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January 6, 19%0 8:50 PM

De: Sal,

The work of the Commission on Jewish Education in North America -
~ our Commission =-- 1is nearing completion. At this time I
believe that a challenging vision for the future of Jewish
Education in North America and a plan for the future are emerging

from our work. A draft of our key recommendations, and of an
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summarize the emerging picture.

We convened this Commission and are participating in its work
because of the conviction that together we could find ways to
energize, (inspire) (excite) and give hope to the American Jewish
Community in its attempt to make a serio frontal attack on the

iesue of its Jewish future.

We share the belief that the time is ripe for such endeavour.
There 1is widespread concern that the commitment to important
Jewish values, ideals and behaviour is diminishing. At the same
time, we are finding that a great deal can k ‘one, that
opportunities, first steps and expressions of interest are
emerging, that there are good ideas and that dedicated people are

available to undertake the work.





















Redo of first meeting data:
Number of teachers
Qualifications
Participation
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encouraged by the vision and generosity of private Jewish foundations, Jewish organizations
everywhere will be recruited to join this effort. Through the work of this Commission, we
have learned that there are almost no Jewish institutions that are not concerned about the
Jewish future.

The Commission believes that if the appropriate people, energy and funds are marshalled,
positive aerdss-{hesboard change will be initiated that canlead-to-major-systemie-changes.

The Commission -believes-that-the following six-areas.must-be -addressed-and urges the
North American Jewish community to act quickly and vigorously on its recommendations.

1. The Community

The success of the Desade of Renewal will depend on the commitment and action of the
Jewish community. =

By “the Jewish community” we mean the entire set of agencies and organiz;‘itons operating
locally, nationally, and continentally,through which North American Jews seek to meet their
individual and collective social, religious, and cultural needs and aspirations. We especially
refer to the two great institutional complexes of North American Jewish life: the Jewish
federations and their associated agencies, and the synagogues and the religious movements
of which they are a part.

The community will need to recruit its top leadership for Jewish education and Jewish
continuity just as it has for other major challenges.

The community will need to review its funding priorities on the local and continental level.

It will need to create an environment that will allow for the enhancement of ideas and
programs that have proven effective and, at the same time, encourage creativity and
experimentation.

L]
When these steps are taken, a new climate will emerge which will help attract larger
numbers of people to devote their personal time or their professional careers to Jewish
education. .

2. Personnel

When it is clear that a new era for Jewish education is beginning, we will be able to build
the profession of Jewish education.
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7. The supplementary school (elementary and high school)
8.  The day school (elementary and high school)

9. Informal education

10. Camping

11. The Israel Experience

Content, resources and methods

12. Curriculum

13. Hebrew language education

14. Media and new technologies

In all of these areas, new programmatic efforts have been launched in recent years. Some of
these appear to be achieving positive results. Yet there is clearly much more that can and
should be done in each of these arenas, Additional initiatives must be encouraged, carefully
planned, and closely monitored.

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

4, Research

The Commission discovered that too little is known about Jewish education, formal or
informal. There is almost no empirical data available on the impact of Jewish education, the
cost of Jewish education, the needs and desires of parents and students, the qualifications of
teachers, and other important subjects.

Unless monitoring, evaluation and research accompany this endeavour, it will be impossible
to expect the mobilization of community leaders and the significant infusion of funds that
will be required.

The North American Jewish Community must undertake an ongoing research program and
establish centers for research and development.
The Commission will launch the decade of renewal by:
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¢ establishing several Community Action Sites;
¢ obtaining increased funding;

o establishing a mechanism to help implement its recommendations.

