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SENIOR PERSONNEL FOR JEWISH EDUCATION

A FRAMEWORK FOR NORMS

The Jewish Education Committee of the Jewish Agency has
undertaken a project aimed at offering suggestions for dealing
with the acute shortage of senior personnel for Jewish education
in the world. Central to this endeavour is the need to create and

develop the profession of Senior Jewish Educator.#*

The present paper outlines appropriate norms or standards for
senior personnel. It defines what should exist -- in terms of

T ".T-""“‘ons, gqua; "ications of the personnel, and some

aspects of training.

It is an attempt at developing guidelines that will allow us

address the gap between what exists today (the situation as it
is), and what policy-makers and experts agree should be in order
to obtain a satisfactory level in this area. It is a basis for
discussion and should be seen as detailing a situation that is

both optimal and ultimately feasible.

* The issue of establishing and maintaining a profession, as well
as the issues of retaining gqualified personnel, will be dealt

with elsewhere,.



POSITIONS, ¢''»TT=7q AN= T s

We will relate here to two aspects of norms:

1. Norms or standards for positions _that do not exist but

should _be_created, or when they exist are difficult to fill

(e.g., there is a growing need for media specialists; for
teacher-trainers; for adult-education specialists:; for people who
could head a Bible studies department in a large day-school; for
education experts in informal centers such as community centers.

How many such people are needed? What should their training be?)

2. Norms or standards for training qualifications for positions

that_exist and are filled (e.g., how many people serve as school

principals; what training and experience must they have in order

to do a gooed job).

For each of these aspects we will tyr to define the following

dimensions of senior personnel:

A, Types of senior positions needed (see definition of senior
personnel, p. 4).
B. ©Optimal qualifications for each type of position.

C. otimal training for each type of position,



3. The total number of positions: We found through a survey of
existing senior positions that there are approximately 4,000
senior Jewish Educators in the world. This npumber of senior
positions is probably not far below what is needed to effectively
service Jewish education. The problem then resides more with the
qualifications of the people filling existing positions and with

their effectiveness than with the total numbers.

A. TYPES OF SENIOR POSITIONS ~- EXISTING AND NEEDED
The following definition of senior personnel has been

developed and circulated amongst experts for comments (Table 1).

Most of these positions on Table 1 are existing and filled
positions. However there is overwhelming consensus amongst
experts and decision-makers that many are filled by people who
are not qualified for the job. Therefore the shortage of senior
personnel has to be accounted for in terms of the number of
unfilled positions (of which there are few), in terms of the
adequacy of the person filling the position, and in terms of new
positions yet to be created. What then should the situation be in

terms of needed positions and of qualifications?

NEEDED POSTTIONS

Experts agree that the following senior positions need
development (some exist but are difficult to f£fill for lack of

adequate candidates).



1. Flists (e.qg., ~ " le, Hebre¢ , Jewish
History, etc.); school specialists in methods and techniques
(e.g., computers, didactics, curriculum implementation, special

education, etc.).

2. Directors_ of Informal Jewish_ Education for community

centers, camps, adult education, youth organizations, etc.

3. Specialists, Administrators, and Planners in formal and

informal education (e.g., head of department of Family Education:;
head of a Teachers’ Center; director of Department of Teacher

Education).

4. Planners, social policy analysts_and_educational_ researchers

for Research & Development Centers, National Organizations --

both formal and informal -- and Bureaus of Jewish Education:
planners, social policy analysts and educational researchers (to

design and evaluate educatioconal programs).

5. Professors_of Jewish Education -- for research, planning,

expertise in teacher education; didactics of Jewish education;
theories of Jewish education; as faculty members in institutions

of higher learning.

6. specialist in In-Service training (For bureaus of Jewish

Education, national organizations, large school networks, etc.).

7. Supervisors in formal and informal Jewish education.
(Includes principals, assistant principals, heads of Judaic

Studies departments and pure supervisors.)



All these positions either do not exist or there is a significant

shortage of them.

2. QUALIFICATIONS
The minimum qualifications for all senior personnel in Jewish

education must include:

a. Graduate level training in Jewish studies.

Even where it is not the case, this must include fluency in
Hebrew (comprehension, spoken and written). ("Hebrew must be the

lingua franca of every Jewish educator, formal and informal".)

Qualifications in Jewish matters should include at least one area
of high competence in a Jewish subject, the ability to handle
traditional texts and more than an amateur’s knowledge of

contemporary Jewish life.

b. Graduate level training in education with some educational

specialization.

This should include at least one area of high competence (e.q.,
sociology, psychology, curriculum development, management, etc.).
In addition, this should include people with knowledge in the
theory and practice of modern communications; anthropology:

community organization; and more.



In addition there are minimal requirements for specific

positions:
a. Supervisor or head of system of schools:
* Previous headmaster or head of Jewish Studies (see below);

no additional formal training or degrees; demonstrated success

and promise in the field justifying the supervisory or leadership

role,

* Organizational skills, interpretative and leadership
ability.

* Experience with and potential for work with lay leaderships.
b. Headmaster or principal:

* B.A. level in Judaica or equivalent, (e.g. yeshiva
training).

* M.A. level training in Education (or related area --

psychology, sociology, administration)
OR
* M.A. level training in Judaica and some theory of education

in social sciences.

AND
* Work in the field -- i.e. some kind of experience or
apprenticeship.



c. Head of Jewish Studies

* Master’s degree or equivalent in a field of Judalca; broad
and general know” " e -“ other fields taught at the zhool; must
be successful teacher and have developed a specialization in, for
example, in-service education; curriculum; didactics of subjects

taught at the school.

d. Institutes of Jewish Higher Learning and staff for R & D
Center; and researchers.

* Previously headmaster/head of Jewish Studies/Supervisor or
head of system of schools.

OR

* Scholars in Judaica, general education and possibly even
social sciences and humanities to be "re-tooled".

* Ph.D.; (with experience, and capability to produce required
curriculum materials; research; scholarly articles.

* Need to bring a "unique Jewish aspect” (e.g., philosopher of
Jewish education would have to be grounded in Jewish sources;
curriculum person would have to have at least the background and

training of the head of a Jewish studies department).

3. TRAINING

Existing training opportunities for senior personnel in Jewish
Education are few and cannot address a significant fraction of
the need. There is a need to create centers of excellence to be
involved in training and/or research and development, where

needed.



sSuch centers will have to do the following:

a) Train candidates to be heads of Judaic Studies departments
or pr° ° °~ 7 & aste : in these ways:
(1) Establish wvariations of the Jerusalem Fellows and

Senior Educators programs both in Israel and in the Diaspora.

(ii} Elaborate on existing programs that are on or close
to target.
(i1ii) Ask existing institutions to take on specific

assignments in training.

(iv) Convince new institutions to tool up and compete for
the assignment of training senior personnel for Jewish education.

(v) Ask an institution that currently does another kind of
work (for example, The Rand Corporation; Harvard University; a
yeshiva) to take a group of people and train them for a specific
task or for enrichment.

(vi) Ask outstanding individuals (e.g., Gerson Cohen) to

train one or two people (with no particular institutional

framework) .
(vii) Set up "Rhodes Scholars" in Jewish education.
b) In-service, transitional training (perhaps as long as one

year; and/or 2 or 3 consecutive summers; and/or one semester in
Israel and in the Diaspora; and/or a joint Israel-Diaspora
program) .

(1) Candidates who are developing and establishing

experimental schools should be brought together.



(ii) Various groups should be convened to work on solving
or beginning to solve educational problems. (Examples of such
groups are Bureau heads, potential specialists, leadership of

community center movement,etc.)

c) Ongoing work (for principals/headmasters, etc.)

(i) A system of constant retraining should be set up (as
for medical specialists). Candidates should be able to develop
some specialty in Jewish education, e.g., teaching of Bible,
parent education, curriculum development, etc.

(ii) A given city or region could work toward developing a
team based on the specialties of the various headmasters and

department heads.

CONCLUSION
This paper is a basis for discussion and should be seen as
detailing some of the means by which this project will attain its

goals.

A separate paper 1is being developed indicating what the
transition would be between the existing situation of almost no
training capability for senior personnel in the world, and the

optimal situation described above.

10
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MINUTES:

DATE:

DATE MINUTES ISSUED:

PRESENT:

COPY TO:

»

Senior Policy Advisors, Commission on Jewish Education
in North America

June 13, 1989
X000

Morcon L, Mandel, Chairman, David S. Ariel, Seoymour Fox,
Annette Hochstein, Stephen H, Hoffman, Arthur J.
Naparstek, Joseph Reimer, Carmi Schwartz, Herman D.
Stein, Jonathan Woocher, Henry L. Zucker, Virginia F,
Levi (Sec'y)

Senior Policy Advisors were asked for their quick reactions to the

Commission maeting of the previous day. There was general agreement that

the meeting went very well and that the desired out¢omea which were

listed by Senlor Policy Advisors on June 1) had been achieved. These

ineluda:

A. Our approach to personnal and community should be better understood

and supportad, leading to a fuller development of the imsues.

B. Commissioners ahould feel mors comfortable with the idea that by

dealing with personnel and community we will impact their

programmatic interescs,

C. We should raise the level of commissioner excitement toward prospects

for Commission outcomes (stronger sense of ownership and involvement

in decisions).
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D. Commissioners should feel we are reflecting thair views {n the

background materiale.
E. We should establish greater clarity on the role of funders.

F, We should determine how commissioners feal about the concept of

Community Action Site ("CAS"),

G, We should get reactions to the concept of change through doing,

reviewing, revising, redoing.

H. There should be a wide expression of ideas without a fesling that

decisions must be reached at the meeting.

I. There should bs a critique of the papers which had been prepared and
an understanding that they will be rewritcten to reflect the idsas

expressed at the meeting,

It was noted that a number of requests were made for specific action.
ssignment Senior Policy Advisors were requasted to list any such requests which

they heard {n their groups and submit them to VFL for fellow up. In
ssignment addition, AH will see that assignments are pulled out of the tapes and

ssignment will get them to VFL for circulation among Senior Policy Advisors.

It wvas noted that expectations have indeed been raised, leaving an

enormous challengs for the final report.



signment

.
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1t was noted further that, while the Coamunity Action Site iz seen as a
logical way to demonstrate a means to change, we must continue to show
how the Community Action Site fits into a broader vision., We nesd a
sense of strategic direction rather than a series of isclated
experizents. An outline for the final report will help to put the

Community Action Site in context,

Questions were raised about the future role of the Commission and about
how to invelve those commissioners who were not present. It was also
noted that we should now pull together data which we have and determine

what wa 5t¢ill need to know.,

In identifying potential problems, it was suggastad that we seek a way to
encourage even better attendance at Commission meetings and that wae
identify those commissioners who wish to be more deeply involved and ask
that they be {nvolved in preparing reports In their areas of expertise.

Connissioners so ldentified included Evans, Hiller, and Lipset.

axt

It was noted that we have endorsemant for dealing with Personnel and
Community, for the Community Action Site concept, and for the continuing
mechanism. We now need a means of datermining how to move toward
implamentation. One possibla aspproach is to hold a seminar to discuss
these issues, Another is that we should now commission papers on these

key issues,



L
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We were reminded that commissioners seem to have agreed to the Community
Action Site as one means of learning through action and that wa,
therefore, should not axpect to have datermined all the answers prior to
the completion of a final report, The report must, therefore, be a
combination of statements of what we know and a list of questions which
wo hope to answer. The report should includs concrste recommendations,
an agenda for Community Action Sites, and a description of a means for

{mplemsntation--a catalyst for change.

It was noted that we must now design the machanisa for implementation,
develop a research plan vhich will result in Community Action Sites and a
final report as road map, and establish a plan of action. This i5 one
possible work plan toward preparation for th; fourth meeting of the
Comnission, In addition, we must begin to develep ways to involve
federations and must consider the role of the mechanism in strengthening

the national bodies,

It was noted that there is an expectation that the Commission will
complete its work by Juns, 1990, 1In order to accomplish that goal, it is
necessary to begin now to prepare the components of a final report:
state of the field.hvision. statements on personnel and community, and an

implementation plan. Another formulation of thea final report proposes

that it include a statement on where Jewish education is today, a report

on actlon we proposa at present, and a statement on what we still need to
know about Jewish education and how wa intend to arrive at

answera--learning by doing.



Asgignment

Asslgnnent

Asgignment
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It was suggasted that by the next meeting of the Commission, we should be
prepared to present & set of tentative recommendations to which
commissioners would be asked to react. 1In addition te the components of
the final report already proposed, we might add a section on historical

context,

Ve received a mandate from the Commission to establish Community Action
Sites, to determine & wachaniss for implementing this approach, to gather
data on the current state of Jewieh education, and to begin work on a
final report. By the next meeting of the Commission we should be
prepared to spell out & next gtep--the IJE--so that {f commisaionars
agree to the concept, we might begin to put it in place following that
meeting. We should zlso be prepared to present an outline for a fimal
report and a research status report. Ome luégestlon was that Fox and
Hochstein concentrate now un working cut the details of the IJE so that
the proposal can be submitted for critical review at the next meeting of

the Commission while Reimer begins work with a North American team on the

papars for ths final report,

In preparation for commissioning papers for the final reporc, it was
suggested that Senior Policy Advisora review the Reimer proposal
distributed (but not discussed) at this meating and that Reimar consult
vith all Senior Policy Advisors by mid July. In additien, Reimer will

congult with a team of regearchers to begin to explore available data,

-but will make no commitments regarding the commissioning of papers,

During the week of July 15, Reiwmer will meet with Fox and Hochstein in
Israel to raview the concept of the final report and the suggestions of
Senior Pelicy Advisors in detall and to finalize recommendations for

papers and suthors to be presented at & meeting of the Senior Policy

Adist mmwn ke ealra plean Lo Mavs Vosls on Thuwasday, Augusy 10,
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Next Commission Meeting

Fox will recommend a date for the fourth Commission meeting by July 1

(October 4 or a date in November).

At the next Commimsion meeting, it is propcsed that we anticipate some
Commission outcomes: the final report, Communirty Acticn Sites, a
continuing mechanisn, and research., We will be prepared Co present
stataments on vieion, best practices, personnel and community (and
possibly history as context), We may wish Co divide the Commiszion into
small groups to focus on these issues. A presentation on Community
Action Sites will describe their operation and the process of planning

and evaluation through an ifmplemancation mechanisa,
OQther Commission Issues
A. The Denominations

Ve have not yet resolved hov to interact with the bodies which

rapresent the denominations. It was agreed that NLM with Woocher

and/or Rotman will meet with Lamm, Schorsch, and Gottechalk IOr CheLr

input on thia iaaue.



signment

ilgnment
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Funders

It has been proposed that the commissioners who represent foundations
be convened. (Prior discussions suggested follow-up with
federations, as well.) This was discussed and 1t was agread that,
vhile it may seem premature to some, it is a way of keeping this

group invelved and should bo pursued.
Key Commigsioners

It was suggested that, while we wish to involve all commissionars in
the procesa, thers are some whose involvement muxt be strongly
encouraged. A group of commigsioners vas identified as critical to

the process. A list of this group will be kept on file by VFL.
Next Meeting

The next meeting of the Senior Policy Advisors was tentatively
scheduled to take place on Thuraday, August 10, 10 a.m. to &4 p.m. at
the offices of JWB in New York, subject to the avallability of

participants,
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MINUTES
COMMISSION ON JEWISH EDUCATION IN NORTH AMERICA
JUNE 14, 1989
AT HEBREW UNION COLLEGE
NEW YORK CITY
9:30 a.m. - 4:00 p.m.

Attendsnce

Comnissionars: Morton L, Mandel, Chairman, David Arnow, Mandell
Berman, Jack Bialer, Charles Bronfman, John Coluumn,
Maurice Corson, Joshua Elkin, Eli Evans, Alfred
Gottschalk, Arthur Green, Robert Hiller, David
Hirschhern, Carol Ingall, Mark Lainer, Norman Lamn,
Sara Les, Seymour Martin Lipset, Haskel Lookstein,
Matthew Maryles, Florence Melton, Donald Mintz,
Charles Ratner, Esthar Leah Rirz, Harriec Roscnthal,

Alvin Schiff, Ismar Schorsch, Daniel Shapiro,
Peggy Tishman, Isadore Twersky, Bennett Yanowitz

Policy Advisors David Ariel, Seymour Fox, Annette Hochstein,
and Staff: Stephan Hoffman, Virginia Levi, Arthur Naparstek,

Josoph Raimer, Carmi Schwartz, Herman Stein,
Jonathan Woocher, Henry Zucker

Guests: Norman Cohen, Felix Posen, Richard Scheuer,
Paul Steinbsrg

Not Present: Mona Ackerman, Ronald Appleby, Lester Crown,

David Dubin, Stuart Eizenstat, Irwin Field,
Max Fisher, Irving Gresnberg, Joseph Cruss,

Lvdvde Jossads; walinr wlaiphéds iV iwilail viubiawouis,

1aiah Zeldin

Mr. Mandel called the meeting to order at 10:03 a.m. He welcomed the
commissioners and introduced some guests: Richard Scheuer, Chairman of

_ tha Raard of Hahraw Unian Gallaga, Narman Gohan, Deaan aof tha Neaw York
School of Hobrew Union College, Paul Steinberg, Vice President and Dean
of the Faculty of Hebrew Union Collega, and Felix Posen, a leading

business executivae from England who is very activa in tha field of

Toauwlal adisaardse.





















JUN 38 'B38 14:43 PREMIER CORP PAGE. B9

Page 8

process. Further, existing institutions within the denominatiomnal

communif1rA Dlay a vital rola in Jewish educacion and should be

tapped. In addition, thers should be a mechanism for reporting

outcomes to other communities,

YLy WL LD HLVUE LG4 LS BT UVBRLN U VUbE DBOR WY W e

action. It is important to know what is currantly werking in
Jewish educaﬁion. The climate in the Jewish comwunity is right for
change in Jewish educatien; there is an cpenness to trying new
approaches. Data vill bs importanct to support these effores,

While supportive of research, some membaras of the group falt that
we cannot afford the time to conduct resegrkh before beginning to
act, We must move to implementation as q;ickly as pogsible. Both
the gathering of data and a process of evaluation based on high
standards will be important components of the Community Actlon Site

concept. -

In discussing how to move from Commission to implementation, this
group noted that the Commission itself is special and should be
builet upon, The Commission should ovargee the ultimate outcome of
its recommendations in some manner. The outcome should be more
than a program of Community Action Sites to 5uide the field of
Jewish education toward innovative programa. Wa should consider
how national and local agencies can work togather to accomplish

thesq goals. Use of existing resources is important.
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The group endorsed the four slements identified a3 critical to
persornmel (recruitment, training, profession building and
retention) and suggested adding curriculum as a fifth element.
Building the profession by raising the esteem of professionals and

their programs was emphasized.

The group suggestsd that there are two tazks to be accomplished
before the next meeting of the Commisslon: 1) to begin to prepare
a rolling outline of the Commission's report, and 2) to develop
detailed statements defining the Community Action Site concept and

the means of implementation.

G. B - Es . Do o-Cha

Ms, Ritz reported that this group agreed to the concept of the
Community Action Site as a starting polnt to test programs that
could be replicated elsewhere. The group proposed a means of |
invicing communities to become Community Action Sites., Criteria
would include a willingness to look at new ideas, a comprehensive
view Ff« .ty, the : rolveme _ of i Llit:  build with
compunity, a willingness to accept monitoring and evaluation, a
willingness to provida some funds, and the support of local lay
leadership, Community Action Sites should be established in a
variaty of communities of §ary1ng sizes and levels of

sophistication. A means of training lay leadership at all levels

for formal aducation should ha a component of tha Communicy Action
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The group suggested that the Commission design a continuing body to
create a network among participating communities and batween them
and all othar intsrested communitiss. Thia entity would ba
responsible for the collection and dissemination of information and
for creating a linkage between local efforts and national agencios,
including JWB, JESNA, GJF, training institutions, congregational

and rabbinic bodies, voluntary organizations, and othars.

It was noted that there is a need for substantial financing to
mity Action " 23, The Commissi .d

its goals for Community Action Sites and‘ghould take rasponsibility

for selecting the sites without ancnuragi;g communities Co present

unrealiscic proposals. The major rabbinic seminaries should be
“ © " tching grants to train teachers who would commit
themselves to Jewish education for a period of service in axchange

for that training.

The group ~1ported two areas of disagreement: 1) whether the
emphasis of the Community Action Site should be on innovative
development of new programs or on programs in place and in need of
suppott and, 2) whether the focus should be on denominational
approaches, on non-denominational approaches, or on those which are

cross-denominational or inter-denominational.



JUN 38 ’BS [4:4E PREMIER CORP PAGE. 12

Page 11

C, u - Da : -
_\-‘\n
Mr. Hirachhorn reported agreement on the necessity for research on -
community neads, Tha group warned against spreading funding too Eﬂﬁ}j{
Dady
thin, It suggested an emphasis on the importance of family ‘tyﬁﬂﬁ
|

education, There was ganeral agreement with the concept of Che
Community Action Site, but the group questioned how it might most [ \1ﬁ¥
effectively be accomplished. It suggested the need for a new /'
community alignment to bring about change, The group raised
questions about the role of the denonmlnations in this effort as |

woll as the issue of community accountability versus community J
autonomy. - /

1t waa suggested that training, recruitment, and bepefita might
best bs handled at the national level. It is important that the
people training educators themsalves ba well qualified. It wax

suggested that JCC leaders be batter trained in Judaic content.

The group also noted the need for an affactive process of
evaluation in assesaing how money is baing apent in support of

Jewizh sducetion inirisrives,

Some members of tha group warned against building "another
bureaucracy.” It was also noted that the group discussed the

advantages and disadvantages of ambitious undertakings with great

potential for succesa or fallura, versus mara mndaat snanvasshas oo
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General Discussion
1. Recruitment

It was suggested that a national recruitment program be

(A
developed for high school and college students, Through th;éh*ﬂﬂél
program, studentn-é?uld be recruited and funded to spend three ?L
months studylng advanced Jewish education in Israel with a
resulting degree as “junior teacher.* This work would be for

college credit and participants would be required to teach for

one year following their retuzn.

2. Final Repors,

It was supgesced that the final repoét of the Commission should
reflect the guality of the Commission itself. It should
provide a high level of information, ideas and aspirations that
can have an impact on Jewish education for many years to come.
It-should—sesk-to—find mational solutions—to-lecalproblems.
The repert should include a vision of what Jewish education
might be in the future. One commissioner suggested
disseminating the report, in part, through the media. Another
noted that the use of the media is complex and requires experts

and cautioned moderation in the use of the media,
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It was suggestad that the éommission has an opportunity to (a)
serve ~~ - catalyst for positive movement *1 de”’nitive areas,
(b) suggest ways to implsment, identify resources, and halp to
develop those resources, (c) develop a mechanism which can
ultimataly {mpact upon the diverse elements within local
communities to affect the status, stature, and funding of
Jewish education and, (d) creata coalicions within the
communify. and between the communfty and enhanced national
bodias, involving all aspects of the Jewish comnunity in steps

forvard.,

It was suggested that the contents of the final report will
depend on the audience for which it is preparad. If for a
broad audiencs, it will bo necessary to provi": 'sf tially
more background information than if it iz aimed at an audience
already familiar with Jewish education. In any case, it should
include a section on the state of the field of Jewish education
today, a vision of the field for tho future, and a strategy for

accomplishing ...at vision.

