas, views, or options
are suggested.



B. The list ¢of options

(This list will probably be organised differently [in clusters by
themes etc.] and each option will be briefly elaborated upon.
We will explain what may appear as redundancies. They may be
eliminated later. E.g. options 3 and 12).

1. To deal with the shortage of gualified personnel for Jewish

education.
2. To deal with the commupity - 4its leadership and its
structures ~ as major agents for change in any area.
3. To focue efforts on the early childhood age group.
[ o o 2 " the elementary school age.
5. e ol % i the high-school age.
6. i " " " the college age.
7 . " " " young adults.
8. o v i b the family.
9. 4 o & e adults.
10. " “ & the retired and the elderly.

1i. To reduce or eliminate tuition.

12. To develop early childhood progranms.

13. To develop programs for the family and adults,
14. To develop programs for the college population.

15. To enhance the use of the media, technolegy (Computers, etc.)
for Jewish education.

16. To develop informal education.

17. T develop integrated programs of formal and informal
education.

18. To develop Israel Experience programs.

19. To develop and improve the supplementary school (elementary
and high-school)

20. To develop and improve the day school (elementary and high-
school)

21. To develop curriculum and methods in specific areas (e.g.
values, Hebrew).

W
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22. To improve the physical plant (buildings, labs, gymnasia).

23. To generate significant additional fdﬁding for Jewish
educatiocn.

24. To create a knowledge base for Jewish education ( research
of various kRinds: evaluations and impact studies; assessment
of needs; client surveys: etc...)

25. To focus efforts on the widespread acquisition of the Hebrew
Language, with specizl initial emphasis on the leadership of
the Jewish Community. ;

26. To encourage innovation in Jewish Education

27, 28.. Combinations of the preceding options.

C, Criteria
The following criteria were applied to the options:

a,Feasibjlity
I. Can the option achieve its targets?
II. Can the option be implemented?
What are the anticipated Benefits?
How much will the option Cost?
How much Time for implementation?
. The Importance of the option [to the entire enterprisel]

nooo

a, Feasgibility
I. Can the option achieve its targets?

1. Can this option achieve itz targets? (e.g. Is free tuition
likely to increase enrolment significantly? Will increasing
participation in early childhood progranms increase these
children's participation in Jewish Education in future years?
Will it intensify the emotional involvement of the children
participating?).

2. Is this option the optimal way to reach the targets or are
there alternatives that should be considered? (e.g. is there a
more effective way than free tuition to increase school
enrclment?),

<P Criterion 1, ("will the option achieve its targets?") will
require us to consider the options in terms of three levels of
knowledge.

3a2.0ptions for which we DO HAVE KNOWLEDGE as to how likely they
are to achieve their targets.



3b. Options for which we have LITTLE OR NO KNOWLEDGE but we DO
HAVE ASSUMPTIONS (informed opinion) as to how likely
they are to achieve their targets. =

3c.Options for which we HAVE NO KNOWLEDGE as to how likely they

are to achieve their targets. bQ
//4;k’dﬂat3bf’uA

II Can the option be implemented?

A. Are resources available? If not, how difficult would it be
to develop them?

4. Do we have the KNOW -HOW? that is the professional knowledge
available to succesfully implement the option?

5. Is the manpower avajilable? If not, how difficult will it be to
develop?

6. Are materials (curriculum etc..) available? If not, how
difficult will they be to develop?

7. Is the physical infrastructure available? If not, how
difficult will it be to create?

8. Do the mechanisms - institutions for implementation exist? If
not, how difficult will they be to create?.

9. Are funds available? If not, how difficult will it be .to
generate them?

B, Will the communal and political environment support this
option?

10. Will this option enjoy communal and political support? What
are likely obstacles?

11. Is the option timely - that is: is it likely to be well
received a2t this time?
b.What are the Anticipated Be its

How likely is this option to significantly affect the quality and
quantity of Jewish Education?

12. What is the expected qualitative benefit or impact?
13. How many people are likely to be directly affected?

14, What additional benefits can be expected?

QOisC 0



C¢. How much will the option Cost

15. How much will this option cost? (absolutely or per-capita or
per expected benefit). %*

d.How much Time to Implementation

16. How long will it take until implementation? How long until
results?

e. The importance of the option (to the entire enterprise)

How wessential 1is this option to the success of the whole
endeavour? Could it alone solve the problems of Jewish
Education? Do other options depend on it? Is this option helpful
to the success of other options?

The option could be classified according to the following
criteria:

17. 1Is this option a sufficient ¢ tion? That i1is: 4if <this
option 1is selected and implemented will it be sufficient to
solve the problems of Jewish Education?

18. Is this option a pecessary condition? That is: does
improvement in many or all areas depend on this option (e.g. the
creation of an adequate climate of support for Jewish Education
in the Community is a pre-condition for the success of almost any
other option. We probably should not undertake any option
without undertaking this one.)

19. Is this option and enabling or facilitating option? That is,
it in itself may not directly affect the quality or quantity of

Jewish Education. However it facilites or enables the
implementation of other opticns. (e.g. the generation of
additional funding will enable the implementation of practically
any other option - though it in itself may not significantly
improve Jewish Education.)

Analysis of the Options

The Commissioners should be given maximum (but concise) useful
information on each option. The richness and reliability of the
information will be governed by the constraints of time and the
available expertise.

The information will be presented two ways:
1.A comparative matrix (options versus criteria)
2.Individual discussion papers on each option




Th

i

rix

The following matrix presents in a concise ard simplified form
the value of each option against each criterion. It allows us to
get a quick overview of any option as well &as a comparative
picture.
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Decigion matrix - Draft 1 -- 27 Sebt.lQBB

»
\

CRITERIA (?*) 1a.Feasibility
I. Will it achieve its targets?
i TARGETS ALTERNATE KNOW ASSUME DON'T KNOW
1 2 3a 3b 3¢
OPTIONS (%) |ee=ssasseEs=saaaeccs= SRS ==SIITRES==SSANNES=SS
1 PERSONNEL iDefine(a)No Little(b)Much Some
2 COMMUNITY iDefine No Much Some Some
3 EARLY CHILDHOODDefine No Much Some Some
4 ELEMENTARY SCHO;Define No Some Much Sone
S HIGH SCHOOL iDefine No Some Much Some
& COLLEGE iDefine No Little Much Much
7 YOUNG ADULT Define No Little Some Much
8 FAMILY Dafine Na Little Sonma Much
9 ADULTS Define No Some Some Some
10 RETIRED+ELDERLY Define No
11 NO TUITION iDafine No Little Some Much
12 EARLY CH.PROGS :Define No Much Much some
13 FAM.&ADULT PROG:Define No Little Some Much
14 COLLEGE PROGS [Define No - Little Much Much
15 TECHNOLOGY iDefine No : Sonme Some Some
16 INFORMAL ED iDefine No Sonme Much Some
17 INTEGRATED iDefine No Little Some Much
18 ISRAEL iDefine No Much Much Sonme
19 SUPPLEMENTARY SiDefine No Little Much Much
20 DAY-SCHOOL iDefine No Some Much Much
21 CURR.& METHODS [Define No Much Much Some
22 PHYSICAL PLANT [Define No Much Much Sone
23 ADD.FUNDING Define No Much Much Some
24 KNOWLEDGE iDafine No Much Much Sone
25 HEBREW iDefine No Little Much Much
26 INNOVATION iDafine No Much Much Much
~Notes:

*, See Definitions in "Qptions Paper"

a. Define: see detailed descriptions of options

b. Hyerarchy of values: 1,Little 2.Some 3.Much
C. SH=ghort; Msmedium L=long INCReincremental

d. Estimates or exact figures should be provided

e. Blanks indicate missing data. To be researched.
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- A e e e S e e e S R e e A R RS S e e e

EII. Can we implement?
{ KNOW-HOW PERSONNELMATERIALSPHYS.INF,INSTITUTIFUNDS

4

(YES

| SOME
| SOME
| SOME
1 SOME
 SOME
iNO

 YES
YES
1 EASY

U

| SOME
i SOME
| SOME
1 YES
{ SOME
{YES
{ YES
 YES
{YES
1 YES
| SOME
| SOME

5

i
'
:=====¢==¢==-==l==.==-u
1]
i
I
1

NO
NO

NO

NO
COMPETE
SOME
NO
SOME
SOME

-

— - . ey

WEAK

PROBABLY

YES
YES
YES
YES
YES
SOME

b

8

SOME
PROB.
SOME
SOME
SOME
SOME
NO

YES
YES
YES

PROB.
PROB.
YES
YES
YES
YES
NO

PRCB.,
PROB.
PROB.
PROB.

S

———————— -

NO

PROB.
PROB.

POL.,SUPPORT
10

T P 1 i 1 3 g |

YES+CONFLICT
PROB.
YES+CONFLICT

YES+CONFLICT

YES+CONFLICT
YES+CONFLICT
YES+CONFLICT

YES+CONFLICT
YES+CONFLICT
YES+CONFLICT
YES+CONFLICT
YES+CONFLICT
YES+CONFLICT
DOUBTFUL
COMPETES
COMPETES

NO

DOUBTFUL

FRGE .11
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TIMELY
i1

YES
YES
S0-S0
YES

YES

YES
YES
YES
YES

YES

YES

YES

YES

YES

YES

NA
DOUBTFUL
YES
DOUBTFUL
DOUBTFUL

e e R R e R R S e S A s S e B B e S A S R S A R R m e e e -

ib.Benefits

i
1 QUALITY
12

i
'
[ - - - p— - -
| SIS JECSaECSRECSRIE-SIC=SIN==
i
i

1 YES YES(d)  YES
{ PERHAPS YES YES
+YES YES YES
\ YES YES YES
\YES YES
{YES YES YES
{YES YES YES
1 YES YES YES
i YES YES YES
1 SOME YES SOME
{NO YES YES
{YES 50,000+ YES
‘

1

i YES PERHAPS
{YES YES YES
{YES NA YES
i YES 50-70,000YES
{YES 100,000+ YES
YES NA YES
 SOME NA YES
: DAYSCHOOLDAYSCHOOLS
{YES YES
 YES YES YES
| YES YES YES
| MAYBE MAYBE MAYBE

QUANTITY OTHER
13 14

e e e e R R R R e M e e e e e e e e e R T R R e e e e e e

1d.Cost
'COST
1S

E==IE=3.Cc

SMALL (d)

- -

1
 SMALL
1$i1billion

{ REASONABL
i REASONABL

I
i
i
[
"
]
L3
i
]
i
!
i
|
1
'
L]
i
]
\
t
L]
]
]
]
|
i
]
i
i
]
L]
1
I
(
]
i
]
\
1
(
]
]
]
i
|
i
]
!
\
[
i
i
|
]
]
i
L]

]
1
L]
L]
'

id.Time

{ DURATION
: 16

i - -
(IEcSTeE=Sm
'

I
{SH-M-L{¢c)
1 SH-M-L
tM=L+INCR
i SH-M-L

« SH-M-L

i SH-M-L

1 SHORT
i SHORT
{ SHORT
1 SHORT-INCR,

MED

1 SH-MED

i MED-LONG

i SH-MED

1MED

i SHORT~-MED-LO
{ LONG

i SHORT

i VARIES

{ SHORT-MED-LO
{MED-LONG
{SH-M-L
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e.Importance ® o

{SUFFICIENNECESSARYENABLING

H

‘

]

H : 17 18 19
: :===========n=:n=nnasaan----
¢ 1NO YES NO
H iNO YES NO
H iNO NO NO
H i NO NO NO
: i NO NO NO
H {NO NO NO
H i NO NO NO
H INO NO NO
H i NO NO NO
i i NO NO NO
H «NO NO NO
‘ tNO NO NO
i iNO NO NO
H 1 NO NO NO
H iNO NO NO
{ . INO NO NO
H i NO NO NO
i i NO NO NO
H {NO NO NO
: 1NO NO NO
H 1 NO NO NO
H {NO - NO NO
H {NO YES YES
' iNO NO NO
i INO NO NO
H {NO NO NO
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Sept. 28, 1988

OPTION 12 - TO DEVELOP EARLY CHILDHOOD PROGRAMS.