5. Community Action Sites

In partnership with local communities, the Commission will facilitate the establishment of
several Community Action Sites aimed at effecting and inspiring change throughout the
field of Jewish education,

A Community Action Site will be an entire community or a network of institutions in several
communities where excelience in Jewish education will be demonstrated for others to see,
to learn from and, where appropriate, to replicate. It will bring together those programs and
ideas that have proven effective, adequately fund them and implement them in a
complementary way, thus significantly increasing their impact. Community Action Sites will
provide an environment where educators, rabbis, scholars and community leaders can
jointly experiment with new ideas and enrich existing programs. Local and national
institutions will work together in designing and field-testing approaches to the probiems of
Jewish education. ’

6. The Mechbﬁism for Implcmentation

The Commission has established a mechanism that will continue its work and facilitate the
implementation of its recommendations. Among its functions will be facilitating the
establishment of Community Action Sites; encouraging foundations and philanthropists to
support innovation and experimentation; facilitating the implementation of  ategies on the
continental level and in Israel in areas such as recruitment and training of personnel;
assisting in the planning and development of programmatic agendas; helping to develop the
research capability in North America; and preparing progress reports for public discussion
by the North American Jewish community.
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1. The Community

I. Background

R

The quality and effectiveness of Jewish education in North America will improve if
conditions are created in the community that support and lend credence to efforts for
change. The energy, the will, the vast human and material resources needed will be found
provided the community can be mobilized for Jewish education as it has for other major
causes during this past century. At present, the limited support granted Jewish education
does not permit it to effectively carry out existing programs. It certainly leaves little room
for growth and improvement.

Many more top leaders need to be recruited to assume critical communal positions in
Jewish education. A concerted effort to recruit them must be undertaken. Moreover, the
definition of leadership and the concept of “the community” need to be enlarged to include
Jewish academics, rabbis and educators as well as community leaders if Jewish education is
to be guided and inspired by the best wisdom of the community.

The Jewish community has been searching for appropriate ways to harness the brain power
of Jewish academics. The needs of Jewish education offer an 1deal opportunity to involve
them. They will be called upon to heip deal with the content of Jewish education in its
various forms, to elaborate on the values that must be the driving force for Jewish
education and to help create the criteria for evaluating the mpact of Jewish education.

If Jewish education is to realize its potential, a larger share of communal funds will have to
be allocated to it. Funds are needed to raise educators’ salaries, to create positions for
faculty at training institutions, to offer scholarships to students of Jewish education, to allow
for the development of new quality programs, to finance existing good programs, and more.

Recent developments have indicated the timeliness and feasibility of these objectives. A
number of local commissions on Jewish education/Jewish continuity have been convened by
local federations and are at work. Some have already demonstrated the possibility of
recruiting outstanding leaders to the task and significantly increasing funding for Jewish
education.

As new groups in the community become involved in Jewish education (leaders in
federations and tbe UJA, scholars and others), the structures that are responsible for the
governance and delivery of services in Jewish education will have to be reconsidered. The
present structures maintain the sharp division between formal and informal education and
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do not offer a forum where all actors can join together. To respond to the new challenges
and opportunities, structures will have to be created that include the many institutions and
organizations that can contribute to Jewish education. The federations, the denominations,
the national and local organizations responsible for formal and informal education, JWB
and JESNA and others will have to be involved. These structures will want to maintain the
pluralism that the Commission is committed to and derive maximum benefit from the
richness and diversity of the various elements in the community.

The Commission believes that, with the appropriate marshalling of people, energy and
funds, systemic change will be initiated and the trends will be positively affected.

I1. Recommendations

o RRERRRE e e

1. The Commission recommends that more outstanding community leaders,
scholars, educators and rahbis be recruited to take leadership and assume
responsibility for Jewish education on the national and local level. Appropriate
structures will have to be developed to meet the new challenges.

We will have to decide if Funding should be a separate section of the report,
with separate recommendagtions and elaborations. In this case the topic will be
removed entirely from thié section.

2. The Commission recommends the establishment of a fund of $__ for Jewish
education so that its recommendations can be acted upon immediately. The
founders of this fund call on the organized Jewish community —local federations,
national organizations and institutions to_(double?) the amount of money available
for Jewish education over the next five years.