3. Financing

It was suggested that funders and federations ba followed up to
address matters of funding, It was also suggested that an

effort be made to list afforts currently being funded in the
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area of Jewish sducation. The Commission might conduct a
survey of what foundations are currently doing to fund Jewish
education programs. A general overviaw of the current and

future funding patterns might be useful,

4. Denominations
A commissioner suggested that the matter of involvement of
denonminations is not an issus because personnel and community
are not ideological matters. Improvementa in theze snabling

areas will prove helpful across-ths-board.

5. The Catalysg
It was guggesgted that federations serve an important role as
the local catalyst for change in Jewish education, Among their
roles would be to train new leaders in Jewish education on a

ragular basis.

It was suggested that we capltalize through national visibilicy
on the existence of the Commission to serva as a catalyst on
tha local level. It is important to maintain both a naticnal

iniclative and local implementation,
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6. Resegyeh
It was noted that the gathering of data on the current state of

Jewish aducation and on approaches which are showing succesas in

the fiald is important to any future implementation approach,

Finally, wa are advised to "think tachlitically.™

Concludipg Comments

The chairman thanked commissionars for their involvement in the day's
procesdings and notad that Commission staff will taks the
recommendations submitted at this meeting and Bagin to develop a plan
for the Commission's report and for its next ;taps.

D'Va Torah

The meating concluded with an ingpirational D'Var Torah delivered by

Dr. Alfred Gottschalk, President of Hebrew Unien College.

Mr. Kandel adjourned the meeting ac 4;00 p.m,
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NOTES 6/28

Anhette:

Today we sent with a friend a package of material that complements
the attached proposal: samples of newsletters and other printed
work that we produced this past year.

Please let us know if we can pursue this further.
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At the recent mooting of the North American Fellows in New
York, a rc¢port was presented on the work of the Commission. Tho
discussion that ensued was lively and enthusiastic; the
information shared with us created that enthusiasm. There was a
fecling of hopefulness and a "where do we sign up" tone,

One Fellow, howevor, had been at other meetings of
professionals where the reporta wera met with what appeared to be
disinterest or resentment. That raisod tho question of public
relations for the Commission.

Public relations, a forceful tool in marketing and fundraising,
can take many directions. Often in tho Jewish world it takes the
form of the publicity shot and the press release to the Jewish
press, usually used to illustrate the honor afforded fundralsers
and, by implication, urging others to lend support. There is,
however, a different tool which we feel would be more effective
for the Commission, and that is a Commission Newsletter.

In order to ¢ffect real change in the world of Jewlsh
education, the Commission may need the support, and perhaps avon
help, of various constituencies in that world. One way to gain
that support is to make them fcel invested in the process. Not
cvery professional or lay lecader can be a working member of the
Commission, nor can they all be consulted. However, through a
newsletter they can be informed, and through that sharing of
information be brought into the enterprise on different levels.
The goal then is to enlist the reader's coopcration, or minimally
prevent his opposition, by creating a constituency of the
informed, co-opting through a sharing of informatlion.

A Commission newsletter 1s the best tool to accomplish this.
Carcfully crafted, tone and content controlled, it can be
directed to the high level audience you need to reach as opposed
to press releases dispersed to the world-at-large, Newsletters
also leave little to chance and can bo timgly, as opposed to
presentations at meetings which depend on available personnel and
the chemistry of the presentation. _

We would suggest a newsletter that ls clean in its design,
well-written and of high production standards. This will
communicate the serious nature of your work; it alsc communicates
the Commission's dedication to quality.

The speclfics -- how often it is published, to whom it is sent,
who writes it, and what is included are, of course, up to the
Commission.
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NATIV CONSULTANTS - JERUSALEM, ISRAEL b
Fax:972-2-699-951

To: Henry L.Zucker
From: Seymour Fox

Date: June 23, 1989
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Dear Hank,

Though we just returned we started to work immediately and will
be in touch with you by the end of next week.

We recognize the importance of moving ahead with the outline of
the final report and will include our suggestions on this within
the next 10 days.

We flew back with Dan Shapiro who was fljing to Israel for his
mother’s funeral. Had a good conversation with him about the
Comnission. Brian Lurie was on the plane and he reported on
positive developments with the Korette Foundation.

Best Regards,

Sincerely,

P.S¢/ Should the Cummings Foundation be brought on board?
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Regarding Cumminge Foundatlvu &nd Koret Foundation,

We need a full discusaion anom on folluw up with foundations and federations.

Look forward to your Lupur on tipal report.

Warn regards,
Hank
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TO: Seymour Fox and Annette Hochstein
FROM: Joe Reimey

RE: Plans for the summer's work

The purpose of this fax ie to share more fully with you my thoughts
on where we stand now as a team and my role in that team. I of

course wlll welcome your reactions.

You already know that I had expected the proposal 1 prepared for last
Thursday's meeting (6/15) to be discussed and acted upon by the
group. Those follow-up meetings tend to be difficult, and Art's
leaving may have made it more s0. Yet I see a pattern emergling in
terms of my role which, if accurate, 1s disturbing. This pattern was
not immediately apparent .and as over the weekend T began to dlscern
1t, I declded to surface 1t In this memo to you. It 1s not the kind

of thinking I can share over the phone.

This proposal was my fourth attempt this year to articulate 1deas
about possibla directions the Commission might take, I wrote two
letters on the role of the congregatlons and thelr schools in Jewlsh
education, one proposal in December on studying career development
among Jewlsh educators and this one (revlsed several times) on a team
to write background papers for the f£lnal report. None haas received
much attention or comment. Certalnly none has influenced dlrection.

T thought this lapt one had banking in tbe lnner groupn: vet 1t _never

got to the floor to be discussed and critiqued.
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4/ ON THE FINAI “EPORT

At the meeting last Thursday (6/15) I thought I heard two divergent
views of how to proceed towards writing a flinal report. Roughly, the
flrst 1s a Cleveland view and the second a Jerusalem view, I am
trylng to articulate these views as a basls for future conversation

among the pollcy advisors,

l. Cleveland:

The final report represents the Commissions's best shot at
artlculating its collective view 0f the state of the £leld, the
problems to be tackled, the directions ty be taken. Whlle
accuracy is essential, it !s within the limits of existing
knowledge - all limitatlons freely acknowledged. The dlagnosis
and prescription is bamed on best avallable opinlon; the report
s not In i{tself a research document or a contributlen to our
substantive knowledge. 1It's authorlity is lts loglc and its
pervasltveness,

2. Jerusalem:

The £inal report represents an opportunity to beglin the research
agenda which this fleld needs so badly. Its strength will lie
not in repeating existing opinion, but in breaklng beyond that to
getting Iinformation on the baslc features of the fleld ao we can
draw a more accurate picture, suggest a more defendable dlagnosis
and prescribe on the basls Enz reliable, valld date.

0
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A (ROUGH) PLAN FOR CONSTRUCTING A STATE OF THE FIELD

1. As I've argued previously, the single most essentlal Instlitutlon
to Jewish education Iin N.A, lg th

the moct £rcguent gateway for thc Lamlly, the lairyesl pruvider g
services and employer of educators, The state of the fleld depends
on the health ¢f the synagogue.

2. While we have historles of synagogues and in-depth views of the
supplementary school, we lack a view of the synagogue or congregation
as a context for Jewlsh education. An in-depth study might address
these questions:

1. How is educational policy set within the congregation?

2., How does the lay leadership function to set and carry out
the pollicy?

3. How dues Llic rabbl or vantor contrlbute To setting ana carryénz
sawry~out the pollcy.

4, What does it take for a more expanded view of the role of
education to take hold in the congregation.

5. How do the lay leaders and clergy view the xole of the

educators? How do the educators £it Into the 1life of the
congregatlion.

6. How do parents select a congregation and school and then
make thelr way within the congregation?

7. What does accountabllity mean In synagogue life?

8. How do dlfferent synagogques Interact with other educational
institutlons such as the bureau, Federatlon, JCC, camps,
youth groups, etc? what sets the terms of that interactlon?

9. Wwhen a day school or another active educational agency
enters the community, what determines how synogogues will
react and relate to their presence?

3. These kinds of questions can be studied in-depth by focusling on
several synagogues within one community. While case studles are
never fully representative, the in-depth view they offer - when
gulded by a set of deflned research guestions - give one a plcture
against which other case studies can be compared until amore
compogi{te picture beginas to emerge.

4. I propose that I begin this kind of In-depth study thils summer 1n
the Boston area. Let me get started with 3 or 4 synagogues, generate
data, hypotheses, etc. and then get reactlons.

S. What would I be working towards? A picture which !{n one corner

of the world could begin to explain - from this "inslde perspective" -
what the baslc problems arxrc that face communitles dulny Jewlsh
education. It is a micro view - needing a complementary macro view =~

but I believe it can be a powerful plece of the larger Commission
rirtinra A& +ha fFiatA
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EXECUTIVE SUMMARY

1. At its meeting on December 13, 1988 the Commission decided to focus its work initially
on two options.

o To deal with the shortage of qualified personnel for Jewish education; and

- o To deal with the community —its structures, leadership and funding as major agents
for change. '

2. There was consensus to deal with personnel and the community because it was
recognized that they are enabling options, pre-conditions for effecting all of the
programmatic options, thereby likely to improve Jewish education in all areas. Some
commissioners reminded us that agreement that these areas are in need of improvement has
existed for a long time, but expressed concern as to whether ways can be found to
significantly improve them.

3. Since the meeting on December 13th, the commissioners have been consulted and two
key questions have emerged:

A. Do we know what should be done in the areas of personnel and the community?
Are there ideas?
B. Do we know how it should be done?
Are there strategies for implementation?

4. Throughout the consultations, ideas were proposed by commissioners and other experts,
programs were brought to our attention by practitioners in the field, a1 * we were informed
of current trends and developments in the areas of both personnel and community.

5. The Community:

We learned that key lay leaders of the community are taking a new interest in Jewish
education; that ¢leven commissions on Jewish education/Jewish continuity, coordinated by
CJF, have been established in communities; that private foundations interested in Jewish
education are growing in number and size, and more.



6. Personnel:

Our assumption that in dealing with personnel the approach would have to be
comprehensive, that recruitment, training, retention and profession-building would have to
be addressed simultaneously, was reinforced. There are many interesting and promising
ideas in each of these arcas. Some of these ideas have been tried and are considered
successful; others have been formulated and seem convincing. However, we were also made
aware of the paucity of data and the absence of planned, systematic efforts.

7. We learned that the personnel and community options are inter-related and that any
strategy must involve them both, If we hope to recruit outstanding people, they will have to
believe that the community is embarking on a new era for Jewish education. An infusion of
dedicated and qualified personnel into the field will help convince parents that Jewish
education can make a difference in the lives of their children and in the life-styles of their
families.

8. This task —bringing about change in the areas of personnel and community —is vast and
complex and will be difficult to address at once and across-the-board throughout North
America. Because much of education takes place on the local level, and because we
recognize the importance of the local community playing a major role in initiating ideas and
being leading partners in their implementation, it is suggested that the Commission
consider cstablishing a program to develop community action sites.

9. A community action site could involve an entire community, a network of institutions or
one major institution where ideas and programs that have succeeded, as well as new ideas
and experimental programs, would be implemented. If successful, other communities might
be inspired to apply the lessons learned in community action sites to their own communities.

10. Working on the local scene will require the involvement and assistance of national
institutions and organizations. Local efforts will not reach their full poteatial without the
broad and sustained contribution of experts on the national level. A community action site
requires both local initiative and involvement, and national expertise,

11. As these mutliple and complex issues are being considered, many questions emerge.
How does one begin to plan the local initiatives that will eventually lead to wide-spread
change? Who will be the broker between the national resources and the institutions and
individuals in the communities where projects are undertaken? How can one bring the best
practice of Jewish education in the world to bear on specific programs? Who will see to it
that successful endeavours are brought to the attention of other communities and that the
ideas are appropriately diffused?

These are some of the questions that will be on the agenda of the Commission as it
convenes for its third meeting on June 14, 1989,
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June 1, 1989

WORK IN PROGRESS:

FROM THE SECOND TO THE THIRD MEETING OF THE COMMISSION

I. Background

- Between August and December 1988, the
Commission on Jewish Education in North
America engaged in a decision-making
process aimed at identifying those areas
where intervention could significantly af-
fect the impact of Jewish education/Jewish
continuity in North America,

A wide variety of possible options reflect-
ing the commitments, concerns and inter-
ests of the commissioners were
considered —any one of which could have
served as the basis for the Commission’s
agenda. It was recognized that the options
could be usefully divided into two large
categories: enabling options and program-
matic options. The Commission decided to
focus its work initially on two of the ena-
bling options:

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

2. To deal with the community—its
leadership, structures and funding, as
major agents for change.

At the same time, many commissioners
urged that work also be undertaken in
various programmatic areas (e.g. early
childhood, day schools, supplementary
schools, informal education, the media, Is-
racl Experience programs, programs for
college students).

II. The Challenge: Ideas and
Strategies

The consensus among COMIMISSiONErs on
the importance of dealing with personnel
and the community did not alleviate the
concernexpressed by some as to whether
ways can be found to significantly im-
prove the situation in these two areas.
These commissioners reminded us that
agreement that these areas are in need of
improveinent has existed for a long time
among educators and community
leaders. Articles have been written; con-
ferences have been held; solutions have
been suggested; programs have been
tried. Yet significant improvement has
not occurred. Some claim that we may
know what the problems are, but have
not devised solutions that would address
them, nor workable strategies for im-
plementing them effectively in the field.

The challenge for the Commission at this
time is to address these issues and ask the
following questions:

1. Whatshould be donein the areas of
personnel and the community?
What are some of the ideas that
could help us begin our work, ideas
that would address the problems of
recruitment, training and retention
of personnel as well as of profession-
building? What arc some of the
ideas that would change the way the



community addresses Jewish educa-
tion—through involving outstanding
leadership, generating significant ad-
ditional funding, building the ap-
propriate structures, and changing the
climate?

2.  How should it be done? How should
this commission propose translating
ideas into practice, developing them
into programs for implementation?
How should it go about changing mat-
ters in the field? What strategies
should guide the implementation of
these ideas? '

I1l. What Should Be Done

Many factors contribute to the conviction
that at the present time effective action to
improve Jewish education can be under-
taken with a reasonable chance for success.
Ideas that were proposed by commissioners
and other experts, programs that were
brought to our attention by practitioners in
the field and current trends and develop-
ments in both the personnel and com-
munity areas support this conviction.

A. The Community
1. Recent Developments

As the attached paper “Community Or-
ganization for Jewish Education in North
America: Leadership, Finance and Struc-
ture” by Henry L. Zucker illustrates (see
Appendix 1) there are a number of en-
couraging developments taking place in the
way that the North American community
relates to Jewish education.

o Key lay leaders of the community are
taking a new interest in Jewish education.

e Eleven communities have organized
local commissions on Jewish educa-
tion/Jewish continuity, coordinated by
CJF. Other communities are consider-
ing establishing such commissions.
(See “Federation-Led Community
Planning for Jewish Education, Iden-
tity and Continuity,” by Joel Fox, Ap-
pendix 2.)

® The establishment of the Commission
on Jewish Education in North
America has generated a good deal of
interest.

e Federations have begun placing
Jewish education higher on the list of
their priorities.

e Private foundations interested in
Jewish education, are growing in num-
ber and size. Several have already
funded important programs.

e The institutions of higher Jewish
learning are in the process of develop-
ing and intensifying their education
and training programs.

o JESNA and some bureaus are plan-
ning and have undertaken important
initiatives in formal and informal
Jewish education.

e JWB’s report on Maximizing Jewish
Educational Effectiveness of JCCs is
being implemented and first results
are apparent.

® The denominations, nationally and lo-
cally, are developing important new
educational materials, methods and
technologies for schools, camps, and
youth movements.

2. Next Steps
As this Commission begins to respond to

the challenges of the community option,
it can be encouraged by these and other



activities. The Commission should careful-
ly study and analyze the developing
momentum, seek to build on it, and con-
sider what additional steps could help the
Jewish community provide the greatest
possible support for across-the-board im-
provement in Jewish education.

B. Personnel
1. A Comprehensive Approach.

There are shortages of personnel in all
areas and for all age groups. Dealing with
the shortage of qualified personnel for
Jewish education will require the Commis-
sion to consider a series of complex
problems and challenges. Little has been
done in this area and significant develop-
ment is needed. Although there have been

efforts at improvement, no systematic,
comprehensive, well-funded approach has
been undertaken.

The absence of such a comprehensive ap-
proach may even diminish the impact of
sound programs. For example, we know
that salaries for teachers are low, yet in-
creasing salaries has not always had the
expected impact of attracting new and
qualified personnel to the field. Evidence
from both general and Jewish education
points to the fact that salaries alone are not
enough to bring about change, rather they
have to be combined with other measures
such as improving status, empowering
educators, intensifying training and
developing career opportunities.

To deal effectively with the personnel op-
tion requires that recruitment, training,
profession-building and retention be ad-
dressed simultaneously. Since the last
meeting of the Commission in December,
we bave been studying these four topics.
We have learned of many interesting and

promising ideas, and at the same time, we
are aware of a paucity of data and of the
absence of planncd, systematic efforts.

2. Some Examples

What follows are some examples of the
ideas suggested by experts. Some of these
experts are scholars, some practitioners,
some researchers and theoreticians,
some community leaders. Some of these
idcas have been tricd and are considered
successful. Others have been formulated
and seem convincing and promising. All
require further study and careful con-
sideration,

2. RECRUITMENT OF PERSONNEL

How could we increase the pool of
talented people who will join personnel
training programs and who can be
recruited to work as educators in the
field? Comnmissioners and other experts
have pointed to the fact that no com-
prehensive approacb to recruitment has
been undertaken. A number of questions
arise, including: who to recruit, where to
recruit, how to recruit, under what cir-
cumstances could recruitment succeed?
When do students make their carcer
decisions —in high school? in college?
Should we recruit people at various ages?
What institutions and programs are likely
feeder systems for the profession of
Jewish education —camps, youth move-
ments, programs in Israel? What is their
potential today? At which special
population pools should we target
recruitment efforts?

Some Suggestions:

¢ Recruit educators fromgeneral educa-
tion: There is a pool of young Jewish
educators working in general educa-
tion. Many have excelled in fields such



as early childhood education and adult
education and could be recruited and re-
trained for Jewish education. In order to
tap this resource, we would need to find
out under what circumstances such
people could be attracted and recruited.

o Recruit Judaic studies majors and
graduates: A recent study has indicated
that there may be a significant number of
students majoring in Jewish studies at
general universities who could be
recruited for the field of Jewish educa-
tion.

e Recruit people considering a career
change: In general education there are
encouraging experiments in progress on
recruiting people who are considering
mid-career changes in their profession.

® Recruit rabbinical school graduates: At
present, a significant proportion of rab-
binical school students choose to special-
ize in education. This may be an
important pool for candidates for senior
positions.

® Recruit graduates of schools and camps:
There is reason to believe that there is a
significant poo! of dedicated and com-
mitted graduates of schools and camps
who could make an important contribu-
tion during their college years to the sup-
plementary school, the JCC and Israel
Experience programs. These young
people have decided on careers in busi-
ness, law, medicine and academia, but
are willing and interested in making a
contribution to Jewish continuity. Undcr
proper circumstances, and with ap-
propriate rewards—both financial and
intellectual —they could enhance and
complement the work of full-time
professionals,

Some of these ideas, such as recruiting
Judaic Studies majors have been studied;
others, like re-tooling people from general

education, are being selectively tried.
Some new ideas are untried and need to
be studied. They all necd to be looked at
in a new and fresh way.

b, TRAINING

Any effort to improve personnel will
have toinvolve asignificant development
of training opportunities. What kind of
training should take place for the various
populations —on-the-job? pre-scrvice?
training for specially recruited popula-
tions? Where could it be done? In exist-
ing institutions? In Judaic departments
of general universities? In Israel? What
should be the content of training? What
should be the relationship and balance
between Jewish studies, pedagogy, ad-
ministration, etc.? These are only some
of the questions that will need to be ex-
amined. .

Some suggestions:

o Some institutes and summer courses
exist. They should be expanded. Large
scale institutes and summer courses —
similar to those that exist in general
education—could be established for
the improvement of the teaching of
Jewish subjects (e.g. courses for
teachers of Bible, Hebrew, Jewish his-
tory). Such programs would enhance
the work of supplementary school
teachers, day school teachers, JCC
educators, principals and researchers.

¢ In-service courses to help educators
use special techniques could be intro-
duced. For example, programs could
be offered to help teachers become
comfortable with, and experience the
practical benefits to be derived from,
the use of media and technology in
their work.



¢ Judaic Studies departments in general
universities could be encouraged to offer
in-service training courses throughout
the year for Jewish educators, formal and
informal.

® The use of Israel’s educational resources
should be expanded. As one example,
currently a group of senior JCC execu-
tives is spending threc months in Israel
studying in a program organized by JWB.
Such programs could be expanded and
adapted for formal educators.

o The training capacity in North America
needs to be strengthened. The facuity of
existing training institutions is small and
must be expanded. Some suggestions
are:

* New positions for professors of Jewish
education must be created.

* Judaica professors at general univer-
sities could be recruited to bolster the
existing training programs by adding the
expertise of their specific field of
knowledge (¢.g. Bible, Talmud, etc.).

* Jewish professors in university depart-
ments of education, psychology,
philosophy and sociology could be
recruited to teach in the education
programs at institutions of higher
Jewish learning.

* Qutstanding practitioners who have
¢cc ' schools or informal set-
tings should share their wisdom by join-

ing the faculty of training programs,

* Creative combinations of these ideas
might rapidly enhance the capability of
the training of Jewish educators.

Many more ideas for dealing with the
shortages in the area of training have been
suggested. Some, involving fellowships and

stipends, are already under way. Others
involve building the research capability
for Jewish education so that programs
and ideas can be effectively monitored
and evaluated. A blend of some of these
ideas and others would yield fruitful
results.

C. BUILDING TIHE PROFESSION

Can Jewish education be developed into
a fully recognized profession? Is this a
pre-condition for increasing recruitment
to the field? How can it be done? How
much of it must be done? Some of the
clements involved include status (which
in turn is related to salaries, benefits,
empowerment, etc.), career oppor-
tunities, certification, collegial network-
ing, a code of professional ethics and an
agrecd upon body of knowledge. All of
these are part of what makes a profes-
sion. As we consulted with commis-
sioners and other experts, the following
suggestions were made:

e Salaries and benefits are important
and should be improved. However,
they alone are not enough to change
the status of educators,

e The empowerment of educators—
strengthening their role in setting
educational policy and content — is the
subject of a major debate and of ex-
periments in general education in
NorthAr ~  The role of empow:
ment for Jewish educators, particular-
ly teachers, must be carefully
considered and the insights derived
from general education should be
evaluated.

o Career opportunities that offer a
variety of options for advancement
need to be developed. Outstanding
teachers should have other options for
advancement besides administrative



positions (e.g. assistant principal, prin-
cipal) for which they may or may not be
qualified, Other senior positions, such as
specialists in Bible, family education,
special education, adult education, and
curriculum development, should be
created.

o Networks of collegiality exist only in
limited form. Journals, conferences and
professional communication networks
should be enlarged and developed. The
rapid and impressive success of CAJE
serves as an encouraging example.