TARGET POPULATION -- FROM 50,000 TO SEVERAL HUNDRED THOUSAND 2 TO
& YEAR OLDS (DEPENDING ON THE EXTENT TO WHICH DAY-CARE IS
DEVELOPED AS A JEWISH-EDUCATION FROGRAM.)

I TS: EARLY CHILDHOOD PROGRAMS SHOULD :
PROVIDE GOOD EMOTIONAL AND INTERPERSONAL EXPERIENCES FOR CHILDREN
IMPART APPROPRIATE KNOWLEDGE
ENCOURAGE THEM (THEIR PARENTS) TO CONTINUE PARTICIPATING IN
JEWISH EDUCATION IN THE ELEMENTARY AND HIGH-SCHOOL YEARS
INVOLVE THEIR PARENTS

DO WE KNOW IF THE TARGETS CAN BE ACHIEVED? -- YES
EDUCATORS AND PSYCHOLOGISTS HAVE AGREED THAT THIS IS A VERY

SIGNIFICANT AGE FOR EDUCATIONAL INTERVENTION, AND THAT DEPENDING
ON THE NATURE OF THE EDUCATIONAL PROGRAM, MANY IMPORTANT GOALS
COULD BE ATTAINED: LANGUAGE ACQUISITION - HEBREW; THE RIGHT
EMOTIONAL EXPERIENCES COULD HAVE AN IMPORTANT EFFECT FOR FUTURE
EDUCATION; PARENTS ARE MORE INVOLVED WITH THEIR CHILDREN AT THIS
AGE. IT COULD SERVE AS A NET TO ATTRACT CANDIDATES FCR DAY-
SCHOOL AND SUPPLEMENTARY EDUCATION PROGRAMS.

HOWEVER - WHILE WE KNOW 4 GOOD DEAL ABOUT EARLY CHILDHOOD PROGRAMS
THERE ARE AREAS WHERE WE KNOW LITTLE (E.G. DO PARENTS WANT JEWISH
EDUCATION FOR THEIR CHILDREN IN EARLY CHILDHOOD) AND QUITE A FEW
WHERE WE ARE WORKING WITH ASSUMTIONS (E.G.COULD WE RECRUIT AND
TRAIN THE APPROPRIATE PERSONNEL?)

WHAT ARE ALTERNATIVES FOR REACHING THESE TARGETS?

DEALING WITH THE WHOLE AGE GROUP AND NOT ONLY THTOUGH PROGRAMS.
THE MEDIA

BOOKS

GAMES

PARENTS AND FAMILY EDUCATION

WE KNOW LESS ABOUT THESE ALTERNATIVES AND THERE IS NO
INFRASTRUCTURE TO INTRODUCE AND IMPLEMENT THEM.

DO WE HAVE THE KNOW-HOW?
WE HAVE SOME AND WHAT IS MISSING COULD PROBABLY BE ACQUIRED.

1S THE PERSONNEL AVAILABLE? ARE MATERTALS AVAILABLE? --NO
THE QUALITY OF THESE PROGRAMS IS BY AND LARGE NOT VERY HIGH AND

THUS IT WOULD TAKE A CAREFULLY PLANNED AND INTENSIVE EFFORT TO
RECRUIT, TRAIN STAFF AND DEVELOP EDUCATIONAL MATERIALS FOR SUCH
PROGRAMS.
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THERE ARE PRACTICALLY NO EXISTING TRAINING PROGRAMS IN NORTH
AMERICA FOR JEWISH EARLY CHILDHOOD PERSONNEL,

b §
PHYSICAL INFRASTRUCTURE YES

INSTITUTIONS YES

A DIFFERENT STRATEGY IS PROBABLY APPROPRIATE FOR THE DIFFERENT
SPONSORING AGENCIES.

1.CONGREGATIONS
2.DAYSCHOOLS
3.JCC'S

4 .OTHERS

ANSWERS NEED YES

THERE IS EVIDENCE THAT THERE IS A GREAT DEMAND AND THAT THIS
DEMAND INCLUDES BOTH AFFILIATED AND LESS-AFFILIATED PARENTS.

AVAILABLE FUNDS AND COST? UNKNOWN

SALARIES ARE BY AND LARGE EXTREMELY LOW. WE DO NOT KNOW WHAT THE
COST OF EXPANSION - AND OF RAISING THE QUALITY (UPGRADING STAFF;
SALARIES; AND PREPARATION OF EDUCATIONAL MATERIALS WOULD INVOLVE,

COMMUNAL AND POLITICAL SUPPORT
THOUGH IT HAS NOT BEEN RESEARCHED, IT APPEARS THAT THERE WOULD

BE A GREAT DEAL OF COMMUNITY SUPPORT FOR THESE PROGRAMS, BECAUSE
THERE IS GREAT PARENT DEMAND AND GENERAL AGREMENT ABOUT THE
POTENTIAL IMPACT OF EDUCATION FOR EARLY CHILDHOOD.

TIME

IF A DECISION IS TAKEN TO WORK IN THIS AREA A PLAN COULD BE
IMPLEMENTED FAIRLY QUICKLY (WITHIN TWO YEARS) ON A SMALL SCALE.
IT COULD THEN BE EXPANDED INCREMENTALLY.

s THIS » /I/'c'c:c-“sfﬁﬁ_\/ CoNVDITION 2 e

- e ——
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OPTION 19 -- TO DEVELOP AND IMFROVE THE SUPPLEMENTARY SCHOOL
(ELEMENTARY AND HIGH SCHOOL AGE)

TARGET POPULATION -- 250,000 TO A FEW HUNDRED' THOUSAND 6-17 YEAR
OLDS (DEPENDING ON THE EXTENT TO WHICH THE SUPPLEMENTARY SCHOOL
IS DEVELOPED AND IMPROVED AS A JEWISH-EDUCATION PROGRAM.

TARGETS: SUPPLEMENTARY SCHOOLS SHOULD :
IMPART KNOWLEDGE
CREATE EMOTIONAL ATTACHMENT
DEVELOP A POSITIVE ATTITUDE TOWARDS FUTURE INVOLVEMENT IN
JEWISH LIFE
ENCOURAGE OBSERVANCE AND PARTICIPATION
MOTIVATE FURTHER STUDY

DO WE KNOW IF THE TARGETS CAN BE ACHIEVED? -~
WE KNOW A LITTLE - WE ASSUME A GOOD DEAL - DON'T KNOW A GOOD
DEAL.

THESE TARGETS ARE NOT BEING ACHIEVED IN MOST SUPPLEMENTARY
SCHOOLS TODAY. WE RNOW THAT THE CONDITIONS EDUCATORS AND SOCIAL
SCIENTISTS LIST AS ESSENTIAL TO ACHIEVING THESE TARGETS, ARE
MISSING IN THE SUPPLEMENTARY SCHOOL ( QUALIFIED PERSONNEL,
BEIC. )"

EXPERT OPINION IS DIVIDED BETWEEN THOSE WHO VIEW THE
SUPPLEMENTARY SCHOOL AS A HIGH-RISK POOR~INVESTMENT AND THOSE WHO
BELIEVE THAT IT IS IMPORTANT TO INVEST IN MODEL PROGRAMS TO GIVE
THE INSTITUTION A FAIR CHANCE.

WHAT ARE ALTERNATIVES FOR REACHING THESE TARGETS?

INFORMAL EDUCATIONAL PROGRAMS
ISRAEL EXPERIENCE
SERIOUS RECRUITMENT EFFORT FOR THE DAY SCHOOL

EACH OF THE ABOVE ALTERNATIVES ARE PROBLEMATIC:

INFORMAL EDUCATIONAL PROGRAMS ARE NOT LIKELY TO IMPART THE
DESIRED KNOWLEDGE AND SUFFER FROM A SHORTAGE OF PERSONNEL.

ISRAEL EXPERIENCE PROGRAMS ARE GENERALLY NOT APPROPRIATE FOR THIS
AGE GROUP.

WE DO NOT KNOW HOW MANY YOUNGSTERS COULD BE RECRUITED FOR THE
DAY-SCHOOL - AND WHAT WOULD HAPPEN TO THE DAYSCHOOL IF IT WERE
DOUBLED IN SIZE. (PERSONNEL ETC..)

DO WE HAVE THE KNOW-HOW? -- IN SOME AREAS.

IS THE PERSONNEL AVAILABLE? NO
AT PRESENT THE LACK OF QUALIFIED PERSONNEL IS THE MAJOR PROBLEM.
PERSONNEL COULD PROBABLY BE RECRUITED FOR MODEL PROGRAMS ON A
SMALL SCALE. THERE ARE NO ACCEPTABLE PROPOSALS AT PRESENT.

ARE MATERIALS AVAILABLE? -- A GOOD DEAL

'4
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PHYSICAL INFRASTRUCTURE -~ YES

INSTITUTIONS YES

ANSWERS NEED YES

OF THE MANY STUDENTS CURRENTLY ENROLLED AND THE MANY ADDITIONAL
STUDENTS WHO COULD MOST PROBABLY BE RECRUITED IF QUALITY
IMPROVES.

AVAILABLE FUNDS NOT AT PRESENT

COMMUNAL AND POLITICAL SUPPORT NO
AT PRESENT VERY LIMITED BECAUSE OF THE PERCEIVED FAILURE OF THE
INSTITUTION.

PROBLEMS ARE ANTICIPATED IN THE COOPERATION BETWEEN COMMUNAL AND
DENOMINATIONAL INSTITUTIONS THAT WILL BE REQUIRED IF THIS OPTION
IS ADOPTED.

QUALITATIVE IMPROVEMENT VYES

Q IVE INCREASE POTENTIALLY VERY SIGNIFICANT

COST? UNKNOWN

SALARIES ARE BY AND LARGE EXTREMELY LOW. WE DO NOT KNOW WHAT THE
COST OF EXPANSION - AND ABOVE ALL OF RAISING THE QUALITY
(UPGRADING STAFF; SALARIES; AND PREFARATION OF EDUCATIONAL
MATERIALS) WOQULD INVOLVE.