111. Elaborations

-----------------------------------------------------------------

This recommendation will involve:

A. Leadership

The Commission recommends that an immediate effort be undertaken to recruit the
outstanding community leaders, scholars, educators and rabbis to assume leadership in the
realm of Jewish education on the national leve] and in their communities. They will be
encouraged to engage in an ongoing dialogue on the key issues facing Jewish education.
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National organizations —the federation movement, the community center movement, the
denominations, Jewish studies organizations, rabbinical groups, and others are called upon
to create educational programs that will inform their leadership of issues facing Jewish
education/Jewish continuity so that these issues will become and integral part of the
communal agenda.

B. Structure

The Commission turns to the federation movement—on the national and local level —to
assume responsibility for convening the appropriate actors for the implementation of its
recommendations. Together with JESNA, JWB and the denominations, the organized
Jewish community should invite all organizations concerned with Jewish continuity to join in
taking responsibility for the decade of renewal.

The Commission is grateful to the following foundations and philanthropists for offering
leadership and vision to the Jewish community by establishing the Fund.

i e e R e

0.

This fund has been established so that the Commission can act immediately on its
recommendations. The fund will offer challenge grants to national and local institutions and
organizations, and to communities prepared to undertake the establishment of Community
Action Sites or the implementation of a programmatic agenda.

The Commission calls on the federations to reconsider their priorities and ensure adequate
funding for Jewish education.

All purveyors of Jewish education are called upon to {doublg?) their allocations to Jewish
¢ " cation in order to implement these recommendations. This will make it possible for
them to undertake the necessary training of educators, to release teachers for training
periods, to send young people to Israel, and more.

The Commission turns to all Jewish organizations concerned with a meaningful Jewish
continuity to join it and undertake specific assignments. This will require the education of
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their leadership and membership as well as reconsideration of their programmatic and
funding priorities,

9
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P
A_natignal recrnitment-prar-will involve:

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

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

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

Creating the conditions to attract and retain educators will involve:

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

{see-Appendix).

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

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

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

e Encouraging collegial networking through conferences, publications and professional
associations, as a way of maintaining standards, exchanging ideas and facilitating
innovation and experimentation.

13
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3. Arehés for Programmatic Intervention

I. Background

----- R e e L Y R R L L L R R S e Y n e on

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

Among the important arenas for such initiatives are:
Target populations

1. Early childhood education and child care

2. Education for college age youth

3. Adult education

4. Family education

5. Theretired and elderly

6.  New immigrants

Settings and frameworks

7. The supplementary school (elementary and high school)
8.  The day school (elementary and high school)
9. Informal education

10. Camping

11.  The Israel Experience

15
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Content, resources and methods

12, Curriculum
13. Hebrew language education
14, Media and new technologies

In all of these areas, new programmatic efforts have been launched in recent years. Some of
these appear to be achieving positive results. Yet there is clearly much more that can and
should be done in each of these arenas. Additional initiatives must he encouraged, carefully
planned, and closely monitored.

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

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

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

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

16
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4. Research

L. Background

There is very little research on Jewish education being carried out in North America {see-
-AppendxA) @ﬁﬁ a result, there is a paucity of data, @Almost no evaluations have been .
undertaken to assess the quality and impact of programs\{ﬁﬂ % (e h o CO"“""N“”)U‘Q
b 2 r ‘S ek Qe . e
Because of this, decisions are made without the benefit of clear evidence of need; major -
resources are invested with insufficient evaluation or monitoring. We seldom know what

works in Jewish education; what is better and what is less gaod; what the impact of programs

is. The market has not been explored; we do not know what people want. There are not

enough standardized achievement tests in Jewish education; we do not know much about

what students know. We do not have accurate information on how many teachers there are,

how qualified they are, what their salaries are.

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

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

>
The potential of informal education has also not been researched. Summer camping appears
to make a difference. Is this really so? If it is, how can its impact be increased by relating it
to the education that takes place in the JCCs and in schools?