We will have to consider to what extent
these elements need to be introduced if we
hope to recruit and retain talented people
for the field.

d. RETENTION

Significant numbers of educators leave the
field after a few years. Preliminary studies
indicate that issues of status, empower-
ment, salaries, relationship with lay boards
and with superiors, excessive administra-
tive work, etc. contribute to the attrition.
We have to learn more about educators,
their motivations, their aspirations, to ad-
dress the issue of retention more
effectively.

IV. Interim Summary

As discussion of these four elements shows,
and as we were reminded throughout our
consultations, it is imperative to approach
the problem of personnel by dealing with all
four elements simultaneously —recruit-
ment, training, profession-building, reten-
tion. It will be very difficult—if not
impossible —to recruit if we do not build
the profession. It will be very difficult to
raise the large sums of money necessary to
build the needed training programs unless

many more students are attracted to
Jewish education. The entire enterprise
will suffer if talented educators are dis-
couraged and prematurely leave the
field.

The community and personnel options
are interrelated and a strategy involving
both must be devised. If we hope to
recruit outstanding people, they will have
to believe that the community is embark-
ing on a new era for Jewish education.
They will have to believe that they are
entering a field where there will be
reasonable salaries, a secure career line,
where their ideas will make a difference
and where they will be in a position to
influence the future. Creating these con-
ditions wiil require a commitment by the
North American Jewish Community at
the continental and local levels.

An infusion of dedicated and qualified
personnel into the field of Jewish educa-
tion will help convince parents that
Jewish education can make a difference
in the lives of their children and in the
life-styles of their families. The com-
munity, through its leadership, will then
be able to more effectively design and
take the steps necessary to place Jewish
education higher on its list of priorities.

V. Bringing About Change

A. From Ideas to Community Action
Sites

Implicit in the notion of change is the
assumption that one knows what should
be changed and can demonstrate it. How-
ever, at this time, some of what should be
changed and demonstrated has not yet
been developed.



How can we determine which ideas are
worth our investment? How comprehen-
sive must our approach be? How can we
know what combination of ideas and
programs are likely to have the greatest
impact? How can we decide where to
begin?

These questions and others can only be
resolved in real-life situations. The solution
to questions, the specifics of educational
plans and programs, need to be worked out
in the actual situation, tailored to the par-
ticular students, educators, environment
and content. Plans and programs need tobe
fine-tuned and adapted as implementation
proceeds. How can we structure a way to
move from plans to implementation, from
theory to practicc?

This task—bringing about change in the
areas of personnel and the community
through implementation — is vast and com-
plex and will be difficult to address at once
and across-the-board throughout North
America. We believe, however, that it could
be feasible to begin such undertakings on
the local level, in communities. There are a
number of reasons for this:

1. Much of education takes place on the
local level—in the communities, in
schools, synagogues, community
centers, camps.

2. Experts have reminded us that there
are many advantages to building
programs “from the bottom up” —with
the local community playing a major
role in initiating ideas and being lead-
ing partners in their implementa-
tion —thereby establishing ownership
of the initiative,

3. Significant human resources and ener-
gy are required to implement a com-

prehensive undertaking (one that
would involve all or many aspects of
personnel —recruitment, training,
profession-building, retention—
and of community). If such an un-
dertaking is done on a local
level —during its experimental
stage —its scope will be more
manageable. [t will be easier to find
the people needed to run the
project.

Inaddition to the educators current-
ly available, a community could mo-
bilize other outstanding people
from among its rabbis, scholars of
Judaica, federation executives and
Jewish scholars in the humanitics
and social sciences for the local
project.

A local project could be managed in
a hands-on manner. It could, there-
fore, be constantly improved and
fine-tuned.

There are already ideas and
programs (best practices) that, if
brought together in one site, in-
tegrated and implemented ina com-
plementary way, could have a
significantly greater impact than
they have today when their applica-
tion is fragmented,

In addition to proven ideas, new
visions of Jewish education which
have not yet been tried could be
translated into practice and careful
experimentation, in a more manage-
able way.

The results of a local undertaking
would be tangible and visible —
hopefully within a reasonable
amount of time. As such, they could



generate interest and reactions that
might lead to a public debate on the
important issues of Jewish education,

9. A network could be developed among
local sites which could increase the im-
pact of each and, hopefully, generate
interest among additional com-
munities to replicate and adapt this
approach.

At the same time we recognize the indis-
pensible contribution that must be made
through the broad and sustained efforts of
experts working “from the top down.”
Working on the local scene will require the
involvement and assistance of the national
organizations and training institutions.
Local efforts will not reach their full poten-
tial unless supported by the expertise of the
national institutions and organizations. In
turn, for the national institutions, local ex-
periments would be an opportunity to test
and develop new concepts in Jewish educa-
tion.

Our challenge is to work simultaneously on
the local and national levels. We need to
combine these two approaches rather than
treat them separately. For these reasons, we
suggest that the Commission develop a
program for comimunitics that wish ¢o be-
come Community Action Sites, and can
deal effectively with both the community
and personnel options.

A Community Action Site could involve an
entire community, a network of institu-
tions, or one major institution. Here some
of the best ideas and programs in Jewish
education would be initiated in as com-
prehensive a form as possible. It would be
a site where the ideas and programs that
have succeeded, as well as new ideas and
experimental programs, would be under-
taken. Work at this site will be guided by
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visions of what Jewish education at its
best can be,

An assumption implicit in the suggestion
of a Community Action Site is that other
communities would be able to see what a
successful approach to the community
and personnel options could be, and
would be inspired to apply the lessons
learned to their own communities.

B. From Community Action Sites to
implementation

As these multiple and complex issues are
being considered, many questions
emerge. How does one begin to plan the
local initiatives that will eventually lead
to widespread change? Who will be the
broker between the national resources
and the institutions and individuals in the
communities where projects are under-
taken? How can one bring the best prac-
tice of Jewish education in the world to
bear on specific programs? Who will be
responsible for the effective implemen-
tation of local projects? What can ensure
that standards and goals are maintained?
Who will see to it that successful en-
deavours are brought to the attention of
other communities and that the ideas are
appropriately diffused?

There is a case for initiating change
through Community Action Sites. How-
ever, as the above issues reveal, it is clear
that an answer is needed to the question
of “How will this be done?”. If
demonstration projects will be under-
taken in Community Action Sites of one
form or another they will have to be re-
searched, planned, funded, imple-
mented. Community Action Sites will
need to be carefully chosen, Their
professional and lay leadership will need
to be engaged to take the project in hand.

03
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For projects to have their fullimpact,stand-  adapted. How will this complex
ards will have to be set and maintained.  enterprise be undertaken?

Lessons will have to be learned from the

implementation. Information will have to  These are some of the questions that will
be diffused to additional sites and  be on the agenda of the Commission as
throughout the community about what it convenes for its third mecting on June
works and what can be replicated or 14, 1989.



generate interest and reactions that
might lead to a public debate on the
important issues of Jewish education.

9. A network could be developed among
local sites which could increase the im-
pact of each and, hopefully, generate
interest among additional com-
munities to replicate and adapt this
approach,

At the same time we recognize the indis-
- pensible contribution that must be made
~ through the broad and sustained efforts of
experts working “from the top down.”
Working on the local scene will require the
involvement and assistance of the national
organizations and training institutions,
Local efforts will not reach their full poten-
tial unless supported by the expertise of the
national institutions and organizations. In
turn, for the national institutions, local ex-
periments would be an opportunity to test
and develop new concepts in Jewish educa-
tion,

Our challenge is to work simultaneously on
the local and national levels. We need “-
combine these two approaches rather than
treat them separately. For these reasons, we
suggest that the Commission develop a
program for communities that wish to be-
come Community Action Sites, and can
deal effectively with both the community
and personnel options,

A Community Action Site could involve an
entire community, a network of institu-
tions, or one major institution. Here some
of the best ideas and programs in Jewish
education would be initiated in as com-
prehensive a form as possible. It would be
a site where the ideas and programs that
have succeeded, as well as new ideas and
experimental programs, would be under-
taken. Work at this site will be guided by
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visions of what Jewish education at its
best can be.

An assumption implicit in the suggestion
of a Community Action Site is that other
communities would be able to see whata
successful approach to the community
and personnel options could be, and
would be inspired to apply the lessons
learned to their own communities.

B. From Community Action Sites to
implementation

As these multiple and complex issues are
being considered, many questions
emerge. How does one begin to plan the
local initiatives that will eventually lead
to widespread change? Who will be the
broker between the national resources
and the institutions and individuals in the
commupities where projects are under-
taken? How can one bring the best prac-
tice of Jewish education in the world to
bear on specific programs? Who will be
responsible for the effective implemen-
tation of local projects? What can ensure
thatstandar °  'gc ' e maintained?
Who will sce to it that successful en-
deavours are brought to the attention of
other communities and that the ideas are
appropriately diffused?

There is a case for initiating change
through Community Action Sites, How-
ever as the above issues reveal, it is clear
that an answer is needed to the question
of “who will oversee this?". A central
issue becomes: to whom does the Com-
mission hand over its work?

These are some of the questions that will
be on the agenda of the Commission as
it convenes for its third meeting on June
14, 1989.



12t M&bj\/‘} — Foyc 6%*7\:6\.

June 14, 1989

If a consensus is emerging that this commission should end irs
work with mere than a repert

ne matter how important a role such a report might play in

setting the agenda for Jewish education for the next 10-20 years

if this commission wants to set IMPLEMENTATION IN MOTION
THEN 1T MUST SCOHMEHOW WORK TOGETHER WITH LOCAL COMMUNITIES

ANNETTE HOCHSTEIN HAS SUCMMARIZED WHY WE BELIEVE THAT THE CRITICAL
ARENA FOR EDUCATION I35 TAE LOCAL ARENA.

1 SHOULD LIKE TC EMPHASIZE ONE OF HER POINTS :

AN IDEA I3 AN EDUCATIONAL IDEA - AS DISTINCT FROM A
PHILOSOPHICAL, SOCIOLOGICAL OR PSYCHOLOGICAL (DEA

WHEN WE CAN SUCCESSFULLY IMPLEMENT IT IN

CLASSROOMS, IN JCC'S SUMMER CAMPS, ISRAEL EXPERIENCES OR OTHER
INFORMAL SETTINGS.

EDUCATION [S A PRACTICAL FIELD

IN EDUCATION A VISION, AN IDEA BECOMES CFPERATIVE WHEN IT CAM BE
TRANSLATED INTG PRACTICE.

THESE ARE THE REASGNS THAT HAVE LED US TO THE SUGGESTION OF

AP ALT T ALY ¢ e v kT T AAE s
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CHAIRMAN’S WELCOME AND REMARKS

Philip Wasserstrom welcomed all of the Committee members and

guests. He briefly reviewed the purpose of the Committee: to
advocate for and ald Federations to focus on programs encouraging
Jewish identity and continuity and to plan, fund and provide for
coherent and effective services. The Committee advocates that
Federations convene the organizations in their community to recruit
top community leadership, to inventory systematically already
available programs and services and to plan together and prioritize
future services., These activities and programs in Jewish continuity
encompass formal as well as Informal education and environments.

At past mestings the CJF Committee heard from several Federations
that have established community commissions on Jewish continuity,
Detroit and Cleveland have completed their studies and are now
implementing their conclusions; Golumbus and Los Angeles have begun
such a process. Mr. Wasserstrom said that there is now an interest
in programs furthering Jewish continuity and identity and that the
Committee should seize this opportunity to involve other Federations
and community organizations. He also noted that a number of
national organizations are working in this fleld. At its last
meeting the Committee heard from JESNA, the National Foundation for
Jewlsh Culture and JWB,

REPORT ON THE COMMISSION OF JEWISH EDUCATION IN NORTH AMERICA

Arthur Naperstek, Director of the Commission on Jewish Education in
North America, reported on the Commlssion’s goals and work. He
commented that many of the same issues, questions and interests of
the GJF Committee are shared by the Commission.

The Commission was founded by the Mandel Associated Foundations of
Cleveland in cooperation with JWB, JESNA and in collaboration with
CJF as an initiative to explore and recommend significant new
support for Jewish education, Mr. Naperstek introduced Morton
Mandel, one of the prime movers of the Commission. The Mandel
Associated Foundations have supported the formation of this national
comuission to involve the North American Jewish community in a
policy oriented study of Jewish education in a variety of settings,
The Commission has a fourfold mission: to review, the field of Jewish
education in the context of contemporary Jewish life; to recommend
practical policies that will set clear directions for Jewish
education; to develop plans and programs for the implementation of
these policies; and to stimulate significant financial commitments
and engage committed individuals and institutions in collaborative
communal action. An lmportant part of the Commission’s initiative
is to involve opinion makers, community leaders, scholars and



educators as active participants In stages of its work, including
the implementation of its recommendations. The Mandel Assoclated
Foundations are prepared to commit thelr own financial resources to
this endeavor and have recrufted other foundations to support the
lmplementation of projects and programs proposed by the Commission.

The Commission’s goal Is not merely to Issue a report, but to bring
about change in the community. The Commission has proposed 26
options that might bring change in Jewish education and two were
selected as the most important in belng preconditions for
implementing change -- strengthening personnel and community
structures. Mr, Naperstek noted that the Commission would not
duplicate or weaken existing organizations and institutions but
rather is working with those national agencies. The Commission is
to be catalytic, not lmplementational. It will come up with
prototypes from local communities and institutions which might be
adapted natlonwide. Following the completion of the Commission’s
task, B successor organization ls expecred to implement and be the
mechanism of change.

Responding to & question about how funds would be generated for such
changes In Jewlsh educatrion, Mort Mandel said chac the Commission
has been successful in recruiting into its membership large Jewish
foundations and that other Jewish foundations and endowment funds
could also be recruited to contrlbute to Jewish educational
endeavors. The Commission itself will give guidance to these
foundations as to how money can be well spent. Federations will
also be encouraged to turn to endowment funds and foundations as
well as theilr own resources for helping the educational situacion in
thelr own communities. Henry Zucker, former Executive Director of
the Cleveland Federation, described how the Cleveland Federation has
put together & package for funding for Jewish education. He said
that if a Federation 1s committed to the preject, funding
opportunites are avallable. Jerry Sugar, a member of the CJF
Committee, noted that it is important to have a national
organizarion that can ralse issues and highlight them for
implementation by the local communities. He gave the example of the
need for establishing programs on Jewish continulty for Soviet Jews
- who are currently coming to the United States. Phil Wasserstrom
spoke on the similarity of goals of the Committee and the Commission
\\h’and hoped that they could be wmutually helpful tb the Federations.

IV, REPORT OF PROJECT CONTACT OF ST. LOUIS
Nikki Goldstein, Coordinator of Project Contact ‘im St. = wlils,

described how the St. Louls Federation became an equal financial
partner with the Memorlal Foundation for Jewlsh Culture for a two



year pllot project almed at reaching out to Jewish families that are
currently non-affiliated or marginally affiliated. The project
involves intact Jewish families with children, the goal being to add
a Jewish jponent to thelr family "° es. The Memorial Foundation,
in addition to providing a two year grant, provided consultation
throughout the process; Federation provided financing, staff and
supervision. The project is community-based, with lay and
professional advisory committees. Ms. Goldstein noted that having
the project as a community endeavor welcomed people who are not
members of an existing institution or agency and are not necessarily
interested in joining. It also encouraged community organizations
to participate since it was a community wide endeavor.

The project did not come in with its own preconceived agenda; it was
not fund raising or looking for members. It started out with people
"where they are at" and its purpose was to find the needs or
interests of the people interviewed and explore possibilities with
them. Over the past year and a half the staff of the project have
personally interviewed 180 families. So far the results have shown
that some of those Interviewed never went any further than the
interviews. Others were successfully referred into existing
community agencles, synagogues and schools. About a third were
introduced Into specifically developed family life education
prograns,

Ms. Goldstein noted that these programs were not new or revolu-
tionary. Many existed but were changed or their location was
changed to be more convenient, more personalized and geared tow is
the entire family. The best referrals to Contact were from other
Contact participants. Among the most common themes to emerge from
the research are: the need for an ombudsman for unaffiliated -
families; personal contact 1s needed -- mailings don’t work;
affiliation ls a continuum; Jewish family education was of the
greatest interest. The Contact programs are seen as bridges rather
than ends in themselves and the hope Is to restructure existing
programs to Include an outreach component.

St. Louls Federation hopes to continue with the project and is
looking to develop grant proposals to help with the funding. They
plan to recrult and train a few paraprofessional volunteers so that
.the program can be duplicated and incorporated ipto the St. Louis
community.

In the discussion which followed it was announced that the Memorial
Foundation was going to fund a similar project in the MetroWest

Fe¢ ition and has been sponsoring similar programs overseas as
well., The need to fund follow-up programs was discussed and the
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fact that this i1s a project which requires "street work" and not
"business as usual." It was noted that such a program might be
easily replicable iIn small clties. It was also stressed that this
example of a national agency cooperating with a local community in
developing and lmplementing a program in Jewish continuity is the
model which the CJF Committee 1s commltted to fostering.

REPORT ON THE PRELIMINARY RESULTS OF THE COMMITTEE'S QUESTIONNAIRE

Dr. Elaine Morris, CJF staff person to the Committee, reported on
the results of a questionnaire sent to the 32 Committee members and
thelr Federation executives, The purpose was to do a quick survey
on what Federatlons are doing In the areas of Jewish contlnulty,
whether they had Continuicty Committees, what agencies were providing
services and so forth. In discussing the guestionnalire results, Dr.
Morris reminded the Committee that the answers were determined by
the Interpretation and knowledgeabllity of the respondents, the lack
of precision of the questions and the very cursory examination of
the data, with no time for follow-up.

Elghteen Federations responded te date., Flfteen Federatlons
indicated that their communities were involved in community planning
and coordination for Jewish continuity and that this involvement
included funding, planning, direct programming, coordination and/or
other actlvitles, Six communitles sald that they had a specific
Federation committee devated to Jewish continuicy.

Four communitles said that they had a community-wide commission or
comm{ttee on Jewish continuity, 1.e., a commlctee consisting of the
leadership of community organizations, including synagogues,
natlional organizations, Federation agencles, etc., who together
plamned and lmplemented continuity programs,

Dr. Morris observed that additional research is needed to clarify
whether most Federations limit their activities to allocating funds
and whether there Is a time correlation between the existence of a
separate Federation committee or a community commission and the
muleiplicity programs.

Of the 18 Federations, 12 reported having parenting programs; 12
have retreats; 13 have camping programs; 16 havg youth programs; and
18 have programs related to Israel. Other activities reported were
leadership development activities, CLAL, adult Jewlsh education,
intermarriage outreach, Jewish unity rabbinical groups,
organizational retreats, JCC Judalca program, Jewlsh historical
society, Hillel, outreach to the suburbs, etc. Every Federation
except one indicated a number of activities in Jewish continuity and
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ildentity and the most frequent programs listed are those related to
youth and those trelated to Israel.

Agency involvement varies among communities. In some communities
there 1s overlap of agencles; others have very distinct service
lines. Most respondents did not list natiomal agencles as sponsors
of programs; many did not list famlly agencies or camps as providing
these programs, although the Federatlions have these agencies. Only
one Federation listed Hillel as one of thelr continuilcy activities,
although most Federations do support the Hillel in their community.
In some communitiea the agencles that have great potential for
reaching the population often are not listed as providing programs
and services in Jewish continuity. Schocls and Bureaus of Jewish
Education often were not listed as having Jewish continuity
programs. Synagogues, which often sponsor schools, were often not
listed as having parenting programs. The agencles presenting the
most programs were the Jewish Community Centers,

Dr. Morris concluded by saying that this was "a quick and dircy”
questionnaire to give the committee some indication of what is
happening in the communities, particularly those represented on the
CJF Committee, and that no final conclusions should be drawn from
this questionnaire. In the discussion that followed, Miriam Yenkin,
Chairperson of the CJF College Services Committee, commented that
more attention must be focused on Collepge services and asked that
the CJF Committee on Jewish Continulty cooperate with the College
Services Committee to encourage further work In this area. Dr.
Jerome Sugar of Waterbury, Connectlicut noted that smaller citles
might be a fertile ground for encouraging Jewish continuity
committees since the structure of the community is not so complex as
in larger cicles.

REXT STEPS FOR THE CJF COMMITTEE ON JEWISH CONTINUITY

Philip Wasserstrom indicated that it was important now for the
commlttee to approach individual Federations to i{nterest them In the
advantages of setting up a coordinating body or commission on Jewish
continuity. Federatlons with strong planning staffs are probably
the best candidates for such programs. He suggested that committee
members meet with the top leadership of Federations to discuss the
issues Involved and to put them in touch with leaders of cities that
have already had such commissions, In this uay,‘there might be a
ripple appreoach to influencing Federations., Several comments and
suggestions were made: there Is a need to teach Federations to
prioririze and to show Federations how they can raise money for
establishing such a commission and then for lmplementing its
suggestions. Federation can get grants from national foundations



for such endeavors and it was suggested that the CJF Committee
could help Federations to look for sources of funding.

It was also suggested that the Committee utilize the GA for
education about these matters. A semlnar for Small Citles and a
Jolnt program with the College Services were proposed.

Mr, Wasserstrom appolnted Phyllis Margolius, Vice Chalr of the
Commirtee, to be the Chalrperson of a subcommittee that will write a
conclse description of the process which this committee 1s proposing
to Federations. Local leadership will be able to study the
proposals and present them to thelr colleagues within thelr
Federatlion and community,

The meeting was adjourned at 12:00N.



The Three Meetings of the Commission
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Ideas
Programs
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Elements of Strategy

Characteristics:

Comprchensiveness:

A. Personnel has four components
[See Separate Chart]
B. Personnel and the Community are interrelated

Learn by Doing

Local

Continental/International

Impact Across-the-Board
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THE SUPPLEMENTARY SCHOOL
It is precisely as we were considering one of the most important
and difficult issues facing Jewish education in North America,
that we found support for the notion of some kind of
demonstration which later was reforumulated for us in the idea of

a community action site.

We were absolutely surprised by the number of promising, one
might almost say exciting ideas, that were reported to us about
what could be done in the supplementary schools. People reminded
us that for years we have been talking about combining the impact
of formal and informal education. And we hecard of suggestions
that talked about adding to the 4-6 hours a week in which
students participate in supplementary edilcation, the careful and
systematic use of informal education. They spoke of relating the
work in the supplementary school to programs in the JCCs, to
shabatonim, to the synagogue service, and having one curriculum
guiding the entire enterprise. We learned of cases where Israel
was effectively used, both in terms of the teaching about Israel
and the use of Israel in terms of visits to Israel, educational
programs in Israel. And we began to combine conceptions of trips
to Israel where the youngsters would be well prepared before they
came to Israel, and continued with a follow-up program after they
return from Israel. The central point being that there are many

ideas, that 1if put together in the supplementary school could



paint quite a different picture than what we generally think of
when we think of supplementary school education. We were told of
successful supplementary schools that are in operation today; we
were told of a school in Pasadena and another school in New York
City where the supplementary school education was successful.
When we looked at the schools a bit more closely we discovered
that in each case what was unusual was that there was full-time
faculty and that the faculty had remained with the school for
several years. We of course were then reminded of the fact that
supplementary school education has a history of having reduced
the number of full-time positions from XXX to XXX. There was a
time when most middle-sized and large-sized supplementary schools
were directed by full-time principals. Many of them, some of the

most dedicated and talented Jewish educators.