TIME MEDIUM RANGE

WOULD INVOLVE PLANNING, 3-5 YEARS OF MODEL PROGRAMS AND THEN
LARGE SCALE IMPLEMENTATION.

IS THIS A NECESSARY CONDITION? NO
1S THIS AN ENABLING CONDITION NO



VF L

Ot1 1993
Deu w/

Hf’/\e s ('(u VLQ)(% ((ﬂlFfL.

Moo  chae & ot Hod
Ho/uu&/ j@e er('wug,\ C‘Uac{ 5(%7.
The last gk - desaiplions of
tuwe C"Q Cle 69/)7’7' oS — al V@t:jé\
exxmp{@;, e wdll Leed F{'MS‘M
‘ lmcooh,goﬁ‘.s {o‘k E?a_c& @}p?{‘r‘o'l/\

Will call you ou /q@sdy 4
(J(WCLQ_ S"J\ecﬁufe

Rest &270%

------



Cct.1, 1988
M E M OR A N D U BN

Options Paper-Draft #2

This document contains background materials for the second
meeting of the Commission for Jewish Education in North America.

Alternative options for action by the Commission are analyzed and
presented.

Our goal is to facilitate the work of the Commission as it
decides what area of Jewish Education to select and focus its
attention upon,

PROCESS \

1. The Commission was chosen to represent the best collective
wisdom of the Community concerning the problems and opportunities
facing Jewish Education in North America. They coneidered the
most urgent areas of need in Jewish Education and expressed their
views as to what direction - what area of endeavour - should be
selected for the work of the Commission.

Major issues were raised as to what should be done pow in
Education to make it a more effective tool in the Community's
struggle for Jewish Continuity.

¥ Many Commissioners exXpressed the view that the next step
should involve narrowing the focus of deliberation to a

manageable set of options for intervention.

* It was agreed that the Commission would attempt to decide at
ite Second Meeting what option or options to undertake.

2 The professional staff of the Commission prepared these
background materials to point out the implications of the various
options (what 1s involved in each choice) and how the various

possible choices of the Commission could be dealt with

3.In order to offer maximum expert responsiveness to the options
suggested by the Commissioners, a comprehensive analytic effort
was undertaken (see memo's of September 6 and 15). The analysis
was aimed at exploring each relevant option in-depth so as to
identify the elements it entails, the anticipated benefits,
and evaluate its feasibility as well as other implications.
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4.The followlng steps were taken

a. A 1list of relevant options for action (possible areas of
intervention) was generated. The sources for“these options are:

* The Commissioners - options suggested at the First meeting
of the Commission; in the interviews; in letters and
conversations following the Commission meeting.

] Expert knowledgé - literature surveys and the polling of
experts has been undertaken to gdentify possible additional
options that the commission may want to consider.

b. An inventory was compiled of the elements relevant to these
options (see memo of September 15:; Inventory of elements). This
helps identify what must be taken into c¢onsideration for any
given option.

¢. Criteria were developed to aid the Commission in the selection
of options.

d. Options were analyzed against these c¢riteria and the results
of the analysis are offered here for consideration and decision.

Note: Though this process attempte to offer a comprehensive
analysis of options, it should not be seen as final and will
alwayse be added to or changed, when new ideas, views, or options
are suggested.



B. The list of options

(This list will probably be organised differently [in clusters by
themes etc.] and each option will be briefly elaborated upon.
We will explain what may appear as redundancies. They may be
eliminated later. E.g. options 3 and 12).

1. To deal with the shortage of gqualified personnel for Jewish

education.
2. To deal with the commupity - 4its leadership and its
structures ~ as major agents for change in any area.
i To focus efforts on the egarly childhood age group.
4. " < 2 " the elementary school age.
s, * . " " the high-school age.
6. _ = o N the college age,
7z n v ” - young adults.
8. " " " =t the family.
9. " b i M adults.
10 " " e the retired and the elderly.

11. To reduce or eliminate tuition.

12. To develop early childhood programs.

13. To develop programs for the family and adults.
14. To develop programs for the college population.

15. To enhance the use of the media, technolcgy (Computers, etc.)
for Jewish education.

16. To develop informal education.

17. To develop integrated programs of formal and informal
education.

-18. To develop Israel Experience programs.

19. To develop and improve the supplementary school (elementary
and high-school)

20. To develop and improve the day school (elementary and high-
school)

21. To develop curriculum and methods in specific areas (e.g.
values, Hebrew).
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22. To improve the physical plant (buildings, labs, gymnasia).

23. To generate significant additional fdﬁding for Jewish
education.

24. To create a knowledge base for Jewish education ( research
of varicus kinds: evaluations and impact studies:; assessment
of needs; client surveys; etc...)

25. To focus efforts on the widespread acquisition of the Hebrew
Language, with special initial emphasis on the leadership of
the Jewish Community. .

26. To encourage innovation in Jewish Education

27, 28.. Combinations of the preceding options. —

¢, Criteria
The following criteria were applied to the options:

a,Feasibility
I. Can the option gchieve its targets?
II. Can the option be implemented?
b. What are the anticipated Benefits?
Cc. How much will the option Cost?
d. How much Time for implementation?
e, The Importance of the option [to the entire enterprise]

a, Feasi t
I. Can the option achieve its targets?

1. Can this option achieve its targets? (e.g. Is free tuition
likely to increase enrolment significantly? Will increasing
participation in early childhood programs increase these
children's participation in Jewish Education in future years?
Will it intensify the emotional involvement of the children
participating?).

2. 1Is this option the optimal way to reach the targets or are
there alternatives that should be considered? (e.g. is there a
more effective way than free tuition to increase school
enrolment?).

o Criterion 1, ("will the option achieve its targets?") will
require us to consider the options in terms of three levels of
knowledge.

32.0ptions for which we DO HAVE KNOWLEDGE as to how likely they
are to achieve their targets.



3b. Options for which we have LITTLE OR NO KNOWLEDGE but we DO
HAVE ASSUMPTIONS (informed opinion) as to how likely
they are to achieve their targets. R

3c.Options for which we HAVE NO KNOWLEDGE as to how likely they
are to achieve their targets.

II Can the option be implemented?

A. Are resources available? If not, how difficult would it be
to develop them?

4. Do we have the KNOW -HOW? that is the professional knowledge
available to succesfully implement the option?

5. Ie the manpower avajilable? If not, how difficult will it be to
develop?

6. Are materials (curriculum etc..) available? If not, how
difficult will they be to develop?

7. Is the physical infrastructure available? If not, how
difficult will it bs to create?

8. Do the mechanisms - institutions for implementation exist? If
not, how difficult will they be to create?.

9. Are funde available? If not, how difficult will i1t be .to
generate them?

B, Will the communal and political environment support this
option?

10. Will this option enjoy communal and political support? What
are likely obstacles?

11. Is the option timely - that is: is it likely to be well
received at this time?
b.What are the Anticipated Benefits

How likely is this option to significantly affect the quality and
quantity of Jewish Education?

12. What is the expected qualitative benefit or impact?
13. How many people are likely to be directly affected?

14, What additional benefits can be expected?



C. How much will the option Cost
15, How much will this option cost° (absolutely or per-capita or
per expected benefit).

d.How much Time to Implementation

16. How long will it take until implementation? How long until
results?

e. The importance of the option (to the entire enterprise)

How essential 1is this option to the success of the whole
endeavour? Could it alone =solve the problems of Jewish
Education? Do other options depend on it? Is this option helpful
to the success of other options?

The option could be classified according to the following
criteria:

17. 1Is this option a suffjcient co tion? That 1is: if this
option is selected and implemented will it be sufficient to
solve the problems of Jewish Education?

18. Is this option a pecessary condition? That is: does
improvement in many or all areas depend on this option (e.g. the
creation of an adequate climate of support for Jewish Education
in the Community is a pre-condition for the success of almost any
other option. We probably should not undertake any option
withecut undertaking this one.)

19. Is this option and enabling or facilitating option? That is,
it in itself may not directly affect the quality or quantity of
Jewish Education. However it facilitss or enables the
implementation of other options. (e.g. the generation of
additional funding will enable the implementation of practically
any other option - though it in itself may not significantly
improve Jewish Education.)

Analysis of the Options

The Commissioners should be given maximum (but concise) useful
information on each option. The richness and reliability of the
information will be governed by the constraints of time and the
available expertise.

The information will be presented two ways:

-
1.A comparative matrix (options versus criteria) 3 )
2.Individual discussion papers on each option (27 of M

6




The rix

The following matrix presents in a concise ard simplified form
the value of each option against each criterion. It allows us to
get a quick overview of any option as well a= a comparative

picture.
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Decigion matrix - Draft 1 -- 27 Sept.1988
:

CRITERIA (*) ra.Feasibllity
I. Will it achieve its targets?

{TARGETS ALTERNATE KNOW ASSUME DON'T KNOW
1 2 3a 3b 3¢

OPTIONS (*) |EECS TS aENE S-S IAREC oSS IENRESSSSSIIREESSSSANNESSSS
1 PERSONNEL iDefine(a)No Little(b)Much Some

2 COMMUNITY iDefine No Much Sone Some

3 EARLY CHILDHOODDefine No Much Some Some

4 ELEMENTARY SCHO;Define No Some Much Sone

S HIGH SCHOOL iDefine No Some Much Some

& COLLEGE :Define No Little Much Much

7 YOUNG ADULT iDafine No Little Some Much

8 FAMILY Dafine Na Little Soma Much

9 ADULTS Define No Some Some Soma
10 RETIRED+ELDERLY:Define No

11 NO TUITION iDafine Ne Little Some Much

12 EARLY CH.PROGS :Define No Much Much some
13 FAM.&ADULT PROG:Define No Little Some Much
14 COLLEGE PROGS |Define No Little Much Much

15 TECHNOLOGY iDefine No . Some Some Some

16 INFORMAL ED iDefine No Sone Much Some

17 INTEGRATED iDefine No Little Sone Much

18 ISRAEL 1Define No Much Much Some

19 SUPPLEMENTARY SiDefine No Little Much Much
20 DAY-SCHOOL iDefine No Some Much Much
21 CURR.& METHODS Define No Much Much Some
22 PHYSICAL PLANT iDefine No Much Much Sone
23 ADD.FUNDING Dafine No Much Much Some
24 KNOWLEDGE iDafine No Much Much Sone
25 HEBREW - iDefine No Little Much Much
26 INNOVATION iDefine No Much Much Much

~Notes:

*, See Definitions in "Options Paper"

2. Define: see detailed descriptions of options

b. Hyerarchy of values: 1.Little 2.Some 3.Much
€. SH=short; Ms=medium L=long INCReincremental

d. Estimates or exact figures should be provided

e. Blanks indicate missing data. To be researched.