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

Adult Education

Family Education

The Retired and the Elderly

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

The mechanism for implementation will offer its services to those who want to concentrate
their efforts in a programmatic area and help in research, planning and monitoring.

The mechanism will continue to develop the programmatic agenda towards implementation
in Community Action Sites and will diffuse the results of work in these areas throughout the
North American community.

4. Research

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

5. Community Action Sitcs

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

7. The Mechanism for Implementation

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



The mechanism will facilitate the establishment of Community Action Sites, encourage
foundations and philanthropists to support excellence, innovation and experimentation;
facilitate the implementation of strategics on the continental level and in Israel; assist in the
planning and development of programmatic agendas; help to develop the research
capability in North America and prepare annual progress reports for discussion by the North
American Jewish community.
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MINUTES : Senior Policy Advisors, Commission on Jewish LEducation

in North America

October 24, 1989

DATE MINUTES ISSUED: November 1, 1989

PRESENT: Morton L. Mandel, Chair, Seymour Fox, Mark Gurvis,

Annette Hochstein, Stephen H. Hoffman, Martin §. Kraar,
Ken Myers, Joseph Relmer, Arthur Rotman, Herman D.
Stein, Jonathan Woocher, Henry L. Zucker, Virginia F.
Levi (Sec'y)

COPY TO: David §. Ariel, Carmi Schwartz

Impressions of the October 23 Commission Meeting

Senior policy advisors were asked for thelr reactions to the Commission
meeting of the previous day. There was general agreement that the
meeting went very well, that participants were involved and expressed
their concerns openly. Some surprise was expressed at the lack of
intensity or tension in the discussion of issues.

Commissioners were supportive of the action plan as presented, alchough
they were not always clear on the specifics intended. Spocific
recommendations for the design of an implementation mechanism and
definition of Community Action Sites will be important for the next
meeting.

The significance of research to many commissioners was noted.
Monitering, evaluation, and analysis were used interchangeably in
referring to research. This should be clarified for the recommendations.

It was suggested that the emphasis on research was indicative of the
desire of the group to focus on the concrece. Commissioners are engaged
and anxious te move ahead.

Concern was expressed at the absence of certain commissioners. AH and
VFL will chart the absences so that staff can recommend corrective
action.

Commissioner interest in best practices was also noted. We may wish to
consider presenting some concrete examples of best practices at the next
meeting.

It was suggested that some of the terms which have been developed during
the life of the Commission (e.g., community action site, research,
continental body, implementation mechanism, and Jewish education) need rto
be clarified. This will be especially important as the final report is
drafced.
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II.

It was generally agreed that commissioners left the meeting feeling
positive about progress to date and ready to see concrete products.

Follow-up to MeetCing

A,

Action Needed

There was discussion about whether the Commission could conclude
after one more meeting or whether two are required. An alternative
of regional meetings was suggested, but discarded. Following
discussion, it was concluded that we dg need two more meetings--
one at which to present a drafr of final recommendations for
commissioner reaction, highly focused on decisions, and a final
meeting for presentation of the final report and launching of the
implementationr mechanism.

It was suggested that the next meeting ¢f the Commission be held in
March rather than February and that a meeting of senior policy
advisors be scheduled a month in advance of the meeting. At that
time, senior policy advisors would have an opportunity to react to
the document proposed for mailing to comnmissioners,

Ic was proposed that a new format be considered for the nexc
Commission meeting. Commissioners should be presented with concrete
issues to which to respond. There should be small group meetings
with well-prepared group leaders. It was suggested that the meeting
be held over a two-day period, beginning on a Sunday : 4 p.m. and
going through dinner followed by a full day of meetings on Monday.
There will be a major agenda with significant decisions to be made.