Today the picture is XXX (get the data from Schiff). We were
further reminded that there has been no serious discussion about
the content, direction or curriculum of the supplement y school
for at least XXX years. How could we pessibly conceive that the
supplementary school could respond to the many problems and its
critics, unless talented educators took the time and devoted the

effort to dealing with this problem.

Here is another case where we cannot speak of a failure in Jewish
education, but merely of the fact that we have never tried. The
challenge then is what could happen if we recruited and trained

full-time faculty, or a certain proportion of full-time faculty,



along the line of lead teachers, who would assume responsibility
Sirhe T tir o f~~—-' -ducation to informal education, of building
a program where what took place in the 4-6 hours of the
supplementary school was connected to what took place in the JCC,
what took place in the synagogue on Saturday morning, and when
possible connected it to an Israel educational trip. Alvin
Schiff’s idea about the investment in family education as related
to supplementary schools certainly deserves very careful

attention.

And as we were considering how many ftll-time or lead teachers
would be necessary to offer leadership for such an approach, a
suggestion was made to us that we could introduce into the
supplementary school and into the JCC some of the most talented
young people who have decided to devote their lives to medicine,
law and academia, and are not interested in a career in Jewish
education; yet these are the very people who built institutions
like Camp Ramah (develop this notion). Now these young people
could be a source of an infusion of enormous energy into the
supplementary school and their impact could be increased
significantly if they were guided while they worked in the

supplementary school by these very same lead teachers.

I will want to conclude this possibly with something like Mrs.

Melton’s idea of the discovery program.

-—— build it up the training capacity.



I do not know how to handle this section -- that is how to begin
it, because it probably should relate to the way the training
institutions are dealing with community action site. And this
cannct be done until we have enough examples of the way the
community action site would go. I’ll want to think about this

further.
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THE COMMISSION ON JEWISH EDUCATION IN NORTH AMERICA
THE THIRD COMMISSION MEETING
JUNE 14, 1989
DISCUSS8ION GUIDE FOR GROUP MEETINGS
It is important for the Commission to carefully consider - and,
if possible, to decide on - the issues that were presented in the
background materials. In order to facilitate a more extensive

exchange of ideas and benefit from the thinking of all the
commissioners, the commissioners are being asked to discuss them
in smaller groups.

Format of the Group Meetings

Participants: 16 to 18 participants: 12-14 Commissioners, 2-4
Policy Advisors and Staff

Functions: Chair
Co-Chair
Reporter
Two staff members or senior policy advisors
to assist the chair as needed

Materials: Background materials, this discussion guide

Purpose: To receive maximum input from commissioners to guide
the Commission’s decisions about its next steps.

Time: The group discussions are scheduled as follows:

First session:
Second session:
Full Commission (reports of small groups):

~ i - cuss®-—: ™2 uggested topics for discrr—-sion
tisteu 1n this guide relate to the morning’s
presentations. The Chair should use this guide in
any way he/she finds useful; it is by no means
complete. The Chair should decide whether to open
the agenda to additional topics suggested by
participants.

[




Some of the topics that could be addressed include:

T ‘ty A= T T o T T TrTooanne
*Local Intervention/National Intervention

*The Community

*Parsonnel

*Programmatic Options

*What We Need To Know

*Organizing for Implementation

*The Work of the Commission

% & K % ¥ o e

1. cCommunity Action Bites : The Community and Personnel

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

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

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

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

c. What should guide the choice of a site: the size of the
Jewish population; the gquality of the leadership and
organization (e.g. does a 1local comm: sion exist?}

geographic location:; availability of professional staff;
potential funding capacity?

d. Are there specific preferences or suggestions for the first
Community Action Site?



2. Local Intervention/National Intervention

sation takes place '>c-~''v7 - in ~ y schools, . amj in
community centers, in synagogues. However, some activities,
such as training, take place at the national level. Moreover,

national communal organizations deliver services to communities
and funding sources are often national.

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

Questions:

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

3. The Community

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

Questions:
a. What steps are needed to bring about these changes in the
community?
b. How can the Commission intervene to promote effective co-

operation among the various organizations and institutions?

4. Personnel

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

Questions

a. What additional ideas could enhance this approach?



5. Programmatic Options

Many commis 3 ha~ ex; ) ir inter £t in mma ic
options (e.g. 1ntormal education, early childhood, supplementary
schools, college age). The personnel option will deal with some
of these - by virtue of the fact that personnel always works
within a programmatic area. However, this will only respond to

some of the programmatic interests of commissioners.

Questions
a. How should the Commission relate to the programmatic
options (e.g. make programmatic recommendations in the

Commission report; establish an umbrella mechanism that
would assist commissioners in their efforts 1in specific
programmatic areas)?

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

&. What We Need To Know

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

Questiona:

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

b. What do we need to know bhefore the Commission completes its
report? E.g. Must we gather basic data about the community
and personnel before suggesting action?

7. Organizing for Implementation

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



Questions:
a. Who will be responsible for specific local projects?

b, How will we ensure that the goals and standards of the
Commission are maintained?

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

d. Who should be the broker between the national resources and
the 1individuals in communities where projects are
undertaken?

e. What kind of mechanism is needed to orchestrate the

complicated enterprise of Community Action Sites?

8. The Work of the Commission

The original plan for the Commission’s work calls for 2-3
additional meetings in the coming 9-12 months to complete the
work. Significant decisions need to be made.

Questions
a. How should the commissioners be involved in this work?
b. Are task forces required?
c. what should the products of the Comnission be?
d. What kind of report would have the influence on the field of

Jewish education that the Commission seeks?



THE COMMISSION ON JEWISH EDUCATION IN NORTH AMERICA
THE THIRD COMMISSION MEETING

JUNE 14, 1989

B8OME QUESTIONS FOR DISCUSSION

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

1. Community Action Sites : The Community and Persconnel

a. What should be the unit of demonstration?

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

c. What shculd guide the choice of a site?

gd. Are there specific preferences or suggestions for the first

Community Action Site?

2. Local Intervention/National Intervention

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

3. The Community

a. What steps are needed to bring about these changes in the
community?
b. How can the Commission intervene to promote effective co-

operation among the various organizations and institutions?

4. Perscnnel

a. What additional ideas could enhance this approach?



5.

6.

a.

b.

7.

a.

Programmatic Options

F w sho e L 1 re e to the p »3 wmma ic
options?

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

What We Need To EKnow

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

What do we need to know before the Commission completes its
report?

Oorganizing for Implementation
Who will be responsible for specific local projects?

How will we ensure that the goals and standards of the
Commission are maintained?

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

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

What kind of mechanism is needed to orchestrate the
complicated enterprise of Community Action Sites?

The Work of the Commission

How should the commissioners be involved in this work?
Are task forces required?
What should the products of the Commission be?

What kind of report would have the influence on the field of
Jewish education that the Commission seeks?
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Issues for MI-NA meeting of 6/6

The meeting of the 14th

** The presentations:

Integrated Fox/Hochstein 20-30 minutes presentation with

overhead slides. [T called H.U.C. Gottschalk’s secretary was
surprised to hear that we need an overhead projector. She said
she’d take care of it. I have a date with her next Monday to

lock at the place from the angle of the presentation. It may be
useful to call her to make sure.)

** Do we want to commit ourselves to task forces?
If yes - to which :

a. Personnel

b. Community

c. The Mechanism

d. Community Action Sites

(I would suggest you start with the first two. tc" and 4"
require staffing work of the kind we will have great difficulty
doing BEFORE some more preparation on these topics is done. "a"
and "b" can be linked to the papers to be commissioned - and we
have knowledgeable commissioners that could head these)

* The small group meetings - how they will work:

assign reporter

prepare sufficient quantities of materials (we’ll have to
duplicate in NY?)

have writing materials: paper and pencils for the small groups

the role of staff: to provide data when needed. To shut up and

be supportive of chair.

who reports to the plenary?

how is the report prepared?

* Re-convening the plenary: a critical moment - reporting and
deciding:

a.The potential boredom of ending with 3 reports and the
frustration of not dealing with them sericusly
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Commission on Jewish Education in North America
Interview Checklist
Commicsioner Assigned to  Scheduled Interviewed Report In
H;;a.h;ka;;;;.. ......;;‘ ..... "."i"“.“""i ....... ....;(......
" Ronald Appleby AN X X X
" pavid Amow SF x X X
" Mandell Berman AN X X X
T Jack Bleler I X X x
T Gharies e st X X x
" John Colman HL2 X X X
" Maurice Corson MLz X % X
" Lester Crown  SF X X X
" David Dubtn aw X X X
" Stuart Etzenstat AN x X
" Joshua Elktn IR X X
Bt evans SF X X X
©lvein Fleld IR X X X
" Max Fisher ML
" ALfred Gotcschalk SF X X X
" Arthur Green  JR X X X
" lrving Greemberg ™ X X X
" Joseph Gruss ML
" Robert Hiller HLZ X
" David Hirschhorn ¥ X X X
" carol Ingall IR X X X
© Ludvig Jesselson ML
 Hemry Koschitzky AW X X X
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" Norman Lama Al X x X
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" Peggy Tishoan AIN X X X
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TO: __Morton L. Mandel
LT o

SUBJECT: roLLOW UP TO MAY 25 PLANNING MEETING WITH MLX, HLZ,

S e v Gy ey WP D WO A% RD oA Wt b

OM; Na DATE:__23/26/89

U1 PAS Toal sl PLANT LUCATION

QIPASTUAT MY S ANT LOCAY(MN Y R MEMO OF:

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

10;00 - 10:30 a.m, Ot;an;ltlon to the day and comments - MLM
10:30 - 12:30 p.m. Session 1 - small groups

12:30 - 1:30 p.m. Lunch -~ entire group

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

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

Staff would mako briof presontations on personnel and community te small
groups, followed by discussion,

We faxed this schedule to Scywour and Annette shortly after our meating, This
morning, Hank Zucker and I spoke with Seymour and Annette. They foel that
there is a need for a content-oriented presentacion at the inicial plenary
session, This, according to Seymour and Annette, will help set the tono for
the small group meetings.

The following suggested agenda is a result of our conversation with them:

10:00 - 10:20 a,m, Qrfientarign to the day and comments - HMLM

10:20 - 10:40 a.m. Pre lon by efrher Fox or Hochstein on progress
report. This presentation would, in effect, bo an
executive summary of the written material and
incorporate comments on community as well as
personnel, Presontation will also link enabling
options to programmatic options by putting foruard
accual fllustrations of how all of cthis migh
on the local level.

10:40 - 10:50 a.m. Questions for clarification

11:00 - 12:30 p.n, Session 1 - small groups

12:30 - 1:30 p.m. Lunch - entire group

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

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

Nivar Tarah . Catrrenhatt
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? M -
Hank and I feel comfortabl with this iteration. It serves ac a compromise AfLL
and, for the most part, balances small groups with the plenary sessfons. You
were right, each time we meet on the agenda it changes. Could you give me your or.

thoughts as soon as possible so I can communicate your thinking to Seymour and
Annectte,

I am also attaching to this memo, the firec draft of the marerial chat Seymour

and Annette are working on. They emphasize strongly that this is work in

progress for the report to commissioners and that {t has, even since we b,(

recoived it, been rewritten and they are expecting further rewrites. In any

event, it provides us with an opportunity to make any critical comments at this d,p

point in time that could still influence thelr thinking and writing. %
!

 If you wish, 1 would be happy to take any comments you have, add them to J

comments from Hank, Ginny, and myself and pass them on to Seymour., I will

awvait your feedback on bosth the written material as well as t : proposed ’(JU-

agenda,



THE COMMISSION ON JEWISH EDUCATION IN NORTH AMERICA
THE THIRD COMMISSION MEETING

JUNE 14, 1989

SOME QUESTIONS FOR DISCUSSION

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

1. Community Action Sites : The Community and Personnel
a. What should be the unit of demonstration?

b. Should there be one or more Community Action Sites?
c. What should guide the choice of a site?

d. Are there specific preferences or suggestions for the first
Community Action Site?

2. Local Intervention/National Intervention

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

3. The Community

a. What steps are needed to bring about these changes in the
community?

b. How can the Commission intervene to promote effective co-
operation among the various organizations and institutions?

4, Personnel

a. What additional ideas could enhance this approach?



5. Programmatic Options

a. How should the Commission relate to the programmatic
options?

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

6. What We Need To Know

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

b. What do we need to know before the Commission completes its
report?

7. Organizing for Implementation
a. Who will be responsible for specific local projects?

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

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

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

e. What Xxind of mechanism is needed to orchestrate the
complicated enterprise of Community Action Sites?

8. The Work of the Commission

a. How should the commissioners be involved in this work?
b. Are task forces required?

€. What should the products of the Commission be?

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



10:05 AM

THE THIRD MEETING OF THE COMMISSION
FPRESENTATICN

Ladies and Gentlemen,

Two major questions emerged from the last Commission meeting and
from the subsequent consultation with many among you and with
other experts:

Assuming that the Commission has decided to put Personnel and the
Community at the center of its agenda do we know if anvthing can
be done to bring about significant change -- to have the kind of

impact this Commission wants to have on the lives and life-styles
of children and of their families?

In other words when it comes to the Community and to Personnel:

Are there ideas about what could be dona?

And if yes - do we know how to translate these into actions?

What strategies are available to implement change?

These are the questions that will be addressed here in the coming
moments.

* * Kk * Kk Kk Kk Kk Xx k Kk k & ¥

# Today is the third of Meeting of this Commission. [graph 1]
On August 1: Multiple suggestions were made.
Ideas and programs were offered for discussion.

On December 13: The focus was narrowed to 26 options and the
Commission took the following decisions : 'l'o Focus first on
personnel and the community: They are pre-conditions to
bringing about significant change in all programmatic areas. At
the same time much interest was expressed in programmatic
options.

Today, June 14 the agenda includes two major issues:
What can be done about personnel and the community - are there
ideas
How should it be done - what straaategghould be puursued.
In other words:
what to do;
How to do it

[What to do]



We are quite encouraged : During the past six months -since the
last meeting, the staff spent time creating an informal inventory
of ideas. We spoke to people in the field, to practitioners and
theoreticians. [Blide #2 ] There are large numbers of ideas
about what to do: some have been implemented and are working,
some have been tried. Some could be viewed as best practice in
the field today, others as visions of what Jewish education could
be. All need to be further studied before decision. This slide
illustrates but a small part of the ideas collected. One can
conclude that if anything is lacking, it is certainly not ideas
about what to do.

Before giving examples of some of the possibilities let us
briefly turn to the second question:

% the second question :thow can we do this: how can we know what
ideas to select, :

We asked ourselves what are the possible strategies for action
that this commission could consider?

* A comprehensive national development plan -- e.q.
comprehensive recommendations

* Selected elements -- e.g. salaries; recruitment for
training; personnel for the media, for early childhood,
etc...

* Demonstration Projects

* A mixed possibility : Gradual Implementation plan:
start with the mid-west; start with Communities of
50,000 - 100,000

etc...

* ® * * X

How is one to decide among these possibilities? could we define
the elements, the characteristics, the criteria of a strategy
that would have good chances of bringing about significant
change?

* Characteristics (Elements?) of a strategy: [slide #3 ]
Three major elements of pr™‘cy :
1. Comprehensiveness:

a, personnel has to be dealt with comprehensively:
[slide 4]

If we return to the logic behind the decision to deal with
personnel it started with an analysis of programmatic options:



reacheq the conclusion that in order to improve programs we must
deal wi*' the personnel FOR these programs : Personnel for:

(Media) (Early Childhood) (Israel Programs) (Informal Education)
(Adult Education) (Etc.)]

What is involved in doing this?

By dealing with the elements
Recruitment
Training
Profession-building
Retention

Illustrate why these four are interrelated. Examples: salary:
recruitment; profession building.

b. Perscnnel and the community are interrelated

For personnel to happen we need all the community elements that
you have read in the HLZ paper: leadership, finance, structure,
climate.

How the conditions for creating and maintaining good personnel
must be created by the Community. How serious leadership will
only come if personnel serious.

2. Across the board impact

The commission wants to have more than a marginal impact. It
wants to affect the perscnnel and the community picture across-
the-board:

For that we need : Diffusion of knowledge

and: The strategy must allow a Sustained effort over a
significant period of time [of course duration open to
discussion]

Concreteness -- learn by doing

A third element of policy is that this Commission - from its
onset - wants to have concrete results. This goes together with
the fact that in order to find out what works we have try ideas
out in the field. (Prototype or not?}

Concrete applications - programs - will allow us to learn by
doing. In education - as in all practical fields - one finds out
what works by working it out in the field: planning Trying
Learning Then: Replan, retry, re-learn, etc. The doing will
complement our sources cf knowledge.

As a result of these three elemnents the



4 Btrategy must have a local c¢component :

Much of education takes place locally, in communities,

in educational institutions such as JCC’s, synagogues, schools;
in programs such as Israel; shabbatonim etc.. A local component
will allow to adjust the knowledge to concrete local needs (re-
word!}

5 B8Some elements are continental/international

Training
The contribution of national organizations/institutions
Funding

* * &k Xk & &

These characteristics are in addition to criteria such
as --- feasibility, anticipated impact etc...

k k * % * % k k % * X *

* When we considered what approach cculd address our problem
with these characteristics in mind we reached the conclusion that
the only way to meet these elements is by creating models,
prototypes of what can be in local sites. We recommend therefore
that the commission consider adopting a strategy that will allow to
demonstrate, to develop and to try out solutions to the personnel
and community problems in real-life situations through specific
programs in specific communitices.

After studying the literature, consulting with experts and
commissioners we suggest that the Comrmission consider the
establishment of what the literature calls community action
sites.

Community action sites would be places - an entire community; a
network of institutions; or one major institution -~ where the
best ideas and the best programs in Jewish education would be
initiated in as comprehensive a form as possible. It would be a
site where the ideas and programs that have succeeded, as well as
new ideas and experimental programs, would be undertaken. Other
communities would be able to see what a successful appreocach to
perscennel and community option could be and would be inspired to
apply the lessons learned in their own community.

Such a program - if successful, would have many advantages. It
would be visible - tangible (show what J.Ed could be) It would
invite 1local initiative and ownership, it would allow to
translate visions into practice and to bring many best-practice
into one site.



ThlS brlnqs us back to the first question: are there ideas? or
" ° co "d happen in commu  °““y actlon sites

I have asked professor Fox tec take 3-4 program areas and show how
dealing with perosnnel and the community could affect these
areas. What we would like to hear in the next ten minutes are a
few illustrations of things that might happen in a commuity
action site - using some of the ideas and the best practice that
we have collected over the past 6 months.

[slide 5]
(description + reaction and implications)

Professor Fox the suplementary school is perhaps the most
troubled large programs of Jewish Education in north america. So
much so that we have heard voices asking that it not be dealt
with. On the other hand there are some examples of very
succesful supplementary schools - and close to 300,000 children
are enrcled in suplementary schools now. Could you 1illustrate
what could be done with gualified personnel to revitalize the
supplementary school in a community action site?

Example 1

The Supplementary School
Data and quality: part time personnel
Cannot give up

Problems: Personnel - Content

What could happen if staff recruited and trained for full-time
jobs:

Integrated program - israel trips, shabbatonim, camps (same
staff)
[Mention day-school teachers : upgrade and train more. Begin

setting standards. ]

Also systematic thinking-attack on the problem.

Example 2

Building up the training capacity

data: pitiful numbers in training re-needs. So what are some of
the ideas re-training in Community Action Site.

Let us imagine:

All training needs identified:

In-service -

Pre-service (projections for the future)

There is no/yes local college; there is no/yes university.



Invite one of the major institutions of Higher Jewish Learning to
ur 0~ the planning and carrying out of training for all
eaucators: what they could do.

But their own staff too small. So:

Short term : borrow; recruit existing pools

Build faculty =-- get interim faculty for immediate work

Summary: Build-yourself while doing Community Action Site:
develop knowledge and expertise through it.
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Say: some examples - suggested by
some tried and successful
all require further further study.

Note : the dearth of data.

Example 3
Early childhood

* great demand

*staff not trained for Jewish education
* Very poor salaries

**[arge potential population

** Key handle for family education

** feeder into other frameworks

** Personnel training

[where is the idea?]

Supposing we learned how to build model programs - how early
childhood could be used for Continuity.

Some if these may be guided by the notion that very positive
emotional experiences is what this age groups needs.

Some families and certain conceptions of j education would see
this as the great opportunity to teach the Hebrew language.
Others will see it as the place to begin those skills of thinking
that are indispensable for a Jewish student who wants to master a
text and its commentaries.

Example 4

Israel Programs
Hypothesis re-the value of Israel programs - as is and if
improved:

Imagine: all 16-17 year olds to Israel trip



Programs developed. Their impact on JCC on day-schools, on
supplementary schools,

Funding
Per-Capita cost [what is it? 50feds-50 jafi XX parent XX-school]
Savings plan

Example 5.

Building the Profession
Interestingly enough as we were simulating cas we began to
realize some of the ways in which we would in fact be

contributing a great deal to profession-building.

All along we have claimed that building the profession is central
to possibilities of success: no recruitment unless profession

1. €AS -~ if built and if sufficiently comprehensive -- lot of new
jobs. If introduce best-practice end enough full-time jobs and
new jobs you raise salaries.

New jobs = new full-time positions
= mobility in the profession
= more networking and interrelationship
= specialization and new knowledge

(use some - not all)

E.g.:

if early childhood viewed as great resource for Jewish
education, as handle for family education, as feeder for other
institutions Need people whose responsibility is this.

Full time positions for supplementary school

Won’t be able to avoid special education in comprehensive dealing
with a Community’s personnel needs

Use examples from the other ideas suggested

Lead teacher: educational leader ~ specialist in some area of
education. Guide, encourage, inspire new people coming into the
field; do that for the para-professionals.

2. If introduce systematic and serious training you are creating
standards -- also relates to salaries

k k& * &k * * * K * *h %

Thank you

In this presentation we are able to light but a part of the whole
picture: we have recommended a strategy - the community action
sites - and have tried to briefly illustrate things that might be
done in such sites.



The reason we have chosen to deal today with Community Action
(. rather than with any of the many other possible n 3 - S
aiscussion (eg personnel, teh community etc..) is that we have
received through our interviews with many of you the strong

message that the time has come to decide on policies for action.
In order to move ahead in this direction there are a series of
policy decisions that need to be taken now. We would be most
thankful to receive your input and decisions.

Questions include:

[slide 6]

This then is some of what is offered for decision today.

Thank you.



T0: Mort Mandel
FROM: Joe Reimer{(6/11/89)

RE: Proposal on the flnal report.

1., Why a final report?