Decision matrix - Draft 1 -- 27 Sept.1988

II. Can vwe implement? !
KNOW-HOW PERSONNELMATERIALSPHYS.INF,INSTITUTIFUNDS POL ., SUPPORT
4 S 6 7 A ] 10

EESadsE=-on

n
L
n
n
u
R
n
]
| ]
n
L]
L]
n
1l
L]
n
i
L]
n
1]
]
H
]

SESCa=-CSECcSIE=SCE=SSZoSIE=SSa=-Sa=Ss

=

;
'
:
l:
: SOME SOME - SOME (d) YES+CONFLICT
! IYES POSSIBLE —wnemswncvsnsaneen PROB.  cnwcnwne PROB.
i  ISOME NO NO SOME SOME YES+CONFLICT
i\ |SOME NO YES SOME
! ISOME NO NO YES SOME :
! {SOME NO SOME SOME YES+CONFLICT
! ISOME NO NO NO
I INO NO NO YES
A YES
! IYES YES ' YES YES+CONFLICT
1 iyes NO SOME YES NO YES+CONFLICT
{  IEASY NO WEAK PROBABLY YES YES+CONFLICT
t ]
' i
!  I|SOME NO NO YES PROB. PROB, YES+CONFLICT
! ISOME NO NO YES PROB. PROB. YES+CONFLICT
i - I|SOME COMPETE NO YES YES YES+CONFLICT
! . IYES SOME SOME YES YES YES+CONFLICT
! iSOME NO SOME YES YES YES+CONFLICT
s {YES SOME SOME YES YES+CONFLICT
|  iYES SOME =~ ===m- St NO DOUBTFUL
! IYES COMPETES
| IYES SV T W TR e PROB, ~==ne=a-=COMPETES
| iYES YES —acnscunventnnase=PROB, NO
| ISOME NO SOME = —reemww—s PROB. DOUBTFUL
| ISOME LITLLE PROB.

Y
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Decision matrix - Draft 1 -- 27 Sept.1S988

TIMELY
i1

SME=-SHE=3

YES
YES
S0-80
YES

YES

YES
YES
YES
YES

YES

YES

YES

YES

YES

YES

NA
DOUBTFUL
YES
DOUBTFUL
DOUBTFUL

e R S e e e e e e e e e e Sm e SR e e e S e e e e

+b.Benefits

t+QUALITY QUANTITY OTHER
. 12 13 14
:==I===I==Ilﬂ:l::l:::l::l.::
{YES YES(d)  YES
{PERHAPS YES YES

: YES YES YES
{YES YES YES
{YES YES

1 YES YES YES

i1 YES YES YES

i YES YES YES

1 YES YES YES

i SOME YES SOME
{NO YES YES
{YES 50,000+ YES

:

]

' YES PERHAPS
tYES YES YES

' YES NA YES

1 YES 50-70,000YES
tYES 100,000+ YES
\YES NA YES

| SOME NA YES

t DAYSCHOOLDAYSCHOOLS
{YES YES

1 YES YES YES
{YES YES YES
{MAYBE MAYBE MAYEE

'd.Cost

1COST
15

=3

=

SMALL (d)

e e e e W RS B S .-

{ SMALL
1$1billion

HIGH

. RS B RS R R TR S RS A S Em N R R R W S B N e B R e W e - -

i
L]
1
]
i
]
'
i
t
1]
i
]
|
"
1]
i
|
i
U
]
1
L]
i

- - ——— -

{ REASONABL |
{ REASONABL;
] '

d.Time

{ DURATION
‘ 16
HEE- e T
'

| SH=-M-L{¢c)
i SH-M-L
{M=L+INCR
| SH-M-L
{SH-M-L

i SH-M-L

-

1 SHORT
 SHORT
i SHORT
i SHORT=-INCR.,

MED

+SH-MED

{ MED-LONG

{ SH-MED

iMED

i SHORT~MED-LO
{ LONG

1 SHORT

i VARIES

{ SHORT-MED-LO
{MED-LONG
{SH~-M-L



Decision matrix - Draft 1 -- 27 Sept.1988

ie.Importance . L5
L]

{SUFFICIENNECESSARYENABLING

:

E

]

: R ) 18 19
: :;:::::=====a=:nnuusnnan-l¢-
] ]

L] i

: 'NO YES NO
H INO YES NO
H | NO NO NO
] 1 NO NO NO
! I NO NO NO
H INO NO NO
: i NO NO NO
: !NO NO NO
H INO NO NO
' INO NO NO
‘ iNO NO NO
H 'NO NO NO
H i NO NO NO
H {NO NO NO
: 1 NO NO NO
i , INO NO NO
' iNO NO NO
H i NO NO NO
: !NO NO NO
H INO NO NO
: ' NO NO NO
: {NO - NO NO
H {NO YES YES
: iNO NO NO
| 1NO NO NO
‘ 1 NO NO NO
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Sept. 28, 19688
OPTION 12 - TO DEVELOP EARLY CHILDHOOD PROGRAMS.
TARGET POPULATION -- FROM 50,000 TO SEVERAL HUNDRED THOUSAND 2 TO

6 YEAR OLDS (DEPENDING ON THE EXTENT TO WHICH DAY-CARE IS
DEVELOPED AS A JEWISH-EDUCATION PROGRAM, )

IARGETS: EARLY CHILDHOOD PROGRAMS SHOULD :
PROVIDE GOOD EMOTIONAL AND INTERPERSONAL EXPERIENCES FOR CHILDREN
IMPART APPROPRIATE KNOWLEDGE
ENCOURAGE THEM (THEIR PARENTS) TO CONTINUE PARTICIPATING IN
JEWISH EDUCATION IN THE ELEMENTARY AND HIGH-SCHOOL YEARS
INVOLVE THEIR PARENTS

DO WE KNOW IF THE TARGETS CAN BE ACHIEVED? -- YES

EDUCATORS AND PSYCHOLOGISTS HAVE AGREED THAT THIS IS A VERY
SIGNIFICANT AGE FOR EDUCATIONAL INTERVENTION, AND THAT DEPENDING
ON THE NATURE OF THE EDUCATIONAL PROGRAM, MANY IMPORTANT GOALS
COULD BE ATTAINED: LANGUAGE ACQUISITION - HEBREW; THE RIGHT
EMOTIONAL EXPERIENCES COULD HAVE AN IMPORTANT EFFECT FOR FUTURE
EDUCATION; PARENTS ARE MORE INVOLVED WITH THEIR CHILDREN AT THIS
AGE. IT COULD SERVE AS A NET TO ATTRACT CANDIDATES FCR DAY-
SCHOOL AND SUPPLEMENTARY EDUCATION PROGRAMS.

HOWEVER - WHILE WE KNOW A GOOD DEAL ABOUT EARLY CHILDHOOD PROGRAMS
THERE ARE AREAS WHERE WE KNOW LITTLE (E.G. DO PARENTS WANT JEWISH
EDUCATION FOR THEIR CHILDREN IN EARLY CHILDHOOD) AND QUITE A FEW
WHERE WE ARE WORKING WITH ASSUMTIONS (E.G.COULD WE RECRUIT AND
TRAIN THE APPROPRIATE PERSONNEL?)

WHAT ARE ALTERNATIVES FOR REACHING THESE TARGETS?

DEALING WITH THE WHOLE AGE GROUFP AND NOT ONLY THTOUGH PROGRAMS.
THE MEDIA

BOOKS

GAMES

PARENTS AND FAMILY EDUCATION

WE KNOW LESS ABOUT THESE ALTERNATIVES AND THERE Is NO
INFRASTRUCTURE TO INTRODUCE AND IMPLEMENT THEM.

DO WE HAVE THE KNOW-HOW?
WE HAVE SOME AND WHAT IS MISSING COULD PROBABLY BE ACQUIRED.

1S THE PERSONNEL AVAILABLE? ARE MATERTALS AVAILABLE? --NO
THE QUALITY OF THESE PROGRAMS IS BY AND LARGE NOT VERY HIGH AND

THUS IT WOULD TAKE A CAREFULLY PLANNED AND INTENSIVE EFFORT TO
RECRUIT, TRAIN STAFF AND DEVELOP EDUCATIONAL MATERIALS FOR SUCH
PROGRAMS .
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THERE ARE PRACTICALLY NO EXISTING TRAINING PROGRAMS 1IN NORTH
AMERICA FOR JEWISH EARLY CHILDHOOD PERSONNEL,

b
PHYSICAL INFRASTRUCTURE YES

INSTITUTIONS YES

A DIFFERENT STRATEGY IS PROBABLY APPROPRIATE FOR THE DIFFERENT
SPONSORING AGENCIES.

1.CONGREGATIONS
2.DAYSCHOOLS
3.JCC'S

4 .OTHERS

ANSWERS NEED YES

THERE IS EVIDENCE THAT THERE IS A GREAT DEMAND AND THAT THIS
DEMAND INCLUDES BOTH AFFILIATED AND LESS-AFFILIATED PARENTS.

AVAILABLE FUNDS AND COST? UNKNOWN

SALARIES ARE BY AND LARGE EXTREMELY LOW. WE DO NOT KNOW WHAT THE
COST OF EXPANSION - AND OF RAISING THE QUALITY (UPGRADING STAFF:
SALARIES; AND PREPARATION OF EDUCATIONAL MATERIALS)WOULD INVOLVE.

COMMUNAL AND POLITICAL SUPPORT
THOUGH IT HAS NOT BEEN RESEARCHED, IT APPEARS THAT THERE WOULD

BE A GREAT DEAL OF COMMUNITY SUPPORT FOR THESE PROGRAMS, BECAUSE
THERE IS GREAT PARENT DEMAND AND GENERAL AGREMENT ABOUT THE
POTENTIAL IMPACT OF EDUCATION FOR EARLY CHILDHOOD.

IIME

IF A DECISION IS TAKEN TO WORK IN THIS AREA A PLAN COULD BE
IMPLEMENTED FAIRLY QUICKLY (WITHIN TWO YEARS) ON A SMALL SCALE.
IT COULD THEN BE EXPANDED INCREMENTALLY.
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OPTION 19 -- TO DEVELOP AND IMPROVE THE SUPPLEMENTARY SCHOOL
(ELEMENTARY AND HIGH SCHOOL AGE)

TARGET POPULATION -- 250,000 TO A FEW HUNDRED' THOUSAND 6-17 YEAR
OLDS (DEPENDING ON THE EXTENT TO WHICH THE SUFFLEMENTA&Y SCHOOQL
IS DEVELOPED AND IMPROVED AS A JEWISH-EDUCATION PROGRAM.

TARGETS: SUPPLEMENTARY SCHOOLS SHOULD
IMPART RKNOWLEDGE
CREATE EMOTIONAL ATTACHMENT
DEVELOP A POSITIVE ATTITUDE TOWARDS FUTURE INVOLVEMENT IN
JEWISH LIFE
ENCOURAGE OBSERVANCE AND PARTICIPATION
MOTIVATE FURTHER STUDY

DO WE RNOW IF THE TARGETS CAN BE ACHIEVED? --
WE KXNOW A LITTLE - WE ASSUME A GOOD DEAL - DON'T KNOW A GOOD
DEAL.