It was suggested that the senior policy advisors meet, as scheduled,
on Wec---“ay, December 6, 10:30 a.m. teo *-0" -, n_Clevelr—-. At
this puinc, an outline of the recommendacious fur che final report
will be presented, including an outline of the implementation
mechanism,

A second meeting of senior policy advisors was tentatively scheduled
for Thursday and Friday, February 1 and 2, possibly in Florida. At
this meeting, the group will have an opportunity to review a first
draft of the final report, including recommendations for action.
Following this meeting, the draft will be revised for mailing to
comrissioners in advance of a Commission meeting tentatively set for
Sunday and Monday, March 4 and 5. (This is currently under review
and senior policy advisors will be notified as soon as possible.)

Follow-up with Commissioners

The minutes and a carefully drafted cover letter will be sent to all
commissioners as soon as possible. Senior policy advisors were
encouraged to call or write their assigned commissioners,
concentrating especially on those who were not present. A plan for
communication with commissioners to take place between October and
March will be developed and presented to senior policy advisors.
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B. It was noted that the term "programmatic options" is ne longer
applicable and that a new term should be found.

ssignment C. It was suggested that a subcommittee or task force be established to
work on an appreach for developing federatien suppert for the
Commission product,

D. Participants were reminded that the next meeting of the senior policy
advisors is scheduled for Wednesday, December &, 10:30 a.m. to 3:00
p.m. at the Sheraton Hopkins, Cleveland.

















































e we have yet to add the results of the research (some of this will be done at
the meetings with the researchers in Cleveland on December 4th and Sth);

e we will need to add the information and ideas from the CAJE teams and
others who are working on the programmatic options;

e fime constraints.

It is our understanding that these recommendations and the papers that accompany
them will be discussed at the meeting of the Senior Policy Advisors. They will then be
corrected and modified as a result of the interviews with the commissioners during the
months of December and January.

On the basis of the above, and with additional information from the researchers and
those writing the programmatic agendas, we will redraft the recommendations and the

papers which will serve as the background material for the meeting of the Commission
on February 14th.

Sincerely Yours,

Seymour Fox and Annette Hochstein
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do not offer a forum where all actors can join together. To respond to the new challenges
and opportunities, structures will have to be created that include the many institutions and
organizations that can contribute to Jewish education. The federations, the denominations,
the national and local organizations responsible for formal and informal education, JWB
and JESNA and others will have to be involved. These structures will want to maintain the
pluralism that the Commission is committed to and derive maximum benefit from the
richness and diversity of the various elemcnts in the community.

The Commission believes that, with the appropriate marshalling of people, energy and
funds, systemic change will be initiated and the trends will be positively affected.

I1. Recommendations

1. The Commission recommends that more outstanding community leaders,
scholars, educators and rabbis be recruited to take leadership and assume
responsibility for Jewish education on the national and local level. Appropriate
structures will have to be developed to meet the new challenges.

We will have to decide if Funding should be a separate section of the report,
with sepafate recommendations and elaborations. In this case the topic will be
removed entirely from this section.

2. The Commission recommends the establishment of a fund of $___ for Jewish
education so that its recommendations can be acted upon immediately. The
founders of this fund call on the organized Jewish community —local federations,
national organizations and institutions to_(doubl¢™ the amount of money available
for Jewish education over the next five years.

II1. Elaborations

1. The Commission recommends that more outstanding community leaders, scholars,
educators and rabbis be recruited to take leadership and assume responsibility for Jewish
education on the national and local level. Appropriate structures will have to be developed
to meet the new challenges.
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This fund has been established so that the Commission can act immediately on its
recommendations. The fund will offer challenge grants to national and local institutions and
organizations, and to communities prepared to undertake the establishment of Community
Action Sites or the implementation of a programmatic agenda.

The Commission calls on the federations to reconsider their priorities and ensure adequate
funding for Jewish education.

All purveyors of Jewish education are called upon to {(double?) their allocations to Jewish
education in order to implement these recommendations. This will make it possible for
them to undertake the necessary training of educators, to release teachers for training
periods, to send young people to Israel, and more.