It seems axlomatic that Commissions end by issuing a final
report. Yet final reports can become problematic if they become the
product of a Commission and, after absorbing much time and energy,
end up sitting on a shelf.

We have agreed that will not be the case with this Commission.,
Commissioners and policy advisors alike have said that the success of
the Commiszion will depend on the action or implementation that it
sets into motion. Among ourselves we have considered creating an
implementation mechanism to assure that the Commission not become an
end in itself, but the beginning of process of bringing about
aystemic change in the field.

Given our commitment to implementation, what is the role of the
final report? Need it be anything more than a short rationale and
Justification for the implementation chesen? What legitimate
purposes would be served by decliding to !nvest time and energy in
more extensive writing project when our focus is on lmplementatien?

I propose a different conception of the final report that will
fit our focus on implementation and yet justify an investment in a
sustained effort to think hard and write well about the outstanding

issues In the fleld of Jewish education.



2. “~2ding a roadmap

There are some haslc azzumptlons that we have agreed will gnide
our implementation efforts. These include:

1. Seeing Jewish education as a means for securing Jewish continuity
in North America,

2. Appreoaching change in the field through the two pivotal focii of
personnel and community,

3. Worklng with existing organizations to help them to rise to their
full potential,.

4. Working with the local community by involving its organizations
in a partnership with appropriate naticnal agencies.

These assumptions will direct the implementation of{forts; yet
they themselves are filled with ambiguity. Do we as yet really
understand how Jewich educatlion may best contribute tn Jewish
continulty? Do we know who are the personnel in the field, how they
operate and how the guality of their work may be improved? Are we
clear on what is the potential of existing :nstitutions - such as the
centers for training - and how that potentlal can be actlvated? Do
we understand how the variety of organizatlons Invested in Jewlah
education can work together to maximize efficiency rather than
working in isolation or disjunction?

Cur workiy , asaumptiones are powerful cnte Into the fleld of
Jewish education; yet we are =still working with a blurry roadmap.' e
For our implementation efforts to be more effective it will be
essential to draw a clearer, sharper map of the field.

3. A team to draw the map

Perhaps there is no such existing map becanse there is no center
or team in North America to draw the map. We lack a North American
Center for research in Jewish education, and feel the lack whon
confronting the paucity of data and lack of clarity. But we do have
a number of capabhle rescarchers, spread though they are throughout

the contlinent.
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A contrlbutlion the Commission could immediately make to the
field of Jewish education would be to bring together some of the best
researxchers in the field to work on the very issues we need
clarlfled to begin effectlve implementation. Wwhile in a short period
of time they could not expand our data base, they could@ in six months
review the exlisting data, order it, put it in perspective, and above
all, point to what we need to know to move forward with effective
implementatlon. Thelr task would not be to offer answers, hut to
clear away the brush and suggest where the paths of maximal
investment mlght lle.

In this conception a clearer road map would emerge {rom the
researchers'efforts to present In several clearly written papers a
portrait of the field as it currently exists with its strengths and
weaknesses. Special attention will be given to the pivotal issues of
personnel and community and the crucial link between Jewish education
and Jewish continuity. These papers, to he completed by February,
1990, could form the basis for writing a final report which would be
truly oriented to implementation beccause it would itself contain a
clearer map of the fleld.

4., How the team will operate

The proposed team would operate in the following manner.

o

1. A team leader would be appointed. His tasks would be to assemble
the team, convey the charge from the Commission, work with
the team members on their indlvidual papers and serve as a
channel of communication between the team and the Commisalon. He
would also anthor one of the papers and take responsibility for
bringing the project to its completion. (T would like to be
considered for this position.)
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2.

Each ¢’ the other researchers would be chosen because of a [ »ven
record of wrliting in an area of Jewish education of |rect
intereat to the Commlsslon. Each resgearcher would be glven one

toplc area and be responsible to devise in consultation with the

team a proposal for how to study the guestions related to that
area.

To assure the quality of the teams work and its relatedness to
the Commission's agenda for implementation, an editorial board
made up of commlssioners and policy advisors will be appointed to
review the proposals for papers. They would forward their
comments and suggestions to the team leader who would work with
the researchers to assure clear understanding and agreement.

The researchers, once thelr proposals were approved, would work
to complete their papers by the end of January, 1990.

The completed papers would be circulated among the editors and
and a group of outside experts for comments and revisions. Once
revised, they could be distributed to all the commissioners for
their comments and serve, In their final form, as a clearer
roadmap to guide both the final report and plans for
inmplementation.

The charges to the team

The researchers would be charged to work on thelr individual

papers In the following four areas:

1.

The connection hetween Jewish education and Jewish continuity.

a. What does the existing research tell us about the effects
of recelving a Jewlish education on a person's continued
commltment to living as a Jew?

b. What are reasonable expectations for how different forms of
Jewish educatlon might contribute to peoples forming positive
commitments to their Jewlshness?

c. How might the different forms of Jewish cducation have to
change to become more effective in influencing people's
comnitments to Jewish living?

Personnel! in Jewlsh education

a. What does the existlng research tell us about who currently
works In the fleld of Jewlsh education, their levels of
training, records of continuity in the field, levels of
compensation and paths of career advancement?

b. What iIs Known about effectlveness of performance? Do we khow
what constitutes effective performance, what contributes tao
its creation and maintenance?




What an accurate picture of the training oassibilities
for Jewish educators today, including pre-service and
continuing education? Do we know how existing training
possibilities can be expanded and improved?

What 1s an accurate plcture of the profession of Jewlsh
education as an umbrella under which educators can pursue
fruitful careers, moving along reasonable ladders of
advancement that allow for increased satisfaction and

compensation? Do we know how gaps In the profession can
best be addressed?

Community: an Institutlonal Analysis

a.

Which are the communal institutions which today play the most
active roles in shaping the fleld of Jewish education?
Historlcally how have cach of the major institutions grown
into lts current role?

What are some of the typical patterns for how these
institutions interact with one ancther to make up the
communal support system for Jewish education?

Who are other major providers of Jewish educational services
who work alongside the major communal institutions?

Is it possible to identify patterns cf Institutional behavlior
which elther tend to stand In the way of or promote effective
delivery of Jewish educational services?

atate of the field

What have been the most salient chances over the past 20
years in the field of Jewlsh educaticn?

In these changes what does the research sugqgest have been the
areas of greatest strength and growt!?

In these changes what does the research suggest have been
the greatest weakness and decline?

What does current expert opinion suggest can possibly be done
to support the areas of growth and reverse the areas of
decline?



Two additlional papers should also be commle=zlioned (from Seymonur

Fox and Annette Hochsteln),

5. A vision for the future of Jewish education

How a Jewlsh school and an Informal setting might ideally look
in the year 2000 if the Commission's plans for Implementatlon were
to be fully realized.

&. A mechanism for lmplementatlion

How the Commission could create a mechanism for implementation
that would best assure that its educational vision and agenda be

zealized.









MEMORANDUM

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

FROM: Morton Mandel
DATE: June 8, 1989

RE: Discussion Groups at June 14 Commission Meeting

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

of group leaders:

Growp A = Group B Croup ©
Chair; Bronfman Ritz Hirschhorm
Co-chair: ' Yanowltz Mintz Berman
Community Resource: Zucker Hoffman Hiller
Personnel Resource: Fox Reimer Hochstein

Enclosed is the discussion guide which has been prepared for your use at
the meeting, These will be distributed to everyone on June l4. I am
sending 1t to you 1n advance CTo help you 1n preparing Lvi the Jday. Thw
suggested toplca relate to the presentations which will be made at the
plenary segsion preceeding the group discussions, This guide is not
intended to limit discussion, but as a starting point.



Commission on Jewish Education in North America

June 14, 1989

e f fon

Tha small group meotings ars {ntended to elicit questions, ideas, and

commentary based on the reports submitted to commissioners and the plenary
discussion preceding these meetings, rather than necessarily to achleve any
consensus. The guide 13 tentative because commissioners may choose te select
subjects to discuss other than those listed, and, of course, not in the
gequence or all of those listed, However, we ussume that these subjeots will
be germane to our deliberations.

1.

i : and

This Commission wanta to bring about significant change in the impact of
Jewish education for its own sake and for purposes of strengthening Jewish
continuity in North America., The Commission has decided to begin by
dealing with the areas of the community and personnel, The suggestion at
hand 1{s to start the process of change--particularly in the area of
personnel--through one or more demonstration projects, or what is referred.
to in the progress report as Community Action Sires.

If we choove to devalop Community Action Sites, many questions nesd to be
answered:

&, How flexibla can we be in deciding on the locus of demonstration? A
whole community (e.g., dealing with aducatiomal personnel for all foras
of education in St, Louis); a network of institutions (e.g., Ramsh
Camps); a single institutfon (e.g., & major community day school, a
major community center, a tralning institution)?

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

c. Are there specific suggestions for the first Community Action Site(s)?
d. How baat to gpread the lessons learned of steps that work?

The Community

The Community emphasis aims to change the climate regarding Jewish
education; at bringing strong leadership into central roles in Jewish
education; at raising the place of Jewish education on the communal agenda;
at generating additional funding.
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b, Should the muission intervene to promote effective cooperation among
the various organizations and institutions, and 1f so, how?

In the progress report and presentation, specific ideas were suggested for
addressing the shortage of qualified persommel In all areag of Jewish
education by dealing comprehsnsively with the issues of recruitment,
training, profession-building and retantionm.

a. What ars your views about how to make this approach effactive--or do
you have other ideas on development of personnel?

- Bringing Personnel and Community to Bea~ 't ** “° g or Strengthening
ecific Pro

Many commissioners have exprassed their interest in programmatic options
(e.g., informal education, early childhoed, supplementary schocls, college
age). The personnel affort will deal with some of these--by virtue of the
fact that personnel always works within programmatic areas, However, this
will respond only to some of the programmatic interests of commissioners.

8. How should the Gommission relats the personnel and community directions
to programmatic interests (e.g., make programmatic recommendations in
the Commission report; establish an umbrella mechanism that would
asslst comelssioners in their efforts in specific programmatic areas)?

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

Relacing Local a al t

Working on the local scene will require the involvement and assistance of
the nationgl or~inizations and training institutions. Local efforts will
not reach thei: iJull potential unless supported by the expertise of the
national institutions and organizations,

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

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

b. Should there be a "broker" between the national resources and the
individuals in communities where projects are undertaken?



Page 3

What Date-"athering and Regearch Do We Need?

Our data on Jewish educaetion are limited. ILittle work hag been done to
provide the knowladge and information upon which to base decisions. We
have scanty data about the state of the flald, about issues ranging from
the number of teachera there are, thae kind of training they have, total
enitollment and the cost of Jewish education, to issues such as "what works
in Jewish aducation” or "what works better" or "what should a Jewish
teacher know."

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

b. What information must we hava, that we do not have now, before the
Commigsion cempletes its report?

. How Do_Ye Move from the Gosmigsion to Implementation?

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

a. Who should be responsible for follow-through?

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

¢, Who will see to it that successful endeavors are brought to the
attention of other communities and that successful ideas are diffused
throughout the fleld?

d, What kind of mechanism 1s needsd to orchestrate the complicated
euntarprlaun of Communitly Aotion Sites?






Questions — Decisions

Unit of demonstration?
Haqw many Community Action Sites?

Criteria for Sites?

Local and national level? |

Research needed? /
Responsibillity for local projects?

Maintain goals and standards?

Ditfusion ?

Broker between national resources and projects?

Orchestrate the enterprise?



Personnel

as an Enabling Option

|

I

A0 IO ORI O

|

Supplementary School
Israel Programs

Day School

Adult Education

Media
Informal Education

Early Childhood

Personnel

Recruitment
Training
Profession Building
Retention



WDIBAS

recruit day school graduates
national pension fund

seminars in Israel

networks of collegiality

vision of Jewish education at its best
recruit Judaic studies majors

consortia of training institutions

professors from schools of education training Jewish educators

increase salaries

full-time supplementary school teachers
community norms for educational institutions
local commissions on Jewish continuity

recruit teachers from general education
recognition of excellence

in-service courses on special techniques

JCC staff seminars in Israel

scholarships to attend professional conferences
new positions for professors of Jewish education
outstanding practitioners teaching in training institutions
improve benefits

increase funding for educational programs
empowerment of teachers

recruit camp graduates
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Commission on Jewish Education in North America

June 14, 1989

Gu £

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

anmmantary herad An tha sapavie suhmittrad +n cnomiselanaras and *ha planory
discussion preceding these meetings, rather than necessarily to achieve any
consensus, The guids 1a tentative because comulssioners may choosze to select
subjects to discuss other than those listed, and, of course, not in the
sequenca or all of those listed. However, we assume that these subjects will

be germane to our deliberations.

l. Go ction Sitex: Demo

This Commission wants to bring about significant change in the impact of
Jawish education for its own sake and for purposes of strengthening Jewish
continuity in North America. The Commission has decided to begin by
dealing with the areas of the community and personnel., The auggestion‘at
hand {5 to start the process of change--particularly in the area of

personnel--through one or more demonstration projects, or what is referred

to in the progress report as Community Action Sites.
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Draft - 6/7/89 - Page 2

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

answared:

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

major comrunity center, a training institution)?

b, What should guide the cholce of a community: the size of the Jewish
population; the quality of the leadership and organization (e.g., does
a local commission exist?) geographic location; availabilicy of

professional staff; potential funding capacicy?
¢. Are there specific suggestions for the first Communicy Action Site(s)?

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

2, The Community

The Community emphasis aims to change the climata regarding Jewish
education; at bringing strong leadership into cencral roles in Jeswish
aducation; at raieing the place of Jewish education on the communal agenda;

at generating additional funding,
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Draft - 6/7/89 - Page 3

a. What steps ara nieeded to bring about these changes in the community?

b. Should the Commission intervene to promote effective cooperation among

the various organizations and institutions, and if so, how?

In the progress report and presentation, specific ideas were suggested for
addresgsing the shortage of qualified peraonnel in all areas of Jewish
education by dealing comprehensively wich che issues of recruitment,

training, profession-building and retention,

a. What are your views about how to make this approach effeotive--or do

you have other ideas on davelopment of personnal?

4. ringi Parrgnnne n ™ 0 Rear on Mountipg or Strenpgthening

Specific Programs

Hany commissioners have expressed their interest in programmacic optioﬁs

(e.g., informal education, early childhood, supplementary schools, college
age). The personnel effort will deal with some of these--by virtue of the
fact that personnel always works within programmatic areas. However, this

will respond only to some of the programmatic Interesta of commissioners.
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a. How should the Commission relate cthe personnel and community diractions
to programmatic interests {e.g., make programmatic recocmmendations in
the Commission report; establish an umbrella mechanism that would

assist commisaloners in their efforts in specific programmatic areas)?

b. What should the outcome of the Gommission's work be in programmatic

areoas?

FAurartan takea nlara Torallyesin day schonle. in campa. in community

LOlILSL3 ), AL o JLUARVEWDD . MEHDYRL,; VY Suvifluded ) wsewll WMe ekl it

place at the national level. Moreover, nacional communal organizations

deli{ver services to communities and funding sources are often national.

Experience ghows that programs originating at the national level (top-down

prvgraus) saw wiiou luoffovilve luvall). Cu Ll other hand, pregrawms

initiated locally could benefit from the expertise and resourcas of

national frameworks.
6. at Data- and Rasea
Our data on Jewish education are limited, Licttle work has been done to

provide the knowledge and information upon which to basa decisions. Wa

have scanty data about the state of the field, about issues ranging from



JUN B 'B9 7:56 PREMIER CORP PRGE. t4

Draft - 6/7/89 - Paga 5

the number of teachers chere are, the kind of training they have, total
enrallment and the coszt of Jewish aducation, to igsues such as "what works
in Jewish education” or "what works better™ or "what should a Jewish

teaacher know."

4. What should the Commission do to increase the knowledge we have about

Jewish education in Nerth America?

b, What information must we have, that we do not have now, before the

Comnissivn completes its raport?
7. How Do W v 0 mplementation?

A strong consensus seems to be emerging that the Commission should end its
work with more than a report, with some form of implementation,
Supgestions have been made that some mechaniem should be charged with

implementation of the Commission's action recommendaticns.
a. Who should be responsible for follow-through?

b. How can we enszure that the goals and standards of the Commisslon are

maintained?

¢. Who will see to it that succeasnful endeavora are brought to the
attention of other communities and that successful ideas are diffused

throughout the f£ield?
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Should there be a "broker" betwsen the natlional regsources and the

individuals In communitias where projects are undertaken?

What kind of mechanism fs neaded to orchestrate the complicated

enterprise of Commumnity Action Sites?
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Dear Hank,

I lock forward to speaking to you today at 11 A.M. Cleveland time

- I will initiate the call.

We had a very important meeting with the Federation Planners
yesterday. The meeting took place at the Melton Center of the
Hebrew University. 48 people attended and we were given two
hours to discuss the Commission. Much interest was expressed in

the work and the response was generally positive and encouraging.

However the overwhelming message was that the Commission had
neglected to communicate with the federations and the local
communities. While stating that they want to 1link up with the
Commission, to be informed and inveolved {some - such as Huberman
from L.A and Sipser from Philadelphia - wrote us notes to this
effect), participants warned us time and again that the work of
the Commission is not know in local communities and that this
might backfire at the time of reporting and implementation -
since communities might feel that this is "top~down" program in

which they have no part.

Participants urged that we find ways to inform them regularly of
the work, to receive local response and input, to link up

directly with the existing Commissions.

I want to point out again that the meeting itself and the ideas

of the Commission, were very well received.

Vo oen < " —
j’ e >~L,mn L2 P /L -
J oo o
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Agenda

The following agenda was agreed upon for the June 14 Commission
meeting:

1. Plenary (10 - 11 a.m.)
a. Chairman’s introduction {15 minutes]
b. Progress report (25 minutes)
¢. Discussion [20 minutes]
2. Discussion groups--session 1 (11:00 a.m. - 12:30 p.m.)
Group A--Plenary Room
Chair: Bronfman
Co-Chair: Yanowitz
Group B--Adjoining Room
Chair: Ritz
Co-Chair: Hintz
Group C--Lounge
Chair: Hirschhorn
Co-Chair: Berman
3. Commission lunch--dining roem (12:30 - 1:30 p.m.)
4. Discussion groups--session 2 (1:30 - 2:30 p.m.)
5. Plenary session (2:30 - 4:00 p.m.)
a. Summary - question and answer

b. Concluding comment--Dr, aAlfred Gottschalk

Briefing of Chairs and Ce-Chairs

A document entitled "Some Questions for Discussion" was reviewed and
revisions were recommended. It was agreed that HDS would redraft the
document to include an introductory paragraph, a list of proposed
questions, and some explanation of each question. This document is
to be distributed to each participant in a group discussion and, with
a cover sheet, to each group chair and co-chair. The issues to be
included are:

1. Buggested approach to the communicty
2. Suggested approach to personnel
3. How do personnel and community serve programs?

4. Relationship between local and national action
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5. Community action sites: demonstratioen and diffusion
6., Whart data gathering and research do we need?
/. How might we move from the Commission to implementation?

MIM's Intreductory Remarks

In serring the tone for the day, MLM's introductory remarks should
include the following points:

1. Confirm that improving conditions in the areas of personnel and
community is a pre-condition to enhancing our ability to deal
with programs.

2. We expect that one outcome of the Commission will be to help set
an agenda for philanthropy in Jewish cducation for the next
decade. We anticipate generating a list of ideas and taking the
first steps toward implementing them.

3. The background materials prepared for this meeting represent
where we are in the areas of personnel and community at this
time. The document reflects interviews held with virtually all
commissioners. It is our intent to do a rewrite based on the
ideas expressed at today's meetirg. The next step is a fuller
paper on the subject.

4, Commissioners have cnecouraged us to move toward demonstration and

implementation. [Perhaps bv the end of the meeting we will have
reached consensus to proceed in these areas.]

Assignment to Discussion CGroups

Assignments were made to the discussion groups as follows:

Group A Group B Group C
Chair: Bronfman Ritz Hirschhorn
Co-Chair: Yanowitz Mincz Berman
Community: Zucker Hoffman Hiller
Personnel: Fox Reimer Hochstein
Colman Arnow Ackerman
Elkin *Eizenstat Bicler
Evans Green Corson
Gottschalk Ingall Field
Maryles Lainer Greenberg
Pollack Lee Lamm
Rosenthal Lookstein Lipset
Shapiro Ratner *Loup
Tishman Schorsch Melton
Twersky Schiff

* We have since learned that they will nor be attending.
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The chairs and co-chairs of the three groups will be seated at cthe
"head table."” During the 2:30 to 4:00 p.m. plenum, each chair will
be asked to report on the suggestions and questions raised in his
group and will offer members of the group an opportunity to add anv
points. All three reports will be made before any discussion is
held,

Agenda for June 13 and June 15 Senior Policy Advisor's Meetings

At the 1:30 p.m. meeting on Tuesday, June 13 at HUC, Senior Policy
Advisors will be asked to discuss the following:

A. Detailed review of June l4 agenda
B. Desired outcomes of meeting
€. Assignment of Policy Advisors to discussion groups

At the meeting of Senior Poliey Advisors scheduled for 8:30 a.m. on
Thursday, June 15, at JUB, the agenda will include the following:

A, Did we achieve desired outcomes?
B. A discussion of next steps to include review of a paper to be

prepared by JR detailing proposals for the commissioning of papers
for a final report.

C. What are the nutcomes we want to achiasve by June, 19907
1. What will it take to accomplish these outcomes?
2. What is the order of impertance of these desired outcomes?
3. Which should we pursue?

Manapement Team

It was suggested that the Planning Group and Steering Committee be
merged. Members of this single group are to include the following:
Morton L. Mandel, Chairman, Seymour Fox, Annette Hochstein, Stephen
Hoffman, Virginia Levi (Sec'y), Arthur Naparstek, Joseph Reimer, Herman
Stein, Henry L. Zucker,

This group, to be called the Commission Steering Committee, will meet
every three to four weeks. A schedule was set through September as
follows:

Wednesday, July 5, 1:30 - 5:00 p.m.

Tuesday, August 8, 1:30 - 5:00 p.m.

Tuesday, September 5, 1:30 - 5:00 p.m,
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4500 Euclid Avenuc
Cleveland, QOhio 44103
216/391.8300

June 2, 1989

Professor Seymour Fox
The Jerusalem Fellows
22A Hactzfira Street
Jerusalam, Israel 93132

Dear Seymour:

I am plessed to encloge background materials for the meeting of
the Commission on June 14. Included are a brief executive
summary, & progress report and two appendices., I hope that you
will find them helpful.

The issues we will be discussing are complex, Therefore, we are
planning the meeting in a way that will make it possible for us

to benefit from tha thinking and ideas of our entire group, We

hava struatured the day te provide & balance batween meetings of
the Commission as & vhole, and smaller group meetingas to permit

a more extensive exchange of 1deas.

I look forward to seelng you on June l4th. Please remember that
we are scheduled to meet at the New York City headquarcters of
the Hebrew Union College, One West 4th Street (between Broadway
and Marcer, one block east of Washington Square) from 9:30 &.m,
to 4:00 p.m.