THESE TARGETS ARE NOT BEING ACHIEVED IN MOST SUPPLEMENTARY
SCHOOLS TODAY. WE KNOW THAT THE CONDITIONS EDUCATORS AND SOCIAL
SCIENTISTS LIST AS ESSENTIAL TO ACHIEVING THESE TARGETS, ARE
MISSING IN THE SUPPLEMENTARY SCHOOL ( QUALIFIED PERSONNEL,
ETC. . o)

EXPERT OPINION IS DIVIDED BETWEEN THOSE WHO VIEW THE
SUPPLEMENTARY SCHOOL AS A HIGH-RISK POOR-INVESTMENT AND THOSE WHO
BELIEVE THAT IT IS IMPORTANT TO INVEST IN MODEL PROGRAMS TO GIVE
THE INSTITUTION A FAIR CHANCE.

WHAT ARE ALTERNATIVES FOR REACHING THESE TARGETS?

INFORMAL EDUCATIONAL PROGRAMS
ISRAEL EXPERIENCE
SERIOUS RECRUITMENT EFFORT FOR THE DAY SCHOOL

EACH OF THE ABOVE ALTERNATIVES ARE PROBLEMATIC:

INFORMAL EDUCATIONAL PROGRAMS ARE NOT LIKELY TO IMPART THE
DESIRED KNOWLEDGE AND SUFFER FROM A SHORTAGE OF PERSONNEL.

ISRAEL EXPERIENCE PROGRAMS ARE GENERALLY NOT APPROPRIATE FOR THIS

AGE GROUP.
WE DO NOT KNOW HOW MANY YOUNGSTERS COULD BE RECRUITED FOR THE
DAY-SCHOOL - AND WHAT WOULD HAPPEN TO THE DAYSCHOOL IF IT WERE

DOUBLED IN SIZE. (PERSONNEL ETC..)

DO WE HAVE THE KNOW-HOW? -- IN SOME AREAS.

IS THE PERSONNEL AVAILABLE? NO
AT PRESENT THE LACK OF QUALIFIED PERSONNEL IS THE MAJOR PROBLEM.

PERSONNEL COULD PROBABLY BE RECRUITED FOR MODEL PROGRAMS ON A
SMALL SCALE. THERE ARE NO ACCEPTABLE PROPOSALS AT PRESENT.

ARE MATERIALS AVAILABLE? -- A GOOD DEAL

4
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PHYSICAL INFRASTRUCTURE -~ YES

INSTITUTIONS YES

ANSWERS NEED YES

OF THE MANY STUDENTS CURRENTLY ENROLLED AND THE MANY ADDITIONAL
STUDENTS WHO COULD MOST PROBABLY BE RECRUITED IF QUALITY
IMPROVES.

AVAILABLE FUNDS NOT AT PRESENT

COMMUNAL AND POLITICAL SUPPORT NO
AT PRESENT VERY LIMITED BECAUSE OF THE PERCEIVED FAILURE OF THE

INSTITUTION.

PROBLEMS ARE ANTICIPATED IN THE COOFERATION BETWEEN COMMUNAL AND
DENCMINATIONAL INSTITUTIONS THAT WILL BE REQUIRED IF THIS OPTION
IS ADOPTED.

QUALITATIVE IMPROVEMENT YES

QUANTITATIVE INCREASE POTENTIALLY VERY SIGNIFICANT

COST? UNKNOWN

SALARIES ARE BY AND LARGE EXTREMELY LOW. WE DO NOT KNOW WHAT THE
COST OF EXPANSION =~ AND ABOVE ALL OF RAISING THE QUALITY
(UPGRADING STAFF; SALARIES; AND PREFARATION OF EDUCATIONAL
MATERIALS) WOULD INVOLVE.

TIME MEDIUM RANGE

WOULD INVOLVE PLANNING, 3-5 YEARS OF MODEL PROGRAMS AND THEN
LARGE SCALE IMPLEMENTATION.

i8S THIS A NECESSARY CONDITION? NO
IS THIS AN ENABLING CONDITION NO
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The population is Jewish students of high schoal age who are
either not already affiliated or only tangentially affiliated
with Jewish schools and/or youth movements,

2. What outcomes are to be achieved through this option?

1. To find alternative Jewish contexts to attract the many
Jewish adolescents who do not contiviuve any active affiliation
after Bar or Bat Mitzwvah,

2. To supplement and strengthen Jewish commitment of
adolescents already having some Jewish affiliation.

3. To offer exposure and educaticrn to Jewish adclescents who
did not attend Jewish schocls as children.

3. Do we krow if these cutcomes can be achisved?

There have been a few successful ocutreach programs for this
age agroup, but success has been limited to individual efforts.
We do not have an accessible model for replication and hence have
not widely tested this coption,

4. Bre there alterratives for achieving this gutcome?
Yes. Breatly strengthening existing formal and informal
educational programs for this age oroup.

S» Do we hayve the know-how to implement this gption?

We know how to implenent programs that might attract
unaffiliated adolescents. Examples of such programs would
include:

1. Social service projects through which young pecple would
learn skills while offerirng needed service

Z. high-level interest groups in areas like computers, the
arts, politics through which young peocple would meet others with
similar interests;

o internships in Jewish agencies which would offer
experiences ® problem-salving in the work—-world:

4. subsidized programs in Israel designed especially for
bright, mature, unaffiliated adolescents;

2. programs for adolescents with special needs;

6. Judaica courses for private schools with a high
concentration of Jewish students.
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&. Is the personnel available?

TJo a very limited extent. This option would require
recruiting and retraining outstanding high school and college
teachers who would deo this work during summer and other
vacations.

7. Are the materials available?

To a limited extent.

8. 1s the physical infrastructure available?

Yes, because no elaborate physical quarters are nesded.

9. Are the instituticnal supports aveilable?

Yas Jawiah nukrearh fn adnlescents is nrimarily in the
hands of the dencominational movements, JCC's and national
movemnents like Bnai Brith. They would support their ocwn outreach
efforts, but have given little support to jJoint efforts to
develop programs to appeal broadly to the non—affiliated
teenager.

10. 1s the funding aveilable?

Not currently.

11. 1s the political support available?

To a limited extent. Adolescernce does not seem to be a top
priority item on most communal agendas.

12. ls the goption timely?

Not particularly, though worries about adolescents’ behavior
could make it more timely.

12. What needs does this option answer?

1. Rdolescents’' needs to belong to groups they can identify
with (even while feeling ambivalent about their Jswishness).

2. Parents' reeds to feel their children have some contaxt
in which to belong to the community and meet other Jewish
teenagers.

3. Community's needs to provide more reliable Jewish
continuity at a time in which personal identity is forming and
attraction to conventional programs is low.

o
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14, What benefits can be anticipated?

1. Adolescents who would drift toward greater assimilation
could be provided with riew ways of affiliating.

2. High guality programs could be especially attractive to
high-~achieving high school students who are on their way to the
better cclleges.

2. High quality programs could stimulate existing programs
to update their offerings and pool rescurces. It might also

provide a group of entering college students who would contribute
move to Jewish programs on campus.

1S. What would the costs be?

The cost to initiate single programs could be low. The cost
to develop a model and replicate widely, given lack of personnel
and materials, could be more substantial.

16. How long ﬁﬂald it take to implement?

Implementation of experimental programs could be in place in
1-2 years. Developing & model for replication and wide
implementation could take 5-7 yesars.

17. How important 1is this for the field?
It is not a rnecessary or an enabling condition, but could

become important if it helps to stem the dissatisfaction of this
population from the community.
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Opticrn #19- To develgp and improve the supplzmertary schogl
felementary and high schocl)

1. What is the target population?

The population is the families of children of school age who
are enrolled in supplementary schools. In the U.8. there are
close to 270,000 children currently enrclledy in Carnada close to
9, 700. There are about 2202 supplementary schools in N.A.,
primarily serving elementary grades, with a vast majority under
the auspices of either Reform or Conservative synagogues.

2. What cutcomes are to be achieved through this option?

1. To improve the quality of these programs by providing
move highly-trained perscnnel, better cansistency in use of
curriculum, more support from families and community.

2. To ernhance the children's and families’® educational
experience to come away with more Jewish knowledge and
commitment.

3. To increase the numbers of children who choose to
continue to affiliate Jewishly after their Bar Mitzvah.

4. To increase the numbers of families who would send their
children to these schools for a Jewish education.

3. Do we know if these outcomes can be achieved?

There are a minority of supplementary schools that achieve
many of these outcomes. We have experiental knowledge of what
makes a supplementary school more effective and how to improve
less effective schocols. No sustained widescale effort has been
tried to upgrade these schools; it remnewes untested as to whether
these ocutcemes can be achieved on a national basis,; bok comdrligus Taet
eWpevis  1uYt as acvtal Soe e ffeck wimgm{geahfud Pastant), 410 o wimiug,
4. Bre there alternatives for achieving these outcomes?

Some experts have put forward these alternatives to replace
supplementary schools;

i. Improving recruiting for day schools

2. Increasing allotments for informal education

3. Starting Israel programs for younger children

4. Enhancing outreach directly to Jewish families

S. Do we have the krow-how to iwplement this cpticn?
When appropriate personrel is available, we know how to
improve the quality and attractiveness of single supplementary

schools. We have limited knowledge of how to change the culture
af these schools for the whole population.
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. Is the persornel available?

Currvently there is a pool of mostly part-time and some full=
time personnsl. Improvement would require recruiting, training,
and retention of far more gualified full-time personnel.

T Are the materials available?

—_—mAaAE_LEaAE RAiEssEZ ===

On an elementary level, yes. On a high school level, to
some extent, but less so.

8. Is the physical infrastructure avajlable?
Yes.
ER Are the institutional supports available?

Yes, as long as these schools remain under denominational
auspices.

1@. Is the funding available?

For current operations, yes; but not for a serious efforts
of large—-scioeltimprovement.

11. 1Is the political support available?

To a limited extent. The poor reputation of supplementary
schoocls has made it difficult to rally support for a sustained
effort to improve their quality and appeal.

12. 1s the option timely?

Yes. Most observers agree the supplementary schools are in
crisis and need to be either improved or replaced.

13. What resds does this option answer?

1. In the U.S8.A. the 70% of the children enrcolled in Jewish
schools who attend supplementary schools rneed a better
educational experiernce.

£. Most non-Orthodox synagogues spend a considerable portion
of their budpgets orn these schools and deserve more for their
money.

3. The many Jewish families with children enrolled in these
schools need better—-quality help from these schools to help
sustain their children's Jewish identity.
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14. What benefits could be anticipated?

883 PEYV

©)

1. Better gquality schools could better provide students with
more Jewish knowledge, firmer Jewish values and more deeply felt

Jewish commitments.

2. Better quality schools could attract and heold more

students for more years,

3. Improved supplementary education could be a gateway for
greater interest in informal, family and adult education as well

as programs in Israel.

15. What would the costs be?

High. Without a sustained effort to improve the personnel

picture, no sustained improvement is possible.