The Commission turns to all Jewish organizations concerned with a meaningful Jewish
continuity to join it and undertake specific assignments. This will require the education of
their leadership and membership as well as reconsideration of their programmatic and
funding priorities.
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2. Personnel

1. Background

In North America there are over 40,000 people working in the field of Jewish education,
formal and informal. Of these, some 5,000 hold full-time positions; the rematnder work
part-time. A significant percentage of the educators are unqualified for their jobs, with a
large proportion having minimal Jewish knowledge and professional training.

There is a serious shortage of qualified personnel in all areas of Jewish education in North
America. The shortage is both quantitative —there are fewer people to be hired than
positions to be filled—and qualitative—many educators lack the qualifications, the
knowledge, the training needed to be effective. The studies that have been undertaken
document this shortage (e.g. Della Pergola, New York BJE’s study of supplementary
schools; L.A. teacher study; Miami teacher survey; Isa Aron’s analysis of the state of the
profession). They reveal that many educators lack knowledge in one or several of the
following areas: the Hebrew language, Jewish sources, Jewish practice, teaching and
interpersonal skills, and more. The shortage is not limited to specific institutions or
programs, geographic areas or types of community; it cxists across the board. [For
documentation, see Chapter X and Appendices YYY.]

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

1. It is difficult to recruit qualified candidates for work in the field and for training programs
because of the reputation and realities of the profession.

2. Current training opportunities for Jewish educators do not meet the needs of the field.

3. The profession of Jewish education is underdeveloped; it offers few rewards and lacks
norms and standards. Salaries and benefits are low and educators are not empowered to
affect the field.

4. There is a high rate of attrition among Jewish educators.

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

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

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

e Encouraging collegial networking through conferences, publications and professional
associations, as a way of maintaining standards, exchanging ideas and facilitating
innovation and experimentation.

14
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II. Recommendations

The Commission has identified the following 12 programmatic areas, each of which
offers promising opportunities for intervention.

Early Childhood Education and Child Care
The Supplementary School (elementary and high school)
The Day School (elementary and high school)
Informal Education

Israel Experience Programs

Curriculum

The Hebrew Language

The Use of Media and Technology

The College Age Group

Adult Education

Family Education

The Retired and the Elderly

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

The mechanism for implementation will offer its scrvices to those who want to
concentrate their efforts in a programmatic area and help in research, planning and
‘monitoring,

The mechanism will continue to develop the programmatic agenda towards
implementation in Community Action Sites and will diffuse the results of work in
these areas throughout the North American community.

1£
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3. Community Action Sites

L. Background

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

Assumptions

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

1. LEARNING BY DOING

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

2. LOCAL INITIATIVES

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

3. BEST PRACTICE
Best practice will be an important resource for the work of the Community Action Site.

Examples of best practice in Jewish education, suggested by the national denominational
bodies, theit training institutions, educational organizations and other relevant groups,
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The Scope of a Community Action Site

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

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

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

A Community Action Site at Work

After establishing criteria for the selection of a Community Action Site, the board of the
national mechanism will consider several possibilities and choose from among them. The
community that is selected will create a structure to work in partnership with the national
mechanism for implementation. If a local commission already exists, it might serve as that
structure. Together they will conduct a study of the community to learn about the market for
Jewish education (e.g. how many people are involved); the nature and status of the
personnel; the lay leadership of Jewish education, the current level of funding for Jewish
education; etc. A preliminary plan would then be developed. Below are some of the
elements of the plan which serve as examples of the work that will be undertaken in a
Community Action Site.

A. PERSONNEL

The study might show that there are currently 1,000 filled positions (formal and informal,

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

also identify the gaps that exist—the positions that need to be created and filled. The
denominations (organizations and their training institutions) and others will be invited to

join in developing a plan for recruiting, training and retaining personnel.