Warmeat regards,

Mo T

Morten L, Mandal
Chairman

Enclosures
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June 2, 1989

1 am sorry that you will be unable to attend the meeting of the
Commission scheduled for June 1l4. In order to keep you updated,
I am pleased to enclose background materials for that meeting.
These include a brief executive summary, a progress report and
two appendices. I hope that you will find them of interast,

If you have any comments on these documents, please feel free to
relay them to our study director, Art Naparstek (216-391-8300),
prior to the meeting 50 we can use your comments during the
meating.

The fourth meeting of the Commission has now been set for
Wednesday, October &, 1989. Flease mark your calendar, and I
hope you will find it possible to be with us. The October
meeting will ba a erucial one.

We will keep you advised of the conclusions reached on June 14
as to next steps for our work, and will be in touch with you
during the summer. I take thia opportunity to send my warmest
regards.

Merton L, Mandel
Chairman

Enclosures
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June 2, 1389

Seymour,

Thank you and Annette for feedback on the news briefs,
1 would like to havae lunch with you and Joe Reimer on
Tueaday, Juae 6th in Cleveland. Joe will be coming in

for the lunch. Can you make it?

Art

17
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Attached are the cover letter gent to all who will attend, the letter to those not

attending, and the two appendices,

Annette, but I thought you'd get the idea from Seymour's.)

(We have a letter addressed to you, also,

Your corrections did arrive in time to be used in place of the earlier versions.

We ugsed your version 1 conclusion.

Also - &4 new interview reports atiached. Any progresa on Esther Leah Ritz report?

s
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NATIV CONSULTANTS - JERUSALEM, ISRAEL
Fax:972-2-699-951
To: Art Naparstek and Ginny Levi
From:Seymour Fox and Annette Hochstein

Date: June 2, 1989

Dear Art and dear Ginny,

1. We hope the materials arrived in good shape and in good time.

2. We attach a memo with some thoughts concerning the suggested
press releases.

3. We think books should be prepared for all the Commissioners -
to be given at the meeting on June 14. We suggest the books
include minimally:

The Progress report with the Zucker and Fox appendices

The List of commissioners

The Minutes of the meeting of December 13.

The Agenda

In addition we suggest that copies of December 13 materials
should be available (at least 10 copies).

Best Regards,



RE: Press Releases on the Commission for CJF, JWB, JESNA
publications '

1. 1In the release for CJF .(first paragraph), is there a reason
why "experiences in 1Israel®" should be mentioned specifically?
Israel programs fall into the category of informal educational
settings '

2. In both the releases for JWB and JESNA, the wording of the
first sentence is misleading:

"JWB/JESNA joined with two other national organizations to form
the Commission . . . ."

It doesn’t say what the other 2 orgs. are and it doesn’t mentiocn
MAF or the fact that MIM convened it.

3. In the JWB release (second paragraph), JWB is called "an
important contributor to the 47-member Commission". I think the
word contributor has monetary connotations - the readers of the
JWB Circle might think that JWB is financing the Commission.

4. Also in the JWB release (second to last paragraph), a rather
wishy-washy statement is attributed to Mr. Mandel:

"JWB . . . provides insight into the informal aspects of Jewish
education.®

MLM knows that JWB doesn’t "provide insights" but, rather,
constitutes perhaps the major setting for informal education.

5. In the JESNA release, the first sentence says "religious,
professional and lay leaders" . I would suggest leaving out the
word "religious" as its intended use and relevance is not clear.
Besides "religious 1leaders" (I assume they mean rabbis,
presidents of denominations, etc.) are either professional or
lay, they aren’t in a category by themselves

6. In all three releases, the focus of the Commission is
described as "support for personnel"® and "the community’s role in
placing a high priority on education®™. I think the former is toc
weak and the latter is too vague. Nowhere is the serious
shortage of qualified personnel mentioned. Rather, there is a



sentence on the top of the seco"” "~ ¢ t ) LG S R & J
moral support to educators. I thnuinx wnat the rformulation about
the enabling options needs to be stronger and more exact, i.e the
goal is to build a profession and the community has to take
responsibility. (The readership of all three of these juournals
can handle those ideas.)

7. An lissue of semantics: In all three releases, towards the
end, it says that the Commission "will be discussing ways to
approach a dual strateqgy . . . " To me that sounds somewhat
redundant. You don’t "approach a strateqy"; you approach a
problem or you develop a strategy for dealing with a problem.

8. ©On the fact sheet, under the heading of focus it says:

"Ultimately, CJENA will offer concrete recommendations for
strengthening Jewish education in all its forms and settings."

Isn’t that a bit too pretentious? It also says that "25 program
areas are being studied". That’s misleading. It sounds like the
Commission is going to come out with a huge, comprehensive report
with all of the answers to everything.
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TO: Annette

FROM: Debbie

DATE: May 31

RE: Press Releases on the Commission for CJF, JWB, JESNA
publications (today’s fax)

1. 1In the release for CJF (first paragraph), is there a reason
why "experiences in Israel”™ should be mentioned specifically?
Israel programs fall into the category of informal educational
settings and are not - at least not at the present - a special
focus of the Commission.

2. In both the releases for JWB and JESNA, the wording of the
first sentence is misleading:

"JWB/JESNA joined with two other national organizations to form
the Commission . . . ."

It doesn’t say what the other 2 orgs. are and it doesn’t mention
MAF or the fact that MILM convened it.

3. In the JWB release (second paragraph), JWB is called "an
important contributor to the 47-member Commission". I think the
word contributor has monetary connhotations - the readers of the

JWB Circle might think that JWB is financing the Commission.

4. Also in the JWB release (second to last paragraph), a rather
wishy-washy statement is attributed to Mr. Mandel:

"JWB . . . pro' 3des insight into the infc al asp :ts £ Jew 1
education."

MLM knows that JWB doesn’t "provide insights" but, rather,
constitutes perhaps the major setting for informal education.

5. In the JESNA release, the first sentence says "religious,
professional and lay leaders" . I would suggest leaving out the
word "religious" as its intended use and relevance is not clear.
Besides "religious 1leaders" (I assume they mean rabbis,
presidents of denominations, etc.) are either professional or
lay, they aren’t in a category by themselves

6. In all three releases, the focus of the Commission is
described as "support for personnel" and "the community’s role in
placing a high priority on education". I think the former is too
weak and the latter is too vaque. Nowhere is the serious
shortage of qualified personnel mentioned. Rather, there is a



sentence on the top of the second page about the community giving
mor s~port to 3 t . I think that tl} fc wlat: 3

the enab.ing optious needs to be stronger and wore exact, 1.e the
goal is to build a profession and the community has to take
responsibility. (The readership of all three of these juournals
can handle those ideas.)

7. An issue of semantics; In all three releases, towards the
end, it says that the Commission "will be discussing ways to
approach a dual strategy . . . ." To me that sounds somewhat
redundant. You don‘t "“approach a strategy"; you approach a
problem or you develop a strategy for dealing with a problem.

8. On the fact sheet, under the heading of focus it says:

"Ultimately, CJENA will offer concrete recommendations for
strengthening Jewish education in all its forms and settings."

Isn’t that a bit too pretentiocus? It also says that "25 program
areas are being studied". That’s misleading. It sounds like the
Commission is going to come out with a huge, comprehensive report
with all of the answers to everything.
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Dear Seymour and Annette,

Thank you for letting us look over your shoulder as you plan for the
june 14 meeting.

I don't know where the discussion has moved to since Sunday but I
hope that my brief reactions will be helpful to the process - somewhere.

1. 1f the point of the learning loop (ii) is to respond to problems,
issues, "act as the fireman” - as {ssues arise then why not say so and
institutionalize that process up and down the tine? Explain it up front. Itis
not unusual for grant making bodies to build in a “reporting-consultative”
process. Each demonstration site should be helped to establish itselfl with a
process that will provide it a “seif -correcting mechanism.” Grant making
groups give not only money but expertise and interventive help.

2. One way to respond to the question of organizing demonstration
sites is to invite new groups to form around this issue. For example, Hillel is
not represented on the Commission but it should be one of the groups
invited to establish demonstration centers. They might do this by a
competition among foundations that can put together a “working community”
related to the local Federation’s Bureau of Education; Hillel student-teachers
internships; the University's graduate schools’ of education, organizational
studies, communications; the local Hebrew college (there are 12 in the U.S.)
and a local Jewish Community Center and Synagoguels). A multi-
organizational “outside-insiders” approach might be another way of
addressing the issue of diffusion, local address, interface etc. It woutd also
address, by exampte, the issue of those that want a list or model for
philanthropy for the next 20 years. It would establish a model for them of
change coming as a result of interfacing communities working together for
systemic change.

3. A repeat of what I said earlier: probably important to include
Rabbis, social workers, and others in developing demonstrations centers by
training, teaching for developing qualified personnet for jewish education
and community leadership. They are potential nay-sayers that have to
brought along.
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May 30, 1989

Mrs, Esther Lash Ritz

929 N. Astor Strest
#2107-8

Milwaukee, Wisconsin 53202

Dear Esther Laah:

1 am pleased that you have agread to chair a group discussion at
the June 14 Commission meeting. Several hours will be devoted
to these groups, making them the principle setting for the day,
Each group will be asked to discuss the enabling options agreed
upon at the December 13 Commission meeting: community and
personnel, From these groups we expact to genarate some
concrete proposals upon which te base the future work of the
Commission.

There will be a discussion gulde prepared for you to follow, and
you will have the assistance of a ce-chalr, staff members to
sarve as resources In the areas of community and personnel, and
a recovrder. I have asked Annette Hochsteln to meet with you
prior to June l4 to fill you in on our general plans for the
day, and to review the dlscusslon guida currently being prepared
for your use,

I look forward to seeing you on June 14, and send my warmest
regards.

Mot

Morton L. Mandel
Chairman

Convened by Mandel Associated Foundations, JWB and JESNA in collaboration with CJF
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Jane 1, 1989
EXBCUTIVE SUMMARY

1. At its mesting on Decenfiier 13, 1988 the Commissdon decided to focus its wouk initialy
" 00 two options.

o To deal with the short

. To‘ieﬂl“ﬁm the $R1s)
for change.

of quh1iﬂcd personnel for Jewish sducutlan; and

ity —its strociures, lcadenship aod Eunding &5 major egeots

X we :Lw/o_’/
2. Tohere was %”M deal with personnel and the community, MI was
&

reoogaived that nabling optlons, pre<conditions for effecting all of the

programmatic options,Atzcqiey Hkely to improve Jewish education in all sarees Some
commissioners remindad us WBas spreamenithat thase srees are in pead of tmprovemanhes
odsted for a long time, 0 ooncorn as to whetber, weyr can be fooad 10
slgnificantly fmprove eth 5{‘3

ssfall

3. Since the meeting on Defiember 13th, g commussioners bave been consilted, sed Fro

key questions have emerged

A Do we koow what shorlll ha dans in tha rg':m nf nargggﬂn} nad 1tha Acnymitnin?

#rr La

Are torefidens?
B. Do we know haw it sbofild be done?
g ore tralegios for implomentation?

4, Throughout the conpuisatiies, idess were proposed by commitsloners and other cxpents,
programs wers brooght 1o oyllattendon by practiioners in the feld, and we weare informed
of current trends and develofinests (u the arees of both pessennel and community,

5, The Commuanity: |

We. learned that g2y igy lofRers of (he communlty are teking a new inierest in Jewish
eication; that cleven comrfiisions o Sewish aducation/Jowish cuntlnidry, coordineted by

CJF, bavs been established @l communltics; that private fonndations suterested lu Jewdzh
aducation gre growing in nuoilier &nd slee, aud moce,
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6. Perscunsl

Cur zspuroption {that
ootupyetensive, that recrnd
be afdressed simmitaneos
Suocersinl; others hizve be
aware of the paucity of 4ag
7. We Jearned that the
Blrategy must involve ther

iKcaling with | perscnned the approach would bave to be
eit, trafidng) retention and professhon-heilding wonld heve to
&2 seinforeed? There are many Infereating &nd promising
s, Some of thess 1dses have been tried 56d are oorsidercd
{formulnted and scem convincing. Howsver, we were also mads
and tbe absence of planned, gystematic efforts,

sonael aod community oplions are Seter-kelated and that any
both, If we hope 1o recntit outstanding people, they will have 10
believe that the communiflis embarking oo & new esa for Jewish edvcation, An infuslon of
dedicated and qualified ghesonnel 1oto the field wil help comvince perents that Jewish
sducation ean meke & diffitrence 1a the lives of thelr children 2od in the Nife-ttyies of their
£ _illes,

8 This texk —bringing aifint change in Qi¢-arcss of persoansl and community —is vist and
complex frd will be difigiult to address at onoe and across-the-board throngbout Morth
Ametice wtunse muchiibf education inkes place o the local level, and because we
recognlve (he importancelf the locel community playing 6 major role in Luitiating idces aod
being lasding pastners @ thel implementation, $t s sugicsted (hat the Commission
covzider sstablisaing s pfihzran o dovelop community setion sites,

9. A ocommunity setion gile oould invples an entirs community, & network of instirutions or
one major institution wighe deas und programs that bave succesded, 25 well as pew idces
end experimental prograflls, would be implemented. If shoosssful, other communitios might
be insplred 4o apply the I@sors learned in communtity action sites to thelr own corrmasities.
10 Working on the Jofl scens will require the imobvement and assiptance of natinnal
instimtions and organie@@ons. Local efforts will not resch thair foll potential withont the
broad and sustained coribution of cxperts an the nations] level A commaaity sction slte
requives both bocal Joltigive and luvolverent, and wetional exportise.

11 As these mutliple o complex issues are belng cossidered, mmny questicns amerge.
How doei one begin toiblan the local inltiatives that will eventually lead to wide-spresd
change? Who will be {38 broker between the national resonrees gnd the ivstitutions and
individuals in the comminities whare projects are undertsken? How can ore hring the best
practice of Jewdsh educliion 1a the warld 1o bear on specific programs? Who will see to it
et sucocsslul cndeavollls are bronght to the atteation of other communitles and that the
Jddess are approprintely Sfused?

There ere some of tifquestions that will be on the sgenda of the Cor—'wgon e it

[P
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ACSIMILE TRANSMISSTION

NATIV CONSULTANTS - JERUSALEM, ISRAEL

Fax:972-2-699-951

To: Art Naparstek and Ginny Levi
From: SFAH

Date: May 31, 1989

Pages: 1

Dear Art and Ginny,

1. Thanks for the many faxes you sent yesterday. We will be
responding as soon as possible. Unfortunately we could not
correct the Executive Summary yesterday since the faxes were sent
later than you expected -- they arrived here about an hour after
we spoke and I could no longer do anything about it - my last
staff person had left.

2. Unfortunately we found two typographical errors in the text.

I suggest that someone insert the corrections (white-out + black
pen should do} :

a. On page 8 item 9: we wrotc "indispensible" - it should be
"indispensable"
b. In the Executive Summary - item 11 - we wrote "mutliple" - it

should of course be "multiple".

3. We have sofar not succeeded in finding someone who is leaving
tonight and could take the amended Executive Summary along. We
will keep trying but unless we inform you otherwise I think it
safe to assume that we won’t be able to send the corrections -
and that you should go ahead with the printing.

4. We are now working on the presentation and will be doing so
for the next few days. Since the discussions must be shaped by
the presentation, we will prepare the discussion guides following
the preparation of the presentation - in time for briefing the
group chairs - but not in time to keep my word that it would be
sent today...0Of course we will fax it to you as soon as we can.

5. Hope the documents will arrive tomorrow. It was good talking
yesterday
yrE
-~
/&

Best Regards, - Cji‘ (-
L y
L (wﬂ ' -~
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MESSAGE:

In reply to your fax about invitation to MI-G:

4, The draft letter 1s perfect as is.

Regards,

Mot

You and Annette are doing outatanding work,

I have no ¢orrections.

I'm very pleased!

I have decided not to invite Chuck Ratner to this next meeting.

it is fine to send a copy of the invitation to Gary Stock and/or Marec Besen.
e Hesmmmie Ulimb L= we % caste OVCD Street (between Fifth Avenue and Madison Avenue).
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May 30, 1989

Mr. David Hirschhorn

The Blaustein Building

P. 0. Box 238

Baltimore, Maryland 21203

Dear David:

I am pleased that you have agreed to chair a group discussion at
tha June 14 Commission meeting. Several hours will be devoted
to these groups, making them the principle setting for the day.
Each group will be asked to discuss the enabling options agreed
upon at the December 13 Commiszion meeting: community and
personnel. From these groups we expect Lo generate some
concrete proposals upon which to base the future work of Lhe
Commission.

There will be a discussfon guide prepared for you to follow, and
you will have the assfstance of a co-chair, staff members to
serve as resources in the areas of community and personnel, and
a recorder. 1 have asked Seymour Fox and Henry Zucker to meet
with you prior to June 14 to fill you in on our general plans
for the day, and to review the discussion gulde currently being
prepared for your use,

I look forward to seeing you on June 14, and send my warmest
regards.

Mo

Morton L. Mandel
Chafrman

Convened by Mandel Avwxciated Foundations, JWB and JESNA in collaboration with CJF






FACSIMILE TRANSMISSTION
NATIV CONSULTANTS - JERUSALEM, ISRAEL
Fax:972~2-699-951
To:Art Naparstek and Ginny Levi
From:Seymour Fox; Annette Hochstein

Date:May 30, 1989

e ———— W e e S — N S S el b T S S S - S .

Hello!
This fax includes the following:

1. a copy of the report sent to you by Federal Express
arrive Thursday a.m. at your office).

The report includes the following (in order):
a. The cover page
b. The Executive Summary

Cc. Table of Content

{should

Please note : the table of content refers to the papers by
Zucker and Fox as appendix 1 an 2. These words (Appendix
l; Appendix 2) should be printed at the top of the

appropriate documents.
d. The progress report

Please note: There are two alternative endings.

In one

version there are 9 pages - in the other 8. The decision
is yours as two which ending to print. Note that page 8 is

different in the two cases.
I HAVE MARKED ON THE FAX : VERSION 1: VERSION 2

2. A suggested text for the accompanying letter to Commissioners.

PLEASE CONFIRM BOTH THIS FAX AND THE MATERIALS - WHEN THEY

ARRIVE. THANKS.

Well, this is it for the time being.

Very Best Regards, CZkAﬁAUkﬁ:::”
1 éL?f/#f



Dear Commissioner,

I am pleased to enclose background materials for the forthcoming
meeting of the Commission on June 14. They include a brief
executive summary, a progress report and two appendices. I trust
that you will find them helpful. I believe that you will
recognize the contribution that was made by the Commissioners

through the interviews and other consultations.

The issues we will be discussing are complex. Therefore, we are
planning the meeting in a way that will make it possible for us
to benefit from the thinking of all commissioners. We have
structured the day so as to offer what I hope will be the proper
balance between meetings of the Commission as a whole and smaller

group meetings, to permit a more extensive exchange of ideas.

I look forward to seeing on June the 14th. DIlease remember that
we are scheduled to meet at [place --~ address --- time] and are

scheduled to meet from...to....

Sincerely Yours,

Morton L. Mandel
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TO:rmmr. Seymour Fox FROM: . DATE:__5/30/89
CERARTMENTPLANT LOCATION IFRARTMENT/BLANT LifE AT R EPLYING T0
w Y Ak YOUR MEMO OF:

SUBJECT:  Travel/Interview Schedule for week of June 5

Tuesday, June 6

Arrive in Cleveland according to your arrangements.

Reservation, 2 nights, Bond Court Hotel = Plan to take van to hotel.
3:00 = 5:00 p.m. =~ Meeting of Commission Steering Camnittee at Prenier

Wednesday, June 7
7:05 a.m. - Cleveland to Baltimore, Piedmont #1107 - arrive 8:12 a.m,

9:30 a.m. = Meeting with Hirschhorn, Hiller, Zucker and Fox
Blaustein Building
Charles & Fayetts St., 24th Floor

12:15 p.m. - Baltimore to-Montreal (stop in Syracuse, no plane change)
Piledmont #1624 - arrive 2:36 p.m

3:30 p.m. - Meeting with Bronfinan (Zucker will not join you)
1170 Peel SEt.
[His sec. would cnly schedule to 5:00, though T said you
might need more time. He has a §:00 meeting, so there may
be some lecway.]

7:05 p.m, - Montreal to Detroit, Northwest #1107 - arrive 8:55 p.m.
9:50 p.m. - Detroit to Cleveland, Northwest #252 - arrive 10:38 p.m.

Cost. of Wed. flights = $502.61; reservations have been made

Thursday, Ji

B8:45 a.m. - Cleveland to Columbus, Continental #4641 = arrive 9:30 a.m,

12:30 p.m. - This ig the time curently set for your meeting with
Mrs. Melton. I arranged this with her husbamxi. I believe
it could probably be ¢hanged, if you wish. Iat me kww
if I ehould do this or if you will.

4:00 p.m. - Columbus to lLaGuardia, USAir §#622 - arrive 5:23 p.m.

Cost of Thurs. flights = $300; reservations have been made.
Do you need reservations at the Roger Smith? Is that where you’re staying?

72762 (8/81) PRINTED IN U.5.4,



TO: Yorton " _M~--g° FHOM:"mﬂ‘Ethgr J, Naparste D..._. 5. _J/89
REPLYING TO

DFEPAGT L MT S ANT LOCATION DEFARTHMENTALANT LOCATION
YOUR MEMO OF:

SUBJECT:  NEWS RELEASES

Attached are draft news releases for submission to CJF Newszbriefs, JWB Circle,
and JESNA Trends. In addition, a draft of an Editor's Fact Sheet to accompany
each release 1s also attached. All are due the first week of June for
publication in mid to late summer.

I would appreciate your reactions to the attached no later than Friday,
June 2. This will provide us with time to make necessary changos and get the
materials in by the deadlines.

1 am also sending these materials to Seymour for his reaction,

EOZELZ DI9EIHON EFO HEO-BEHZ =

TF2T52 (B/81) PRINTED IN L. &



FOR_IMMEDIATE RELEASE Contact:
nay XX, 1989 Virginia Levi
216/391-8300

JEWISH EDUCATION IB FOCUS OF CJF
PARTICIPATION IN NATIONAL COMMISSION

Stepping up an already significant commitment to
placing Jewish education high on the agenda of communal
organizations, CIJF has joined forces with the Commission on
Jewish Education in North America (CJENA). cChaired by
former CJF President Morton L. Mandel, CJENA is exploring
ways to enhance national and local efforts to build the
fleld of Jewish education in formal and informal settings
and through experiences in Israel. "Our goal is to produce
systemic change~~to cause something significant to happen,®
gaid Morton Mandel. "“The Commission has been convened to
produce solid ideas and to gee them through implementation."

The thrust of the Commisegion is Jewish continuity, an
issue of primary importance to the Jowish community. With
eleven Federations engaged in local efforts to strengthen
Jewish continuity through improved Jewish education, and
with the Committee on Jewish cContinuity and Identity already
in place, CJF quickly became an important contributor to the
47- member Commission. Commissioners with strong ties to
local Federations or CJF, including CJF President Mandall
Perman, are working with colleagues in foundati-as, JCC's,
bureaus, seminaries and colleges as CJENA moves toward its
goal of defining new initjatives for action.