16, How long would it take to implewent?
An dintloping wedt! prigiona

Pilot progects could implemented in g§-S years. Overall,

systematic improvement could require S5-7 years.

17. How important is this tg the field?
S t is not a necessary condition. Some observers rank this
as , tle most important programmatic optiong because it reaches N
largest numbers of families. Other observers believe the
outcomes will be hard to achieve and may not be worth the large
investment.
OCT 27.788B 15:58 BRANDEIS SCI1 LIB FRGE.B7
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Option #8 and 13b

Jo Focus Efforts gn the Family
1. What is the tarpet population?

The primary population is the family members of children who
are of school age and enrclled in some form of Jewish education.
A secondary population is senior adults and their grown children
and grandchildren.

. What cutcomes are to be achieved?

1. Greater irnvolvement of parents in the Jewish education of
the children.

2. A second chance for adults to learn about and attach to
Jewish practices,

3. Building reinforcement for children’s learning by
increasing Jewish learning and practice in the home.

4. Straengthening the cohesion of the Jewish family.

5. Building a sense of community among Jewish families and a
collective attachment to sponsoring Jewish institutions.

3. Do we krow if these putcomes can be achisved?

Family education is yet in an experimental stage. There
have been a number of successful experiments that have achieved
some of the objectives. These remain isolated examples;y no
proogrammatic models have smerged; no wide replication has been
attempted.

4. fre there alterpatives for achieving these oblectives?

1. Parents can be involved in children's education through
schoal participation (committees, fundraising, atc.) and more
creative, involving homewori,

2. R sense of community can be enhanced throuan social,
political or religicus activities for adults.

= Do we have the kpow-how to implement this cption?

We have the know-how on a case by case basisy, but do not
kriow how to implement it on a large scale.

&. Is the persorrel available?
Family education draws from existing persormel pools—

particularly rabbis, social workers and educators. To move
forward requires retraining of personnel along these skill-lines,

7. Are the materials available?
Now materials are borrowed from other contexts. To move

forward requires developmnent of its own materiails.

1
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a. is the physical infrastructure available?

Yes. Programs take place in synagogues, JCC's, camps. The
only addition would be retreat centers.

3. Are the institutional supports available?

The idea is new, Dbut has growing popularity in synagogues,
JCC's, federations and camps (especially on the West Coast).
More institutional support would bBe needed for widespresad
replication,

18. 1s the funding available”?

Funding for existing programs comes from host institutions
and the families themselves, Replication reguires material
production and re-training of persornesl. Currently funding for
those are not available.

11. 1Is the political support available?

The political support is building ir selected locations, but
is yet untested in many other locations.

12. ls the gption timely?

Yes. With worries about family cchesion and parental non-—
support for children's education, many feel this is a tinaly
option.

13. What needs does this option answer?

The need to involve parents in children's Jewish education
and in their own Jewish learning and practice. It answers
educators’ needs to feel supported by the home and the children’s
needs to have continuity betweer the school and the home.

14. What benefits could be anticipated?

a. Family education could enrich the whole ambiance of
children's Jewish socialization.

b. Family education could increase amount and quality of
adult participation in the Jewish community.

c. Family education could enhance chances that children
would continue education beyond bar mitzvah.

d. Unintended consequences: it could raise the demand for
more guality adult education and involve rabbis more fully in
practice of Jewish education. It could help revive supplamentary
education.

s
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15. What would the costs be?

The immediate costs of moving from local experiments to
producing models for replication would oe low. To move to full
implementation would involve more substantial, but still

moderate, costs.

16. How long to implement?

The next stage could be achieved in 2 years. Full
implementation would require S5—7 years.

17. How important is this for the field?
Untested. It could prove to have 8 minimal ripple effect.

Some experts expect it would have a maximal effect and become an
enabling condition (especially for supplementary education).

3
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Option #20
Je¢ Develop and improve the gay school
flelenentary and high school)
L. What is the target populatign?

The population 18 all Jewish families with children of
school age who are interested or could be nade interested in day
school education. In 1982 110,000 students attended day schools
in the USA; 16,000 in Canada. The largest concentration i1s in
the lower, elementary grades. Of the 586 day schools in  North
America, 462 are Orthodox, &2 are Conservative, 44 are communal,
9 are Reform, 4 are secular.

Zy What outcomes are to be achieved by this gption?

i. Increase total number of day schools (d.s.) avd
enrol lees.

2. Increase number of day high schools and enrcllees.

3. Increase financial support for d.s. to raise guality of
education and decrease tuition costs.

4. lmprove d.s. through support for personnel trainirng and
retention, curriculum-development, family involvement and
integration of formal and informal education.

S. Increase Jewish commitment and knowledge of d. s.
students.

3« Do we krnow if cutcomes cap be achieved?

We have little hard data on day schools, either in terms of
their educational eaffectiveness or their growth in numbers.
Reasons for growth are multiple; we do vnot know how to maximize
growth or what are its limits. We do not know if day high school
is feasible beyond the Urthodox commurnity, or 1f the elementary
day school alone has long-lasting positive benefits.

4.  @re there alterratives to achieving this cbiective?

—— - ——— - —

1. Many assume that the day school (especially when used
together with informal education and Israel programs) is the

single most effective form of Jewish education, for which wa know
of no alternative. That's an untested hrpothﬂsis.

] bl S L Al TEBLINIY YUuQiaswy W BELuLel UL AT WAL A

incraas®k numbers.
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2. Need for total schocl ambiance to support message of
Jewish socialization.

3. Need for viable alternatives to failing supplementary and
public schools.

4., Need of some parents for increased Jewish identification.

14. What benefits could be snticipated?

. 1. Larger numbers of Jewish students would be i1nveolved in
more intensive Jewish study.

2. Buality of Jewish knowledge and commitment would be
elevated across the community.

3. Create a larger pool for future lay arnd professional
leadership in the community.

4, Intensify Jewish identification for the family of
children attending.

15. What would the costs be?

Given reeds for rew bulldings, tuition reduction, personnel
training and retention, and materials production, the costs would
be high.

16, How long would it take to impiement?

Some steps (tuition-reduction) could be implemented in short
time, Other steps (curriculum production, erwollment drives)
could be implemented in 3-S5 years. Other steps (personnel
recruitment and training) require 19 years.

17. How important is this for the field?

Some experts argue it 18 the most important programmatic
optiocn because it has the highest yield. Others wonder if day
schools will ever be attractive to more than a small minority of
ron—0Orthodox Jews and see it as less importarnt. '
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. D2 we have the know-how to implemernt this ocption?

Yes, we krnow how to run successful day schools along all the
ideological lines. No, we do not know how to recruit and train
the nreeded personnel to meet expanding enrollments and raise
quality of educatior.

B Is the persornnel available?

e e e e i, N T

Not in North America. Day schools rely on lsraeli teachers
to fill many of the Judaica slots. There is & need for North
American teachers and principals.

7. RAre the materials available?

—ar e D0 R O

Cnly to a limited extent., There is a general lack of first-
rate curriculum at all levels for teaching Judaic subjects.

8. Is the physical infrastructure available?
For existing schools, yes. For expansion, ho.
ED Bre there institutional supports available?
In the Orthodox community, definitely yeas. in the

Consaervative movement, mostly yes. In the Reforw movement, it is
newer, but gaining support. 56 too in the federatior world.

18. 1Is the fundipg available?

High tuitions put a squeeze on many families and way 1limit

attractiveness. Federations have increased support, but still
account for a small percentage of the funding. Day schools must
raise funds for themselves. ARdded support needs to come from

ocutside sources.
i1. 1Is the political support availaple?
Certainly in the Orthodox community. Otherwise, the support

is increasing, but is by no means wniversal. Opposition, though,
has greatly decreassd.

i12. Is the option timely?

Yes. Judging by 83% increase in enrocllments between 1962
and 1982, and continued growth across ideclogical livies, d.s.
education is timely.

13. What needs does this option answer?

1. Nead for sufficient time to study Jewish tradition in
dgepth.

OCT 27 '8B 1B6:82 BRANDEIS 5CI LIE PAGE. 13
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TO: Arthur J. Naparstek EROM: Henry L. Zucker / DATE: 11/10/88

B i In¥7/  REPLYING TO
PO A N L ANT LOCal i FHINATLEMESe T LI ““{I - YOUR MEMO OF:
SUBJECT:  OPTION #2 - "TO DEAL WITH THE COMMUNITY, ITS L SHIP, AND ITS

STRUCTURES AS MAJOR AGENTS FOR CHANGE IN ANY AREA"; AND OPTION #23 -
"TO GENERATE ADDITIONAL FUNDING FOR JEWISH EDUCATION™

These two options are closely related and should be treated as a single option.

1. What is the target population?

The target population is the leaders of the American Jewish community who
relate to planning for and financing of Jewish education. The chief
organization targets are the local Jewish community federations,
particularly in the large and intermediate cities, major Jewish-sponsored
foundations, and the national CJF, JWB, and JESNA.

2. What outcomes are to be achieved through this option?

The Commission is committed to being proactive in the effort to improve
Jewish education. Specifically, it should attract the highest level of
community leadership in order to create a climate which will attract
maximum community support and will offer educators professional
satisfaction and fulfillment. It should encourage a substantial increase
in federation and foundation funding for Jewish education. It should
encourage communitywide planning to promote maximum cooperation and
coordination between formal and informal Jewish education.

3. Do we know if these outcomes can be achieved?

We believe that there can be major achievements, because of the widespread
concern for Jewish continuity and the improved climate for Jewish
education; the impetus for forward movement which will be generated by the
Commission and by local committees on Jewish education; and the
availability of substantially increased community financial resources
which could be made available for this purpose.

4, Are there alternatives for achieving this outcome?

The alternatives to an agressive program now would likely be much slower
improvement. The purpose of pursuing the community and financing options
is to speed up the desired improvements in Jewish education.

5. Do we have the know-how to implement this option?

We know how to organize community to carry out the purposes of this
option. There are good opportunities for collaborative action and there
are organizations through which our message can be transmitted and actions
taken.
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11.

12.

13.
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Is the personnel available?

The necessary personnel is available in the lay and professional
leadership of the Commission, of the federation movement, of the
Jewish-sponsored foundations, and of the CJF, JESNA, and JWB.

Are the materials available?

This question is not applicable.

Is the physical infrastructure available?

No physical infrastructure is necessary.
Are the in u A/ e?

Yes, in the person of the Jewish community federations, the
Jewish-sponsored foundations, and the national Jewish agencies.

Is the funding available?

The obvious purpose of this option is to see that the necessary funding
become available. Funding is potentially available in the form of
federation and foundation endowments, and possibly in re-allocation of
annual federation fund-raising efforts.

Is the political support available?

Jewish leaders understand that the continuity of the Jewish people and of
the Jewish community of North America depends greatly upon major
improvement in Jewish education. This sentiment should lead to
recognition of the need for substantially greater support for Jewish
education.

Is the option timely?