"
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1. RECRUITMENT

All of the recommendations related to recruitment in the Commission’s report, and the
results of the national recruitment study that will have been undertaken, will be reviewed
and the Community Action Site would act on those recommendations. Some examples:

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

b. Recruiting people interested in changing their careers.

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

d. Bringing a number of outstanding educators from outside the community to assume key
positions (e.g. three Jerusalem Fellows, four Senior Educators, etc.). Five
supplementary schools could offer full-time positions for principals, to be filled by local
part-time principals or by people recruited from other communities.

e. Recruiting personnel from among the membership of organizations like Hadassah, the
National Council of Jewish Women, ORT, etc. and building a program to prepare them
to work in the field.

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

2. TRAINING

In addition to preparing people who are new to the field, training would involve some of the
following elements.

a. In-service training for every person in the educational endeavour. All avocational
teachers would be assessed in terms of their current knowledge and their potential and
a program to advance them would be designed.

b. All professional teachers, principals, and informal educators would be involved in some
form of ongoing training planned jointly by the national and local mechanisms.

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

7?7
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C. AN INSTITUTION WITHIN A COMMUNITY ACTION SITE

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

A taskforce, composed of the top experts of the Conservative, Orthodox, Reform and
Reconstructionist groups, would be created to examine the supplementary school. It would
search for examples of best practice and invite those who have developed them, as well as
thinkers or theoreticians in the area, to join in deliberations on the supplementary school.
Together, they would begin to plan an approach to improving the supplementary school
which could include the following:

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

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

e legitimate educational outcomes of the supplementary school;
¢ the curriculum, the content that should be offered in the supplementary school;
e the methods and materials currently available that should be introduced;

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

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

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

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

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

IT. Recommendation:

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


















Draft Draft Draft

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

To help develop the research capability needed in North America for the development
of more informed policies concerning Jewish education.

To prepare annual progress reports for public discussion of the central issues on the
agenda of Jewish education.

To facilitate the development of a network of existing Commissions for Jewish
education/Jewish continuity, lacal mechanisms of the various Community Action Sites
and other relevant organisations, for the promotion of change and the diffusion of
innovation.

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

research, data collection, planning and policy analysis;
community interface (mainly for demonstration sites);
funding facilitation,

monitoring, evaluation and feedback;

diffusion of innovations.

a. Research, data collection, planning and policy analysis

e This may be viewed as the research and planning arm of the mechanism. It will improve

and maximize the knowledge-base upon which decisions are taken for the
implementation of the report. The work may be commissioned, performed in-house or
other institutions may be encouraged to do various parts. The necessary data bases will

1
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be created here; major issues will be studied, key questions will be researched. (e.g.
inventories of Jewish educational resources may be developed; analyses of needs and
wants in the community will be undertaken; the work on setting norms and standards for
training will be initiated; the quality of existing training will be asscssed and alternative
models considered; etc.).

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

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

¢ To be the arm of the mechanism for planning and strategic thinking.

e It is here that development plans will be designed and strategies will be defined and
revised on an ongoing basis. This work will extensively involve other persons and
institutions. It is a different activity from that of facilitating the setting up of a North
American research capability —but it may provide some of the initial impetus.

b. Community interface (for Community Action Sites)

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

The community interface function may deal with:

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

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

Irle
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April 13, 1989

TO: Seymour Fox

licre are some more thoughts on possible outcomes of the Commission on Jewish

Education. Let's discuss on April 18 telecon.
Outcome #1 The IJE (i.i.)}
Qutcome #2 Communicy Action Sites: From Demonscration to Implementation

Organized or assisted by 1JE, these would be partnerships
and coalitions of local and continental bodies, gencrally
under the local Federation flag, to test programs, leading
to diffusion.

Outcome #3 Personnel: Building a Profession

A permanent ongoing process led by IJE, with multiple
demonstration and pilot projects, to develop and test
methods that facilitate personnel recruitment, training, and
retention {generally performed at Community Action Sites).