Now reaching the mid-point in its projected 2 year time
frame, Commission members have identified more than two
dozen program areas which offer significant opportunities
for improvement in Jewish education. Of ﬁhese. they have
focused on two major areas where coordinated effort can
create the climate Jewish education needs to move forward.
One is support for personnel; the other is community and its
role in placing a high priority on education.

--more~-—






FOR _IMMEDIATE RELEASE Contact:
May xx, 1989 Virginia Levi

216/391-8300

EDUCATION AB A COMMUNITY CONCERN
INVOLVES JWB IN NATIONAL COMMIBSEION

Moving to expand the agenda for communhity-based Jewish
education, JWB last year joined with two other naticnal
organizations to form the Commission on Jewish Education in
North America (CJENA). Chaired by former JWB President
Morton L. Mandel, CJENA is exploring ways to enhance
national and local efforts to build the field of Jewish
education: not only classroom instruction but all the
settings in which learning takes place--within the family
circle, at camps and community centers, through print and
electronic media, and through experiences in Israel. “Our
hope is to produce systemic change-~to cause something
significant to happen," said Morton Mandel. "The Commission
has been convenad to produce solid ideas and to see them
through implemenfation.“

A broad perspective on how education takes place in
informal settings has made JWB an important contributor to
the 47-member Commission. Commissioners closely associated
with the Jewish community center movement, including JWB
President Donald R. Mintz, are working with colleagues in

Tederationsa, foundations, cominaries and collegyes as CIENA
moves toward its goal of defining new initiatives for
action. "The Commission is timely and necessary," said
Donald Mintz. “We represent many diverse organizations. We
are, by our pluralistic nature, in a position to deal with
the growing threats to Jewish pluralism."

Now reaching the mid-point in its projected 2 year time
frame, Commission members have identified more than two
dozen program areas which offer significant opportunities
for improvement in Jewish education. O©Of these, they have
focused on two major areas where coordinated effort can
create the climate Jewish education needs to move forward.
One is supgort for personnel; the other is community and its

-~more—-
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role in placing a high priority on educatjon,

The Commission has “: " that su - °. approaches to
issues of personnel are closely connected to the readiness
of local communities to provide both moral and financial
support to educators. "The broad-based improvement we need
in Jewish education cannot happen without attentjion to
people, the condjtions of work, training, compensation,
benefits and professjonal advancement opportunities of
people who work in the field," said Mr. Mandel. A major
direction for the coming months is ldentifying ways to
encourage leaders in synagogues, Federations, bureaus,
foundations and JCC's and YM-YWHA's to place a high priority
on Jewish education in their home cities.

"This joint emphasis on personnel and community really
captures the nature of the challenge,* said Mr. Mandel.
"Personnel 1s a national concern but local community
leaderchip is essential to addressing it. JWB not only
operates on both levels, local and continental, but also
provides insight into the informal aspects of Jewish
education.” In the future, CJENA will be discussing ways to
approach a dual strategy of building community leadership
and developing personnel initiatives,

CJENA is supported by the Mandel Associated
Foundatione, in cooperation with JWB and the Jewish
Education Service of North America (JESNA), and in
collaboration with CJF,

I



FOR IMMEDIATE RELEASE Contact:
May xx, 1989 Virginia Levi
216/391-8300

JEWISH EDUCATION IN THE LOCAL COMMUNITY
TAXKES ON A CONTINENTAL GCOPE

At a time when religious, professional and lay leaders

are asking what more they can do to help Jewish education,
JESNA has joined with two other national organizations to
form the Commission on Jewish Education in North America
(CJENA)., Headed by Morton L. Mandel, Chairman of the Mandel
Associated Foundations, CJENA is exploring ways to enhance
national and local efforts ta build the field of Jewish
education: in all settings in which learning takes place--
within the family c¢irele, in the classroom, at camps and
community centers, through print and electronic media, and
through experiences in Israel. "Our hope is to produce
systemic change=-to cause something significant to happen,”
said Morton Mandel. "The Commission has been convened to
produce solid ideas and to see them through implementation.*

The thrust of the Commission is Jewish continuity, an
issue of primary importance to the Jewish community. The
47-member Commission brings together Jewish leaders from a
diversity of settings, both local and national in scope, to
focus on practical needs for improvement. Commissioners
directly involved in Jewish edu ition, ir_luding JESNA
President Pennett Yanowitz and Vice President Mark Lainer,
are working with colleagues in religious institutions,
Federations, foundations, bureaus and JCC's as CJENA moves
toward its goal of defining new initiatives for action.

Now reaching the mid-point of its projected 2 year time
frame, Commission members have identified more than two
dozen program areas which offer significant opportunities
for improvement in Jewish education. ©Of these, they have
focused on two major areas where coordinated effort can
create the climate Jewish education needs to move forward.
One is support for personnel; the other is community and its

--more-—-



role in placing a high priority on education.

The Commission has found that successful approaches to
issues of personnel are closely connected to the readiness
of local communities to provide both moral and financlal
support to educators. "“The broad-based improvement we need
in Jewish education cannot happen without attention to
people, the conditions of work, training, compensation,
benefits and professional advancement opportunities of
people who work in the field," said Mr. Mandel. A major
direction for the coming months is identifying ways to
encourage leaders in Federations, bureaus, foundations,
synagogues and JCC's to place a high priority on Jewish
education in their home citles.

"This joint emphasis on personnel and community really
captures the nature of the challenge,” said Mr. Mandel.
"Personnel is a national concern but local community
leadership is essantlal to addressing it. JESNA and other
organizations with strong community ties and continental
perspectives can contribute to strategies that work at both
levaels.” 1In the future, CJENA will be discussing ways to
approach a dual strategy of building community leadership
and developing personnel initiatives.

CJENA is supported by the Mandel Associated
Foundations, in cooperation with JWB and the Jewish
Education Service of North America, and in collaboration
with CJF. |

firdnt
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ABROUT THE COMMISSION ON
JEWISH EDUCATION 1IN RORTH AMERICA
(CIENA)

SPONSORSHIP:

CJENA 1is supported by
The Mandel Associfated Foundations, Cleveland, Ohio

In cooperation with
JWB, New York, New York
The Jewish Education Service of North America (JESNA), New York,
New York

In collaboration with )
The Council of Jewish Federations, New York, New York

MEMBERSHIP: :
Chaired by Morton L. Mandel; 47 prominent psople in the United States and
Canada selected for their involvement with Jewish education in their roles
as: scholars and professional educatora; religious leaders; professional
and lay leaders of Federations, foundations, bureaus, JCC's and other
communal organizations.

PURPOSE: The Commission was established to deal with the problem of ensuring
meaningful Jewish continuity through Jewish education for the Jews of North
America, Specifically, {ts charge is:
a. to review the field of Jewish education in the context of contemporary
Jewlsh 11 ; .
b, to recommend practical policies that will set clear directions for
Jewish education;
c, to develop plans and programs for the implementation of these
pelicies;
d. to stimulate significant financial commitments and engage committed
individuals and institutions in collaborative, communal action.

FOCUS:

..... the examination of what Jewish communities and educational institutions
must do to professionalize Jewish education and to attract, inspire,
encourage and train professionals, Ultimately, CJENA will offer concreta
recommendations for strengthening Jewlish education in all its forms and
settings. There are approximately 25 program areas being studied;
however, two conditions that will jointly enable systemic improvement of
education have been identified:

a, personnel development through coordinated systems of recrultment,
training, compensation and professional advancement; and

b. locsl compepity develepment to inspire the leadership and financial
support required.

QUTCOMES:
The Commission expects to issue a report in the spring of 1990,

AUDIENCES; schools foundations
colleges and seminaries community centers
religious congregations YMHA's and YWHA's

Federatious planning/coordinating agencies
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EN NORTH AMERICA

1500 Evelid Avenue
Clevehod, Ohic 44103
MIYESIRE A

May 30, 1989

Mr. Charles R. Bronfman
1170 Pesl Street
Montreal, Quebec H3B 4Pp?

Dear Charles:

I am pleased that you have agreed to chair a group diecussion at
the June 14 Commission meeting. Several hours will be devoted
to these groups, making them the principle setting for the day.
Each group will be asked to discuss the enabling options agreed
upon at the December 13 Commission meeting: community and
personnel. From these groups we expect to generate some
concrete proposals upon which to base the future work of the
Commission.

Thers will be a discussion guide prepared for you to follow, and
you will have the assistance of a co-chair, staff members to
serve as resources in the areas of community and personnel, and
a recorder. I have asked Seymour Fox to meet with you prior to
June 14 to fill you in on our ganeral plans for the day, and to
review the discussion guide currently being prepared for your
use, [ understand you will need to leave about 1:30, and we
will ask your co-chair to take over when you depart,

I look forward to seeing you on June l4, and send my warmest
regardg.

Morton L. Mandel
Chairman

Convened by Mandel Associated Foundations, JWHB and JESNA in collaboracion wich CJF
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NATIV CONSULTANTS

DATE

g72 2 699951

WORK IN PROGRESS;

FROM THE SECOND TO THE THIRD MEETING OF THE COMMISSION

. Background

Betwcen August and Dacember 1988, the
Cormraission on Jewlgh Education in North
America oangaged ia & decision-making
process airued nt identifylng those areas
where {ntervention could s{gnificantly afs
fect the impegt of Tewlsh education\Jewlsh
continuity in North Ameries.

A wide varlety of possible options reflect-
Ing the comimitments, concerns &nd inter-
edts of the commistionera were
considered—any one of which could have
umg a; the basia for thamCommimon'l
agende. It was reco t the op
could be usefully divided into twupln?in:
categorles: enabling options and program-
matic options. The Commission dacided to
focus its work Inltially on two of the eaa-
biing options:

1, To deal with the shortege of qualified
personnel for Jewish eduestion; and

2 To deal with the communijty~lts
. loadership, structures and fundind. M

a mayurgents for change

At the same timo, many commissioners
urged that work slso be uadertaken in
varlpus programmatio arees (e.g. early
chlidhood, day schools, supplementary
schools, informal education,lsracl Ex-

petlonce programs, programs for college
students),

%im@% \/

II. The Challenge: Idess and
Strategles

The 8 conaensus among commis-
slonters on the importance ¢f dealing with
personns! and the community did not
alleviate the concern oxpressed by some
a3 10 whether ways can be found ¢ sig-
nificantly [mprave the tituation in theac
two areas, These commissioners
remmindad us that agreement that these
aress re in need of improvement bas
existed dor a Jong tlme ameng educators
and coramunity lenders. Articies have
bean written; conferenoes have been
held: sofutions have been suzgested;
progras have been trled, Yetslgnificant
improvement has nat occurred. Some
¢inim that we may kKnow what the
problems are, but bave not devised solu-
tions that would eddress them, nor work-
gbls strategles for implementing them
effactively in the feld,

The chellenge for the Commlssion at this
time {s fo address thesa asuet and ark the
followiag questions:

1, Whatshould badonein the areasof
personnel and the community?
What are some of the {deas that
could halp us begln our work, {deas
that would address the problems of
recruitment, training snd retention
of personnel as well as of professions
building? What are some of the

P |P-' E‘-‘L 1
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ideas that would changs the way the
community addresses Jowish educa-
tion—through involving outstending

- leadership, genarsting significant ad-
ditional funding, bullding the ap-
propriste structures, and changing the
¢limate?

2. How should it be dane? How should
this commission proposs tramglating
idesa into practice, devoloping them
into prograny for implementation

#§ bow should {t go about changing mat-
ters in the fleld? What strategles
should gulde the implementation of
these idens?

HI. What Should Bg Done

M oy factars contribute to ths convie-
tlon that at thio prosont time efective action

to imprave Jewish aducation can be undes-
X "W‘*‘“"b’_milﬂm'm for wecess,
(o] W

Idsas thet weto proposed by commissioners

and other experts, programs that were

brought 1o our sttentlon by practitionsr in

the fiald and current trends and develop-

ments in both the personnel and com-
unity aress support this conviotion.

A. The Cammunity
L. Recent Developments

As the attached paper “Community Or-
genization for Jewish Education in North
America: Leadership, Finance and Strue-
ture” by Henry L. Zucker illustrates (ses
Appendix 1) there are a number of en-

.....
--------------------------------------
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couraging davelopmenﬁ taking piace {n
the way that ths North American com-
munity relates to Jewish educat

o Koy leadera f theVoommunity are
taking a new intorest In Jewlsh educa-
tlon.

e Bleven communjties have oll;g:.:iud
local commissions on Jewlsh educs-
tion\Jewish continuity, swadertie wm hf
CIE, Othet com-
munitizs are considering establishing
such commissions (ses "Rederation
Led Commurity Planning for Jewish
Education, ldentlty and Continulty”
by Joel Fox, Appendix 2).

o The establithment of the Commission Iy

~foe- Jewlsh Bducstion in North
Amerlea nerated a good deal of
Intorest.

o Federations have begun placing

Jewlsh educatl::ﬂi&r on W :’? ,“"ﬂ'n E .

» Private foundations Initerested in
Jewlth wucnllon@%ﬁ___ .
fvundeslass have wlraudy funded Im-
portant prograrns, &ﬁﬁq \/
+

oThe lastitutions of higher Jewith  Maudap,

learnirg are in ths process of develop- Qe
ing and intenillying thetr education f? g
and trelning programe,

¢ JESNA Imtunderiakeninitiativerwi ™ —
r-the-instit
g

e JWB's report on Maximizing Y
Jewlsh Bducetional Bffactivensss of
JCC is baing tmplemented and first
tesults Ars apparent.

oJESNﬂ' toms ;ﬁronul. iode¥¥ ore
planning and have undertaken impor-
tant initiatives {n formal and informal
Jewish education,

hawas -----.---.--n-------q------—--.----o
- am - -
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. tional stepa could help the Jewlah
M""Qb“’co“nﬂﬂﬂﬁﬁﬁm the greetest possible sup-
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¢ The denominatiogs, nationally and jocal-
Iy, ure developingloducational watorlals,
methode and technolagies for schools,
tamps, and youth movements,

2 Next Steps

As this Commission beging to respond to
ke challenges of the costutunity option, it
can be encoursged by thess gnd other age
tivitles, The Commission should carefulty
study and enalyze the developing mamen-

uildwggon {t, and consider what addi-

port for saiecsicnsd ncross-the-board im-
provement In Jewish education,

B. Parsonnel

1. A Comprehansive Approach

There are shorteges of parsannel in alt
areas and for all age groups, Dealing with
the shortage of qualified personnel for
Jewish education will require the Commls-
slon to donsider & series of complex
problems and challsngay. Littie has been
done in this eren and significent develop-
ment i§ needed, Although there have been
efforts at improvement, no systematic,
comprehannive, wells funded wkierkr hay
been undertakon, ¢

gre & 693951

educators, intenaifylng training end
developing eareer opportunities,

To deal effectively with the persomnel
optlon requires that recruitment, train.
ing, profession-building and retention

be addressed limultaneously&)

ince the last mesting of the Commission
In Decemnber, we have been studying
these four toplos, We have léarned of
many {nteresting and promising {dess,

and st the same timeo, deve~poen
Wpauclty of date and the

absence of plennad, systomatio efforts,

2, Somie Exampler

What follows ars some axampley of the
{deas vmmrsuggested by experis, Some of
sna.experts are acholess, some ofkrem.
practitloners, dome eftea researchen
and theoreticlans, some ofmdsom—com.
nunity eaders, Some of these Ideas have
besntried aud ere considered successful.
Others have baea formuleted and seem
convinelog and promising, All ek
require further study and careful con.
sideration,

8, RECRUITMENT OF PERSONNEL

How could we ingrease the pool of

Pp &l

QAR Atrn O

talented people who will joln personnel
training programs and who can be
recruited 1o work as edugstors In the o}

fleld? Comimissioners and{experts Fave

pointad to the fact thut no prejeselaret- womprahang
pproach to recrultment heabeen under-

taken, A number of questlons erise, ins, -

¢luding: who to recrult, where to racruit,
howtorecrult, underwhat elroumst e

The absence of such 8 comprabentive ap-
proach may even diminjgh the impact of
sound programs, For example, we know
that salaries for teachers are low, yet Ine
creasing salarlos has not stways had the
expected impact of attracting nsw and
qualified personniel to the flald, Evidence
from both general and Jewlsh aducation
polnts to the fact that salatles elons are not

enough to bring about change, rather they
have t0 be comhined with other measures
such es Improving status, empowerd 6§

could recruitment succead? When da
students make their career declsiona ={n
high school? In collega? Should we
tecruit people ot varlous ages? What Ine

------------
----------------------
-------------------------------
-------------
------------------------
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stitutions and programs ere lkely feoder
systems for the profession of Jewish educa-
tlon — camps, youth movements, programs
In Isracl? What I their potential today? At
which special population pools should we
target recruitment efforts?

Somae Suggeslons:

» Recrult educators from gensral educe-
tlon:

Thers i3 a pool of young Jewish educators
wiveare working in genezal educationgm»
many have excelleg it felds such es early
2d D mdult education, who
AVeR 10T Jewish
education. In order to tep this rerource, we
would need o find out under what clre
cumstences such psople oould bs ettracted
and recruited,

o Reorult Judaie studies mefors snd
graduates:

Asecont study hos Lndivated shut dicre ey
be a significant number of students major-
ing in Jewlsh studies at general universites
who could be recruited for the tiald of

Jewlsh education. '
| Renicru{t people conddering'sareer chan-
By '

In general education there are encouraging
experiments {n progresa on recruiting

people who are consldering mid.career
changes {n their prafesion,

v scrult zabblndval avhigyl graduates;

At pressnt, 8 significant proportion of teb-

vinleal ychool students chaose to specialize

n education, This may be an impottant
, 300l for ¢andidates faseaninep tad ;

» Recruit mdutw :
There Is reeson to batteverthat there s e

Hgnificant pool of dedicated and com-
mitted graduates of‘:choull and camps who

doy  pord

-----------------------
-------------
-------------------
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could make an: of. . .
during their college years to-dnateaicons

s the supplementary schaol, the

JCC and lsrael Experience  >grams.

Thess young peopls have deaided on

careers in business, law, meédicine and

scademis, but are willing and {nteréstad

in making w contrbutlon to Jewish con-

tinulty. Under proper circumytfacgbrand ~

with appropriaie rewsrds~—both finan-

alal and intellectual=they could en-

hange and complement the work of

full-time professionals,

Some of these idens have been studied

(o.8. tectulting Judale Studies mejors),

others e being seleatively trled (o.8. 1o

tooling peopie from general education),

and othars are new and untried, They GQQ

need 10 vessiied. Thoy-mey-newiide

oy TP e b o
Losad o)
N Lod7 ,
Any effort t:)E::provu personne] will
have to Involvelsignificant development
of training opportunities. What kind of
1ralning for the varlous gopulations ig-
valved thould iake plac% on-thes {ob?
pre-service? training Jor specially
recruited populations? Where could it
be done't-in existing {nstitutions? in
Judela departm t N,
sitles? in [sroel? JatdB___ 4 . .
of training be? Whauhould;i relatlon- 0 @ %"Q
ship ar* balance-& betwsen Jewish
studies, padegogy, edministration, et

These arelsome of the questio
need to be examined,

b. TRAINING

L) Lad

——an

Oh_l:f

Some suggestiony:

o Latgs scale institutes gnd summer
r8es —similar to those that exist In

- omw
------------
--------------
.................
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goneral education — could be established
for the improvement of the teaching of
Jewiah subjects (e.p. courses for teach
of Bible, Hebrew, Jewish history)[Fhe
work of supplementary sohool teacher,

day school teachers, principals and re.
searchemvalﬂ-brkﬂamod—bym

' ey
o In-gervice coursen {0 thaekrcducators s
use pffspecial techniques ¢ould be Iny
ducsd. For exaniple, programsito help
teachers become comfortable with, and
experience the practical benefits to be

detived from,the uee of media and techs
aclogy in thetr workgould ba offered>

s For In-service training, Judale Studies
departments {n general universitios
could ha anconraged to affer coursey for
Jewish educators, farmal and ‘!‘Eormal.

)
¢ The uts of Israel's educutigng] resources
should be expunded. As mple,
nm% & group of cenfor JCC execur
IS vel odo spatiding three monthe in Isract
studying (n & program organized by JWB,

Such programz could he sxpanded and
adapted for formal educkton.

¢ The training capacity in North America
neads to be srengthened. Tho taculty of
existing tralaing institutions is ymall and
must be expandsd, Some suggestions
are:

* Judalca profossors at general univer-
sitles could be recrulted to bolster the
existing training programs by dding the
oxpertise of thelr spaclfic field of
knowledge (e.g. Blble, Talmud, ste.).

¢ Jewhh profeasors in university departs
ments of sducation, piyehology,
philosophy and soclology could stgs bs
reoruited to teach ia the education

programs at imtitudun]of higher Jewlah
legrning. S

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

Ted M.
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* Outstandi | 0t w__ who -
have miceeeded in saﬁooﬁm;rrr_o
formal settings, should share their
wisdom by folning the faculty of train-

{ng progrems.

Creative combinutions of theze thagsr
{deas might quickly emhance the
capebliity of the tralning of Jewish
educaton,

Meny more ideas for dealing with the
shortages in the area of n-:fmm heve
been suggested, Some, involving fellow-
ships and stipends, ere already under
way, Others invalve buliding the reseerch
capabllity for Jewith education 30 that

programys and ideas cen be cifectively
monitored and evalustad, J-is-leabivwed-

thet giblend of soms of thess ideas and
others wou.d yleld frulthsl results,

¢ BUILDING THE PHOFESSION

Can Jewlth education be devcloped into
u full-fedgod profosston? Ia this a pros
corditlon for Elcreuing recruitment to
the flald? How can it be done? How
much of it must be done? Same of the
slamants invotved include status (whigh
in turn b related to salarles, benefits,
empowerment, etc,), career appors
tusitias, cardfication, colleglal network.
ing, 8 code of professlonal ethics and an
agroed upor body of knowledgs, All of
these are pert of what makes & profes-
slon. Ay we consulted with commis-
sioners and other experts, somanad. the
following suzgestions were made;

o Salariey and benefits sre important
-.d thould be Improved. Howaver,
they alone are not enough to change
the statua of cducaton.

s The empowerment of eduoators—
strengthening thelr role in setting

------------------
------------------------------
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educational poliey and content—is the
tubject of & major debats and many ex-
periments {n general education in North
America. The role of erapowerment for
Jewlsh educstors, particulasly toacher,
must be carefully conaldered and the in-

sights derlved from gemeral edueation
should be stedigly waﬁ&i N
o Carger apportunitios that offer a variety
of routes for advancementiai need tobe
developed, Outstanding tsachers should

not heve as thelr only route for advance-
meat administrative positions (a.g, prin-

oipal, anistant prineipal) for which they
Ovmoq be qualified, Other pesitioni,
: such s speclalists In bible, famlly educa-

tion, special educatlon, adult sducation,
and cu;riculum development, 1hould be
cTestad,

o Networks of colleglality exist only in
limited form. Journals, conferences, and
professional comrnunication metworky
should be enlarged and developad. The
rapid and Impressive sucgsss of CAJR
Serves &4 L1 ENCOUTA

We wilt have to corzider Ritron

elenients need to be implemented If we
hops to recruit and retain talented people
for the flald,

d. RETENTION

Significant aumbers of educators lesve the
field after & fow years, Prollminary studies
Indicete that itsues of status, empower-
raent, salaries, relationship with ley boards
and with supariors, exaesatva administra.
tive work, ctc. conttibate to the atirition.
Wo have to leam morg about educators,
their motivations, thelr aspirations, and-
Bogin 10 address the issue of ratentiong!-

vely, ) 0
y Ay IS
Throughout our coniulmm::
reminded that It is imparative to approach

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

eXamplo. therc their {deas will make a differen ;
t
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the prablem of personnel by desling with

al} four oltsmer slements simultaneous-

Iyl 1t will be very Gilfleult -1 no unpal-;"

tibls==ta recruit if we do oot build the
profession. Itwill ba very difflcult to rlse

tha large sums of monegy necesisry o
build ¢ hg Progsams Lintmare-

wveded unless many mo
attracted
sducaton, The entire enterprize will suf-
fer {f talented educators are discouruged
and prematurely leava the field.