This is the best time in our generation to pursue this option. There is
widespread concern for constructive Jewish continuity and the preservation
of the Jewish value system. In the past year or two, there have emerged
major committees to plan for improved Jewish education in nine
communities, committees which could be vehicles through which to follow up
on the Commission's findings and recommendations.

What needs does this option answer?

This option is basic to carrying out the whole purpose of the Commission
to ensure Jewish continuity through a vastly improved system of Jewish
education.
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What benefits can be anticipated?

A general and major improvement in the Jewish education product of the
Jewish community.

What would the costs be?
It is very difficult to give a specific figure. However, it is clear that

the cost will be high, perhaps on the order of doubling the community's
investment in Jewish education rather than modest increases.

How long would it take to implement?

Some of the improvements can be accomplished within a few years after the
Commission reports. Substantial improvement should be realized in a five
to ten year period.

How important is this for the field?

It is crucial to the purpose of the Commission. Without a commitment by
community leadership and greatly increased financing, the recommendations
of the Commission will be simply one more study of Jewish education which
makes good reading but has little result. On the other hand, real
community leadership commitment and substantially increased financing can
make a major impact on the Jewish education product and on its positive
influence for Jewish continuity.
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SUBJECT: FEDERATION RELATIONS

The Planning Group of the Commission assigned me the task of developing a plan
for maintaining contact with federations regarding the Commission's work. In
connection with this assignment, I have been in touch with you and Steve
Hoffman. Having in mind the work of the Commission, and its proactive
post-Commission responsibility, the following is proposed:

1. Staff should make a continuing effort to keep in close touch with
federation leaders who are on the Commission.

2. Staff and the Planning Group should keep federation executives informed
about the participation of Commission members who come from their
community.

3. Staff and the Planning Group should begin to inform federation executives
on a one-on-one basis about the work of the Commission, solicit their
reactions, and begin to prepare them for the follow-up of the Commission's
recommendations. As a first step, you will go to the General Assembly of
the CJF in New Orleans next week to meet with Howard Rieger of Pittsburgh,
Wayne Feinstein of Los Angeles, Martin Kraar of Detroit, and several other
federation executives. I will follow up by telephone with Barry Shrage of
Boston. Later, you or I will see other federation executives.

We will try to keep in touch with these executives through personal
correspondence and telephone. We may develop a monthly or bi-monthly
letter for this purpose.

Special attention should be paid to the executives whose federations have
established comprehensive education planning committees, of which I
understand there are now nine. We should keep in touch with these local
education committees, and encourage a relationship with the Commission.
Joel Fox of Cleveland is preparing a paper on the work of these Jewish
education committees.

4. Mort Mandel or you or I will invite a group of federation executives to a
breakfast or lunch meeting (or, if -necessary, a 5 p.m. meeting) during the
April quarterly meeting of the CJF. Arrangements will be made through
Howard Rieger, who is Chair of the big city group.
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5. A plan should be developed to counsel with the executives of the

intermediate community federationms.

We should try to involve federation executives in Commission subcommittees
and task forces, but not in Commission meetings.

We shall try to put on the calendar our follow-up work with the federation
executives. In general, a first contact would convey information about the
Commission and exchange ideas about its work. The second phase would be
progress reports on the Commission's work, and warming up the executives for the

follow up which is anticipated after the Commission reports. The third phase is
to follow up the report and its recommendations.
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SUBJECT:

This is the draft on the community options.

attachment
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NARE el ‘ REPtYING TO
YOUR MEMO OF:

SUBJECT: OPTION #2 - “TO DEAL WITH THE COMMUNITY, ITS SHIP, AND ITS
STRUCTURES AS MAJOR AGENTS FOR CHANGE IN ANY AREA"; AND OPTION #23 -
“TO GENERATE ADDITIONAL FUNDING FOR JEWISH EDUCATION"
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These two options are closely related and should be treated as a single option.

1. What is the target population?

The target population is the leaders of the American Jewish community who
relate to planning for and financing of Jewish education. The chief
organization targets are the local Jewish community federations,
particularly in the large and intermediate cities, major Jewish-sponsored
foundations, and the national CJF, JWB, and JESNA.

2. What outcomes are to be achieved through this option?

The Commission is committed to being proactive in the effort to improve
Jewish education. Specifically, it should attract the highest level of
community leadership in order to create a climate which will attract
maXimum community support and will offer educators professional
satisfaction and fulfillment. It should encourage a substantial increase
in federation and foundation funding for Jewish education. It should
encourage communitywide planning to promote maximum cooperation and
coordination between formal and informal Jewish education.

3. Do we know if these outcomes can be achieved?

We believe that there can be major achievements, because of the widespread
concern for Jewish continuity and the improved climate for Jewish
education; the impetus for forward movement which will be generated by the
Commission and by local committees on Jewish education; and the
availability of substantially increased community financial resources
which could be made available for this purpose.

4. Are there alternatives for achieving this outcome?

The alternatives to an agressive program now would likely be much slower
improvement. The purpose of pursuing the community and financing options
is to speed up the desired improvements in Jewish education.

FOZEOZ205vEIHBON FO="9O-9FH 2 —

5. Do we have the know-how to implement this option?

We know how to organize community to carry out the purposes of this
option. There are good opportunities for collaborative action and there
are organizations through which our message can be transmitted and actions
taken.
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Is the personnel available?
The necessary personnel is available in the lay and professional

leadership of the Commission, of the federation movement, of the
Jewish-sponsored foundations, and of the CJF, JESNA, and JWB.

Are the materials available?

This question is not applicable.
Is the physica nfrastructure available?

No physical infrastructure is necessary.

Are the institutional supports available?

Yes, in the person of the Jewish community federations, the
Jewish-sponsored foundations, and the national Jewish agencies.

s the nd vailable?

The obvious purpose of this option is to see that the necessary funding
become available. Funding is potentially available in the form of
federation and foundation endowments, and possibly in re-allocation of
annual federation fund-raising efforts.

Is the political support available?

Jewish leaders understand that the continuity of the Jewish people and of
the Jewish community of North America depends greatly upon major
improvement in Jewish education. This sentiment should lead to
recognition of the need for substantially greater support for Jewish
education.

Is the option timely?

This is the best time in our generation to pursue this option. There is
widespread concern for constructive Jewish continuity and the preservation
of the Jewish value system. In the past year or two, there have emerged
major committees to plan for improved Jewish education in nine
communities, committees which could be vehicles through which to follow up
on the Commission's findings and recommendationms.

What needs does this option answer?

This option is basic to carrying out the whole purpose of the Commission
to ensure Jewish continuity through a vastly improved system of Jewish
education.
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What benefits can be anticipated?

A general and major improvement in the Jewish education product of the
Jewish community.

What would the costs be?
It is very difficult to give a specific figure. However, it is clear that

the cost will be high, perhaps on the order of doubling the community's
investment in Jewish education rather than modest increases.

How long would it take to implement?

Some of the improvements can be accomplished within a few years after the
Commission reports. Substantial improvement should be realized in a five
to ten year period.

How important is this for the eld?

It is crucial to the purpose of the Commission. Without a commitment by
community leadership and greatly increased financing, the recommendations
of the Commission will be simply one more study of Jewish education which
makes good reading but has little result. On the other hand, real
community leadership commitment and substantially increased financing can
make a major impact on the Jewish education product and on its positive
influence for Jewish continuity.
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Arthur J. Naparstek FROM: Henry L. Zucker / DATE: 11/11/88

NARLC NAMNE ‘

REPLYING TO

PRE B M N AL ANT LOc AT N DEPARIMINTSLANT L1

SUBJECT: FEDERATION RELATIONS

YOUR MEMO OF:

The Planning Group of the Commission assigned me the task of developing a plan
for maintaining contact with federations regarding the Commission's work. In
connection with this assignment, I have been in touch with you and Steve
Hoffman. Having in mind the work of the Commission, and its proactive
post-Commission responsibility, the following is proposed:

1. Staff should make a continuing effort to keep in close touch with
federation leaders who are on the Commission.

2. Staff and the Planning Group should keep federation executives informed
about the participation of Commission members who come from their
community.

3. Staff and the Planning Group should begin to inform federation executives
on a one-on-one basis about the work of the Commission, solicit their
reactions, and begin to prepare them for the follow-up of the Commission's
recommendations. As a first step, you will go to the General Assembly of
the CJF in New Orleans next week to meet with Howard Rieger of Pittsburgh,
Wayne Feinstein of Los Angeles, Martin Kraar of Detroit, and several other
federation executives. I will follow up by telephone with Barry Shrage of
Boston. Later, you or I will see other federation executives.

We will try to keep in touch with these executives through personal
correspondence and telephone. We may develop a monthly or bi-monthly
letter for this purpose.

Special attention should be paid to the executives whose federations have
established comprehensive education planning committees, of which I
understand there are now nine. We should keep in touch with these local
education committees, and encourage a relationship with the Commission.
Joel Fox of Cleveland is preparing a paper on the work of these Jewish
education committees.

4. Mort Mandel or you or I will invite a group of federation executives to a
breakfast or lunch meeting (or, if necessary, a 5 p.m. meeting) during the
April quarterly meeting of the CJF. Arrangements will be made through
Howard Rieger, who is Chair of the big city group.
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5. A plan should be developed to counsel with the executives of the
intermediate community federations.

6. We should try to involve federation executives in Commission subcommittees
and task forces, but not in Commission meetings.

We shall try to put on the calendar our follow-up work with the federation
executives. In general, a first contact would convey information about the
Commission and exchange ideas about its work. The second phase would be
progress reports on the Commission's work, and warming up the executives for the
follow up which is anticipated after the Commission reports. The third phase is
to follow up the report and its recommendations.
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FAX T0: fMR. HANK ZUCKE?R

FROM: SEYMOUR FOX

DATE: 16.11.88

DEAR HANK,

THANK YOU VERY MUCH FOR YOUR COMMUNITY OPTIONS. ALTHOUGH I WILL BE
SPEAKING TO YOU ON THE PHONE, I THINK THIS RESPONSE BY FAX WILL BE HELPFUL.

BEFORE I RESPOND TO THE ACTUAL POINTS, I WOULD LIKE TO MAKE A GENERAL
COMMENT, YOU TAKE THE POSITION THAT FOR THE PURPOSES OF THIS COMMISSION THAT
THE COMMUNITY WILL BE VIEWED AS THE VERY TOP LEADERSHIP - THE DECISION
MAKERS. I HAPPEN TO AGREE WITH THAT BUT SHOULD WE SAY IT?7 THERE ARE THE
PEOPLE WHO HAVE BEEN WORKING IN JEWISH EDUCATION THROUGHOUT - WON'T WE
INSULT THEM? THERE ARE ALSO THOSE IN ADDITION TC THE DECISION MAKERS WHO
#ILL CONTRIBUTE TO THE CLIMATE SUCH AS SCHOLARS, RABBIS, HEADS OF INSTITUTIONS
OF HIGHER LEARNING, THE DENOMINATIONS. DARE WE EXCLUDE THEM IN THE DESCRIPTION
OF THIS OPTION? COULDN'T WE INCLUDE THEM BUT FOCUS CN THE DECISION MAKERS,

SOME MORE SPECIFIC COMMENTS IN THE ABOVE SPIRIT FOLLOW - BY NUMBER:-

1.  WOULD YOU CONSIDER INCLUDING THE LOCAL LEADERSHIP NOT ONLY THE
NATIONAL LEADERSHIP. YOU MENTION THIS WHEN YOU SPEAK OF THE ORGANIZATION
TARGETS. COULD YOU ALSC INCLUDE THOSE WHO CONTRIBUTE TO BUILDING THE
CLIMATE SUCH AS THE LEADERS OF THE DENOMINATIONS, RABBIS, SCHOLARS ETC.