Outcome #4 Federation: A Key Factor for Jewish Continuity

An organized, long-term effort to achieve consensus that the
local federation is the key conveuer and sponsor of local
programs to enhance Jewish continuity {(e.g., Cleveland
Commission). TJE to work closely with CJF to activate
federarions to take up this cause.

Outcome #5 The North American Support System: A New Design

A permanent process led by IJE and CJF to harmonize all the
continental players (JWB, JESNA, Seminaries, etc.), in a way
that brinpgs them to a high level of effectiveness, overall
ar in selected areas.

Outcome #6 Programmatic Options: Implementation
A permanent ongoing process led by IJE cto work with

“champions" of propgrammatic oprions, as they can be
identified, to develop fully those options:

1. - Champion is Chair of a Commission (e.g., Eli Evans)
2. - Champion finances Commission (or obrains financing)
J. - IJE helps select and approves all Commission members
4., - I1JE helps select and approves Commission staff
3. - 1JE monitors and exercises quality control on each
Commission
Outcome #7 Research, Publications, Erc.

A permanent ongoing element of TJE (to be designed).
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DIRECTOR QOF THE MECHANISM FOR IMPLEMENTATION
Job [ cript

Tr ction

The Commiesion on Jewish Education in North Americg has prepared
an action plan and recommendations for dealing with the issues
facing Jewlsh education in North America.

The action plan c¢alls for major developments in the way that the
community relates to Jewlsh education and allocates resources to
it, and for steps towards developing the profession of Jewieh
education.

The plan also calls for the ¢stablishment of Community Action
Sites to demonstrata what Jewleh educatlon at its best can be and
for the davelopment of national strategies in areas such as the
training of educators, recruitment of qualified people to the
profession and more.

The position

We are now looking for thae ohlaf professional officer to laead
this innovative effort in Jewish aeducation. This person, together
with lay and professional colleagues of the highest calibre, will

act as a catalyst in bringing about the implementatlon of the
plan.

The director will provide leadarship to the promotloen of change
and innovation in Jewish education in North America. He/she will
co-ordinate  and managa the process that will lead to
implementation of the recommandations of the Commission for
Jewish Education in North America.

Speciflcally, the position will involve:
developing a small, elite, professional unit that will act as a
catalyst to bring about changa;

- bringing about the establishment of Community Action Sites;

- agslsting in the planning and davelopment of programmatic
areas;

- co-ordinating funding efforts;
- providing planning and research assistance as needed;
- setting up evaluation, monitoring and reporting mechanisms.

1 f t

The candlidate must be a qualified, experlenced, professional who
has demonstrated leadership abillity, 1s knowledgeable of the
organized Jewish community in North America, prefarably familiar
with the universe of Jewish education, and able to work with a

board of outstanding community leaders, scholars and
profesgionals,
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In addition he/she must have the followlng qualificatlons:

a keen £ of la: rofessional relations

a cloar unaerstanding of the dynamics of tha North
Amarican Jewish community and its financas

a demonstrated ability for community relations

- a demonstrated ability to conceptualize complex matters

a demonstrated ability for large-gift solicltation

a demonstrated ability for management in the personnel and
fiscal realmg

onargotic, dynamic and articulate

good writing skills
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X1,

Sernior Policy Advisers, 12/6/89 - Papge 2

Update on meetings with funders MIM
Calendar of events, 12/6/89 - 2/14/90 3 VIL
Upcoming meetings VIFL
A. Tues., Jan. 23 - Cleveland Hopkins - 12:00 noon - 5:00 pm

B. Tues., Feb. 13 - JWB - pre-Commission planning - 1:30 - 5:00 pm
C. Wed., Feb. 14 - UJA/Federation - Commission - 9:00 am - 5:00 pm
D. Thurs., Feb. 15 - JWB - post-Commission - 8:30 am - 12:00 noon