2. COULD YOU INCLUDE STATYUS HERE AS WELL E.G, "OFFER EDUCATORS GREATER
PROFESSIONAL SUBSTANCE, FULFILMENT AND STATUS,"

6. WOULD YOU BE WILLING TO INCLUNE THE PERSONNEL OF THE CENCMINATIONS AND
THOSE WHO ARE PRESEMTLY OFFERING LEADERSHIP TO THE DAY SCHOOL MOVEMENT.

NOU 16 'B8 7:89 g S72 2 5B38/%] FAGE .01
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11. SOME PEOPLE CLAIM THAT THE POLITICAL SUPPORT IS REALLY NOT AVAILABLE
BUT ALL WE HAVE IS PUBLIC ANNOUNCEMENTS, 1 DISAGREE WITH THIS 8UT CO YOU
THINK THAT 70U WANT TC CONSIDER THAT POINT OF VIEW IN YOUR ANSWERT

14, THE IMPROVEMENT IN THE JEWISH EDUCATION PRODUCT CANNOT BE GUARANTEED
8Y COMMUNITY SUPPORT AND ADDITIONAL FUNDING IT ONLY SETS THE STAGE
FOR IT THEREFORE YOU MAY WANT TO INDICATE THAT "A GENERAL AND MAJOR
TMPROVEMENT IN THE JEWISH EDUCATION PRODUCT CF THE JEWISH COMMUNITY (and add
to it:-) BECAUSE THERE WILL BE ADDITIONAL FUNDS AND @®® ENCOURAGEMENT
FOR APPROPRIATE PERSONNEL TO BE RECRUITED AND RETAINED FOR JEWISH EDUCATION.™

IT WAS A PLEASURE TO READ THE OPTION AND I WOULD LIKE TO DISCUSS MY
COMMENTS WHICH MAY QR MAY OR MAY NOT BE USEFUL,

WITH BEST WISHES,

SINCERELY,

—a

SEYMOUR FOX

MOV 1B '88 7:48 g
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13,

12,

13.

14.

15.

16.

To deal with the shortage of qualified personnel for Jewish education.

Author -

To deal with the community, its leadership, and its structures as major

S. Fox, Annette Hochstein

agents for change in any area.

Author -

To focus
Author -

To focus
Author -

To focus
Author -

To focus
Author -

To focus
Author -

To focus
Author -

To focus
Author -

To focus
Author -

Henry L. Zucker

efforts on the early childhood-age group.
Joseph Reimer

efforts on the elementary school age.
Joseph Reimer

efforts on the high school age.
Joseph Reimer

efforts on the college age.
Joseph Reimer

efforts on young adults.
Joseph Reimer

efforts on the family.
Joseph Reimer

efforts on adults.
Joseph Reimer

efforts on the retired and the elderly.

To reduce or eliminate tuition.

Author -

To develop programs for early childhood.

Author -

Joseph Reimer

To develop programs for family and adults.

Author -

Joseph Reimer

To develop programs for the college population.

Author -

Joseph Reimer

To enhance the use of media, technology (computers, etc.) for Jewish
education.

Author -

Joseph Reimer and others

To develop informal education.

Author -

Joseph Reimer
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18,

19,

20.

21

22

23

24,

25

26.

27

To develop integrated programs of formal and informal education.
Author - Joseph Reimer

To develop Israel experience programs.
Author - Annette Hochstein

To develop and improve the supplementary school (elementary and high
school).
Author - Joseph Reimer

To develop and improve the day school (elementary and high school).
Author -

To develop curriculum and methods in specific areas (e.g. values, Hebrew).
Author - Barry Holtz

To improve the physical plant (buildings, labs, gymnasia).
Author -

To generate additional funding for Jewish education.
Author - Henry L. Zucker (Can this be included in the community?)

To create a knowledge base for Jewish education (research of various
kinds: evaluations and impact studies; assessment of needs; client

surveys; etc. ... ).
Author - Joseph Reimer

To focus efforts on the widespread acquisition of the Hebrew language with
special initial emphasis on the leadership of the Jewish community.
Author -

To encourage innovation in Jewish education.
Author - Joseph Reimer

Combinations of the preceding optiomns.
Author - The team
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Sara Lee

Alvin Schiff

Josh Elkin

Jack Bieler

Carol Ingall

Irving Greenberg (adults)
Haskell Lookstein (day)
Isaigh Zeldin (day)
Florence Melton (adults
Eli Evans (media)

Martin Lipset (research)
David Dubin (informal)
Senior policy advisors
Relevant commissions

REVIEWERS

Israel

WO B WM =

Walter Ackerman
Barry Chazan
David Resnick
Don Sher

Barry Holtz

Sam Heilman
Mike Rosenak
Alan Hoffman
Avraham Infeld
Zev Mankowitz
Mike Swirsky (adult)
David Zissenwine
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TO: Arthur J. Naparstek FROM: Henry L. Zucker f DATE: 11/21/88

AL NAME

REPLYING TO
DEPARTMENT/PLANT LOCATION DEPARTMENT PLANT LOCA YOUR MEMO OF:
SUBJECT: OPTION #2 - "TO DEAL WITH THE COMMUNITY, ITS LEADERSHIP, AND ITS

STRUCTURES AS MAJOR AGENTS FOR CHANGE IN ANY AREA"; AND OPTION #23 -
"TO GENERATE ADDITIONAL FUNDING FOR JEWISH EDUCATION"

These two options are closely related and should be treated as a single option.

1. What is the target population?

The target population is the lay and professional leaders who contribute
to creating the climate for Jewish education, such as scholars, rabbis,
heads of institutions of higher learning, denomination and day school
leaders, and the leaders of the American Jewish community who relate to
planning for and financing of Jewish education. The chief organization
targets are the local congregations and organizations which are leaders in
Jewish education, and local Jewish community federations, particularly in
the large and intermediate cities, major Jewish-sponsored foundations, and
the national CJF, JWB, and JESNA.

2. What outcomes are to be achieved through this option?

The Commission is committed to being proactive in the effort to improve
Jewish education. Specifically, it should attract the highest level of
community leadership in order to create a climate which will offer
educators greater professional substance, fulfillment and status, and
which will attract maximum community support. It should encourage a
substantial increase in federation and foundation funding for Jewish
education. It should encourage communitywide planning to promote maximum
cooperation and coordination between formal and informal Jewish education.

3. Do we know if these outcomes can be achieved?

We believe that there can be major achievements, because of the widespread
concern for Jewish continuity and the improved climate for Jewish
education; the impetus for forward movement which will be generated by the
Commission and by local committees on Jewish education; and the
availability of substantially increased community financial resources
which could be made available for this purpose.

4. Are there alternatives for achieving this outcome?

The alternative to an agressive program now would likely be much slower
improvement. The purpose of pursuing the community and financing options
is to speed up the desired improvements in Jewish education.
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Do we have the know-how to implement this option?

We know how to organize the community to carry out the purposes of this
option. There are good opportunities for collaborative action and there
are organizations through which our message can be transmitted and actions
taken.

Is the personnel available?

The necessary personnel is available in the lay and professional
leadership of the Commission, of the federation movement, of the
Jewish-sponsored foundations, and of the CJF, JESNA, and JWB, and in the
leadership of organizations currently engaged in formal and informal
Jewish education.

Are the materials available?

This question is not applicable.

Is the physical infrastructure available?

Not applicable.

Are the institutional supports available?

Yes, in the Jewish community federations, the Jewish-sponsored
foundations, the national Jewish agencies, and the agencies engaged in
Jewish education.

Is the funding available?

The obvious purpose of this option is to see that the necessary funding
become available. Funding is potentially available in the form of
federation and foundation endowments, and possibly in re-allocation of
annual federation budgets.

Is the political support available?

Jewish leaders understand that the continuity of the Jewish people and of
the Jewish community of North America depends greatly upon major
improvement in Jewish education. This sentiment should lead to
recognition of the need for substantially greater support for Jewish
education. Some persons believe that adequate political support is not
yet available, and this may be true in some communities.
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Is the option timely?

This is the best time in our generation to pursue this option. There is
widespread concern for constructive Jewish continuity and the preservation
of the Jewish value system. In the past year or two, there have emerged
comprehensive committees to plan for improved Jewish education in at least
nine communities, committees which could be vehicles through which to
follow up on the Commission's findings and recommendations.

What needs does this option answer?

This option is basic to carrying out the whole purpose of the Commission
to ensure Jewish continuity through a vastly improved system of Jewish
education.

t _benefits ca e ant ated?

A general and major improvement in the Jewish education product of the
Jewish community.

What would the costs be?

It is very difficult to give a specific figure. However, it is clear that
the cost will be high, perhaps on the order of doubling the community's
investment in Jewish education rather than modest increases.

How long would it take to implement?

Some of the improvements can be accomplished within a few years after the
Commission reports. Substantial improvement should be realized in a five
to ten year period.

How important is this for the field?

It is crucial to the purpose of the Commission. Without a commitment by
community leadership and greatly increased financing, the recommendations
of the Commission will be simply one more study of Jewish education which
makes good reading but has little result. On the other hand, real
community leadership commitment and substantially increased financing can
make a major impact on the Jewish education product and on its positive
influence for Jewish continuity.



TO:

FROM:

DATE:

Senior Policy Advisors
Seymour Fox

7/30/89

Below is a new list of the research papers which combines several of them, as
well as an update of what we are suggesting.

Papers to be Commissioned:

L

6.

The relationship between Jewish education and Jewish continuity.
(Author: possibly a major Jewish philosopher--if he is willing to
undertake the assignment.)

The organizational structure of Jewish education in North America, by
Walter Ackerman.

The synagogue as a context for Jewish education, by Joseph Reimer.
Attitudes, opinions, and perceptions of needs of leadership, by Steven
M. Cohen and Erik Cohen. (Based on the data to be collected at the

G.A. and other sources.)

Approaches to training personnel and current training opportunities, by
Aryeh Davidson.

Assessment of Jewish education as a profession, by Isa Aron.

Isa Aron will also produce an additional paper on personnel, based on both
existing data and data that she will collect, in the following areas:

The state of the field of Jewish education;

The shortage of personnel for Jewish education and personnel needs;
The training history of good educators in the field;

Recruitment and retention of personnel;

Salaries and benefits;

Bibliography in the area of persomnnel,