The community and personnel options
are intorrelated and a strategy involving
both must be devised. If we hope tp .
secrult outstanding people for tivo~

Mﬂ'{ edu g % tg;will
e to bellevs that

catl
embarking on & new era, They will have
to believe thet they are enfecing & e
wherg thers will bs reasonsble saladel,-l

where they will be
fluencs the future. Creaﬂ:,f thesé con
tions will requirs & commitment by the
North Amarican Jewlsh Community at

- -
'
. o Con g+
i et - StE
2 S r) -

An (nfusion of dedicatec ana qualitied
petsonnsl into the fleld of Jewish educe-
tion will halp convinge parsnts that
Jewish education can make a diffarencs
{n the {lves of their children and {a the
life-styles of their familiss, The com-
munity, through {ts leadership, will then
ba able to more effectively dosign and
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tak‘ th° Sm&émm - pl.m Je, an
education highlon its 1. v. prlorities,

"\-Zzﬁ'Brlnnlng About Change

. From {deas to Community Astion
taa

iplicit in the notion of innovatlon iy the
swmptluy Uit one Jwws what should be
ianged and can demonstrate it, However,

this time, some of what should be
mufed and demonstrated hagnotyetbeen
weloped.

ow ¢an we determine which {deas are
orth our investrnent? How can we krow
hat comblnation of ideas and programs
¢ likely to have the gromtest impac1? How
ymprohensive muat our approsch be?
ow cant we declde where 10 bagin?

hese questions and others can only be
wolved {n real-life situations, through ¢
inerees-of-thinkingfordmplomimtation—

%.g The
solution to-saede questions, the specifics of
educational plans end programs, need tobe
worked out in the actual situetion, tallored
to the particular students, educators, en-
viropment and content, Plang and programs
need 10 be conmtamly flne-tuned and

‘apted a4 implemantation proceeds. H
1 W sruciu
tweetrplang {rplementation, e

oory spépracties? s

is task=bringing adout ¢hange In the

say of personnel and the community

'ough implementation — s vais and com-
r-x and wili be difficult to address at once
and across-thesboard throughout Nonth
America, We belleve, however, that it could
be feasible to begin such undartakings on
the loca) level, In communrities, There are e
number of reasona for thia!

2.

3|

s

IS Y-S A W P e IF‘J:B“'

N8 1ORAL JEVE] »= JT1 ILNS CUITURLILLLTE,
in schools, synagogues, conttmunity
centars, camps,

Experts have reminded us that these
are many advanteges t0 building
“from the boftom up” =

Pt
with the loca! community playing e
major role in 'I:dﬁnt{ninldui and

being leading partners in thelr im.
plementation —thereby estab-
lishing ownership of the {nltiative.

Signifioant human resolrces and

energy are fequired to implement &
comprohensive undertaking (one

that would involve all or many

upects of personnel —recrultment,

training, profeasion-building, reten-

tlon =and of cosmunity). I suchan
underteking it done on a local
lovel—duzlng its experimental .
stage =its scope will be vaeh moye
manegeable. It will ba.pdbﬁe%_&d‘“a“
find the people nesded to run the

project.

Inaddition to the aducators current-
ly evailable, 8 community could ntos
bilize other autstandin‘ghpwple
from among {ts rabbis, scholars of
Judealce, faderation executives and
Jawish scholars {n the humanlties
and socle! selences for the local

Z‘Eqmomtrnﬁon projeet.
A

local profecteould be d ( )
8 hands or. It cojfld thife-
fore be taxtly | and

ﬁm-ﬂncd.

There are 2lready ldeas and
Erograml (best practice that, if

rought together in one site, in-
tegrated and implemented {n a com-

-----------------------------------
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PI=~r*=r 3y, cou have & &lg-
Rlucunuy greater impact than they
have today whea their Iotplementation
is fragmented,

7. In eddition to % proven {deas, new

visionsof Jewlsh educatlonwhich have  For these réasons, we sEEI THaT - .r-
not yet been WWMM Commission develop - | _
WW carefulip-sxpen.  progesm to work with communities that M

in seble wey, with to become Community Action §itas
whese-wo Can dealfwitirghes co i
8. The sesults of a local underteking  and personnel optiors.
would be tangible and vialble - hope-
fully within & reasonable umount of A Communlty Action Site ¢ould lnvelve

timo, AS such, they could genarats in-  an entire cw\mitx, & petwdrk of fn.
. major

tereat and reactions that might lead 1o Eg Instltation, stene®) ’
~admdde tublic debate on tha important !, s!%mm of the best ideus and \ﬁm
|
}
|
|
[

{
Isaues of Je winn. programs in Jewish education wawld be
. Initlated it as comprahensive 8 form as

9. Anstwork cquld be developed among  possible. It would be & site where the
AR loca! sites which could increase  idoss and programs the have succosded,
Yin deie-linpactand, hopetully, generats s well as new ideay and experimental
interest among eadditional com-  programs, would be underiaken. Workat

munh&ies toreplicate and adaptgeyap-  this tite will be guided by visions of what
progaon,

Jewish education at its best cen be.
e e B i ;
for-lovelnolloreiito- assumption implicit In the suggess

weutr, we recognize the indlaponstble con-  tlon of a Community Actlon Sito Is that

tributian that must be mads through the  athar commun{tif! would be able to pes
broad snd sustained efforts of oxperts  what a succassful approach to tho com-

working “from the top down.” Workingon  munity and personnel options could be,
the local scene will requirs the leadership  and would bs {nspired to apply the les-
and assistance of the statlonal organizations  sons learned to thelr own communlties.

and tralning institutions, Loeal efforts will

not reach thelr full potential unless sup- B, From Community Action Siies to

ported by the expértise of the natlonal in-  tmplementation

stitutions and organlzations. In turn, for the

*  npatlonal {nstitutions, local expetimentt  Asthese multlple and camplexissues are
W&h!&ﬂdavdop being considered, many questions
new Jowish sducationunad-  emorgepHow do we begin to plan the

- hring thetraxpocionsessben-onverioss-.

' local Initlatives that will eventunlly lead
~logastexchine,- to wideapread chenge? Who will be the
broker betwesn the national resources
and the Ingtitutions and individuals inthe
communitiea where projects are under-
taken? How cannwe * "'ig the best prag-
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June 1, 1989

WORK IN PROGRESS:

FROM THE SECOND TO THE THIRD MEETING OF THE COMMISSION

I. Background

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

A wide variety of possible options reflect-
ing the commitments, concerns and inter-
ests of the commissioners were
considered —any one of which could have
served as the basis for the Commission’s
agenda. It was recognized that the options
could be usefully div’ 'ed into two large
categories: enabling opiions and program-
matic options. The Commission decided to
focus its work initially on two of the ena-
bling options:

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

2. To deal with the community —its
leadership, structures and funding as
major agents for changeﬁn any
area}

At the same time, many commissioners
urged that work also be undertaken in
various programmatic areas (e.g. early
childhood, day schools snnnlementary
schools, informal educati lia, Israel

Experience programs, programs for col-
lege students).

il. The Challenge: Ideas and
Strategies

The wallile consensus among COMMIs-
sioncrs on the importance of dealing with
personrel and the community did not
alleviate the concern expressed by some
as to whether ways can be found to sig-
nificantly improve the situation in these
two arcas. These commissioners
reminded us that agreement that these
areas are in need of improvement has
existed for a long time among educators
and community leaders. Articles have
heen written; conferences have been
held; solutions have been suggested;
programs have been tried. Yetsignificant
improvement has not occurred. Some
claim that we may know what the
problems are, but have not devised solu-
tions that would address them, nor work-
able strategies for implementing them
effectively in the field.

The challenge for the Commission at this
time is to address these issues and ask the
following questions:

1. Whatshould be done in the areas of
personnel and the community?
What are some of the ideas that
could help us begin our work, ideas
that would address the problems of



recruitment, training and retention of
personnel as well as of profession-
buiiding? What are some of the ideas
that would change the way the com-
munity addresses Jewish education —
through involving outstanding
leadership, generating significant ad-
ditional funding, building the ap-
propriate structures, and changing the
climate?

2. How should it be done? How should
this commission propose translating
ideas into practice, developing them

into programs for implementation] <

~» How should it go about changing mat-
ters in the field? What strategies
should guide the implementation of
these ideas?

fhat Should Be Done

)rs contribute to the conviction
present time cffective action to
swish education can be under-
a reasonable chance for success.
Ideas that were proposed by commissioners
and other experts, programs that were
brought to our attention by practitioners in
the field and current trends and develop-
ments in both the personnel and com-
munity areas support this conviction.

A. The Community
1. Recent Developments

As the attached paper “Community Or-
ganization for Jewish Education in North
America: Leadership, Finance and Struc-
ture” by Henry L. Zucker illustrates (see
Appendix 1) there are a number of en-
couraging developments taking place in the
way that the North American community
relates to Jewish education.

o Key lay eaders of the
community are taking a new interest in
Jewish education.

e Eleven communities have organized
local commissions on Jewish educa-
tion/Jewish continuity, coordinated by
CJF. Other communities are consider-
ing establishing such commissions,

o The establishment of the Commission
on Jewish Education in North
America has generated a good deal of
interest.

e Federations have begun placing |
Jewish education higher on the list of
their priorities.

# Private foundations uw',nintcrcstcd in

Jewish cducatioTWEEVETA RVE TS 5, o

ready funded important programs.

e The institutions of higher Jewish
learning are in the process of develop-
ing and intensifying their education

" raining programs.

’s report on Maximizing Jewish
:ational Effectiveness of JCCs is
;1 implemented and first results

2

pparent.

{A and some bureaus are plan-
and have undertaken important
atives in formal and informal
sh education.

» 1 uc denominations, nationally and lo-
cally, are developing important new
educational materials, methods and
technologies for schools, camps, and
youth movements.

2. Next Steps

As this Commission begins to respond to
the challenges of the community option,
it can be encouraged by these and other
activities. The Commission should care-
fully study and analyze the developing
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momentum.y ouild

won it, and consider
what addmonal teps could help the Jewish
community the greatest possible sup-

port for ypstarc¥ouumtt across-the-board im-

provement in Jewish education.
B. Personnel
1. A Comprehensive Approach

There are shortages of personnel in all
areas and for all age groups. Dealing with
the shortage of qualified personnel for
Jewish education will require the Commis-
sion to consider a series of complex
probiems and challenges. Little has been
done in this area and significant develop-
ment is needed. Although there have been
efforts at improvement, no systematic,
comprehensive, well-funded M has
been undertaken. a-pproa

The absence of such a comprehensive ap-
proach may even diminish the impact of
sound programs. For cxample, we know
that salaries for teachers are low, yet in-
creasing salaries has not always had the
expected impact of attracting new and
qualified personnel to the field. Evidence
from both general and Jewish education
points to the fact that salaries alone are not
enough to bring about change, rather they
have to be combined with other measures
such as improving status, empowering
educators, intensifying training and
developing career opportunities.

To deal effectively with the personnel op-
tion requires that recruitment, training,
profession-building and retention be ad-

dressed simultane()/uiy

@ce the last meeting of the Commission
in December, we have been studying these
four topics. We have learned of many inter-
esting and promising ideas, and at the same

We ana L O} A
time, hAveusurpri Ye, paucity
of data andfthe absence of planned, sys-

tematic eff
2. Some Examples

What follows are some examples of the
ideas thmi=sexe suggested by experts.
Some of these experts are scholars, some
claghem practitioners, some wietewm-re-
searchers and theoreticians, s_m_ﬁﬂ
thmn community leaders. Some of these
ideas have been tried and are considered
successful. Others have been formulated
and seem convincing and promising. All
<aflwem: require further study and careful
consideration,

a. RECRUITMENT OF PERSONNEL

How could we increase the pool of
talented people who will join personnel
training programs and who can be
recruited to work as educators in the
field? Conunissioners and otber experts
have peinted to the fact that no/profes-
sionaffapproach to recruitment has been
undertaken. A number of questions
arise, including: who to recruit, where to
recruit. how to recruit, under what cir-
cumst~~-es could recruitment succeed?
When do students make their career
decisicns —in high school? in college?
Should we recruit people at various ages?
Whatinstitutions and programs are likely
feeder systems for the profession of
Jewish education —camps, youth move-
ments, programs in Israel? What is their
potential today? At which special
population pools should we target
recruitment efforts?

Some Suggestions:

e Recruit educators from general educa-
tion: There is a pool of young Jewish
educators vassEsee working in general

——
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education. Many have excelled in fields
such as early childhood education and

adult eﬁgucatioq and could be recruited
— => and re- or Jewish education. In

order to tap thisresource, we would need
to find out under what circumstances
such peop’ could be a icted and
recruited.

e Recruit Judaic studies majors and
graduates: A recent study has indicated
that there may be a significant number of
students majoring in Jewish studies at
general universities who could be
recruited for the field of Jewish educa-
tion.

> e Recruit people consnderlng,{:dreer chan-
—= ge#: In general education there are en-

couraging experiments in progress on
recruiting people who are considering
mid-career changes in their profession.

# Recruit rabbinical school graduates: At
present, a significant proportion of rab-
binical school students choose to special-
ize in education. This may be an
important pool for candidates for senior
positions.

e Recruit graduates of schools and camps:
There is reason to believe that there is a
significant pool of dedicated and com-
mitted graduates of schools and camps
who could make an important contribu-
tion during their college years to the sup-
plementary school, the JCC and Israel
Experience programs. These young
people have decided on careers in busi-
ness, law, medicine and academia, but
are willing and interested in making a
contribution to Jewish continuity. Under
proper circumstances, and with ap-
propriate rewards—both financial and
intellectual —they could enhance and
complement the work of full-time
professionals.

S e of these ideas, such as recruiting
Judaic Studies majors have been studied;
others, like re-tooling people from
general education, are being selectively

tried. Some new ideas are untried and -
need to be studied heffmayneedwo-beé Tﬁf%ﬂj

b. TRAINING

Any effort to improve personnel will
have to mvolvg,\sugmflcant development
of training opportunities. What kind of
training should take place for the various
populations —on-the-job? pre-service?
training for specially recruited _POlel.:l-
tions? Where could it be done % In exist- <
inginstitutions? InJudaic departmentsof <~
general universities? in Israel? What
should,%e content of training ¥®? What <<~
should*the relationship and balance % <=
between Jewish studies, pedagogy, ad-
ministration, etc.? These are ‘sdme of the &
questions that will need to be examined.

general education—could be estab-

lished for the improvement of the

teaching of Jewish subjects (e.g. cour-

ses for teachers of Bible, Hebrew, @uﬁ\
Jewish history). %k of sup- |Preg-oms
plementary school teachers, day [ weuld
school teachers, JCC educators, prin- GAALL
mpals and researcherb would=bo-gn- \tHo

o In-service courses to help educators
use special techniques could be mtro-
duced. For example, programsqo help ~
teachers become comfortable with,
and experience the practical benefits

Erfeed
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to be derived from, the use of media and
technology in their work  eeutd=be=ot-

—y e

e Judaic Studies departments in general

universities could be encouraged to offer
in-service training courses throughout
the year for Jewish educators, formal and
informal.

o The use of Israel’s educational resources

%7w“§,3

should be expanded. Asc?zaiexample, ol
thdguna, 2 group of senior JCC execu-
tives gio spending three months in Israel
studying in a program organized by JWB.
Such programs could be expanded and
adapted for formal educators.

o The training capacity in North America

needs to be strengthened. The faculty of

pvictinge trainino institirtinne i small and

R -~

—> philosophy and sociology could 288 be

recruited to teach in the education
programs at institutions of higher
Jewish learning.

Outstanding practitioners who have
succeeded in schools # informal
settings should share their wisdom by
joining the faculty of training programs.

Creative combinations of these
ideas might rapidly enhance tne
capability of the training of Jewish
educators.

Many more ideas for dealing with the
shortages in the area of training have
been suggested. Some, involving fellow-
ships and stipends, are already under
way. Others involve building the research
capability for Jewish education so that
programs and ideas can be effectively
monitored and evaluated. Hes=betiesed
that A blend of some of these ideas and
others would yield fruitful results,

¢. BUILDING THE PROFESSION

Can Jewish education be developed into
a fully recognized profession? Is this a
pre-condition for increasing recruitment
to the field? How can it be done? How
much of it must be done? Some of the
elements involved include status (which
~arn is related to salaries, benefits,
owerment, etc.), career oppor-
ies, certification, collegial network-
a code of professional ethics and an
ed upon body of knowledge. All of
> are part of what makes a profes-
. As we consulted with commis-
srs and other experts, sssswas the
w ng suggestions were made:

laries and benefits are important
and should he improved. However,
they alone are not enougb to change
the status of educators.

o The empowerment of educators—
strengthening their role in setting
educational policy and content —is the
subject of a major debate and of ex-
periments in general education in
North America. The role of empower-
ment for Jewish educators, particular-
ly teachers, must be carefully
considered and the insights derived
from general education should be

e Career opportunities that offer a
variety of options for advancement

M
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A...om ___as to - > mmunity Action
Sites

Implicit in the notion « s the
assumption that one kn. ... .o verwwd be
changed and can demonstrate it. However,
at this time, some of what should be
changed and demonstrated hasnot yet been
developed.

How can we determine which ideas are
worth our investment? How comprehen-
sive must our approach be? How can we
know what combination of ideas and
programs are likely to have the greatest
impact? How can we decide where to
begin?

These questions and others can only be
resolved in real-life situations, through the
dynamics of thinking for implementation
and in the actual act of implementing. The
solution to {oe# questions, the specifics of
educational plans and programs, need to be
worked out in the actual situation, tailored
to the particular students, educators, en-
vironment and content. Plans and programs
need to be cumstamtdy fine-tuned and
adapted as implementation proceeds. How
can we structure this necessary dialogue
between plans and implementation, be-
tween theory and practice?

This task —bringing about change in the
areas of personnel and the community
through implementation — is vast and com-
plex and will be difficult to address at once
and across-the-board throughout North
America, We believe, however, that it could
I 1 sib to begin such undertakings on
the local level, in communities. There are a
number of reasons for this:

1. Much of education takes place on the
local level —in the communities, in

schools, synagogues, community
centers, camps.

Experts have reminded us that there
are many advantages to building
programs “from the bottom up”-—
with the local community playing a
major role in initiating ideas and
being leading partners in their im-
plementation —thereby estab-
lishing ownership of the initiative.

Significant human resources and
energy are required to implement a
comprehensive undertaking (one
that would involve all or many
aspects of personnel —recruitment,
training, profession-building, reten-
tion—and of community). If such an
undertaking is done on a local
level —-during its experimental
stage — its scope will be more <=
. o, 51 -
manageable. It will be%@ to
find the people needed to run the
proect.

In addition to the educators current-
ly available, a community could mo-
bilize other outstanding people
from among its rabbis, scholars of
Judaica, federation executives and
Jewish scholars in the humanities
and social sciences for the local
project.

A local project could be managed in
a hands-on manner, It could, there-
fore, be constantly improved and
fine-tuned.

¢
There ar- already ideas and

programs (best practice) that, if «—
brought together in one site, in-
tegrated and implemented in a com-
plementary way, could have a
significantly greater impact than



they have today when their application
is fragmented.

In addition to $4#8 proven ideas, new
visions of Jewish education which have
not yet been tried could be translated
__~ into practice and careful® experi-
—=> ment&d with in aymanageable way.

8

The results of a local undertaking

would be tangible and visible — hope-

fully within a reasonable amount of

time. As such, they could generate in-

terest and reactions that might lead to
. _~, awldspublic debate on the important
issues of Jewish education.

9. A network could be developed among

—> M4 local sites which could increase

—=  ¢heft impdctand, hopefully, generate
interest among additional com-

— 3> munities toreplicate and adapt ﬁ ap-

= Ok % swnaa Tvag
While \ht arguments-for-toeaaetion re
~auQd, we recognize the indispensible con-
tribution that must be madc through the
broad and sustained efforts of experts
working “from the top down.” Working on
the local scene will require the involvement
and assistance of the national ~~ganizations
and training institutions. Local efforts will
not reach their full potential unless sup-
ported by the expertise of the national in-
stitutions and organizations. In turn, for the
national institutions, local experiments
would be an opportunity to test and develop
new concep lewish education. sml.

Our challenge iyﬂ(vork simultaneously on
the local level/and to find a way for the
national institutityn ake their con-
tribution experiments. What needs
l developed is a'way to combine two

ich are often treated
' even as mutually

For these reasons, we suggest that the
Commission develop [an approach) a
program for communities that wish to

A Community Action Site could involve
an entire ~~ mmunity, a networl
stitution: . e major institutic
wHere some of the best ide
programs in Jewish education would be
initiated in as comprehensive a form as
possible, It would be a site where the
ideas and programs that have succeeded,
as well as new ideas and experimental
programs, would be undertaken. Work at
this site will be guided by visions of what
Jewish education at its best can be.

‘l@‘ assumption implicit in the sugges-
tion of a Community Action Site is that
other communities would be able to see
what a successful approach to the com-
munity and personnel options could be,
and would he inspired to apply the les-
sons learned to their own communities.

B. From Community Action Sites to
impilementation

As these multiple and complex issues are
being considered, many questions
emerges How does one begin to plan the
local initiatives that will eventually lead
to widespread change? Who will be the
broker between the national resources
and the institutions and individuals in the
communities where projects are under-
taken? How can one bring the best prac-
tice of Jewish education in the world to
bear on specific programs? Who will he
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EXECUTIVE SUMMARY

1. At its meeting on Decenfiior 13, 1988 the Commission decided to focus its wouk lnitahy
" 08 two options.

» To deal with the shortile of quhliﬂsd personne] for Jewlsh educatlan; and

o To deal with the com q-its structures, lcadership sad funding &s major egents

for change.
8 X we :qu
2 There was :psus Sl Goil with personnel and the community, MI was
recognieed L‘nat% nsbling optlons, pre~conditions for effecting all of the

PrOZrAmMmALC opHoNss Ukely to improwe Jewish education in all srees. Some
cnmssionmrcmlndod a:awman Qat these aresd fre 4o peed of imiprove . _Phag
existed for a long tims)h cisnd 00O0PT a8 10 .whethc.r/wm can be foood 1o

significantly lrnprove them. any
mesr A IU

3. Since the meeting on Deflmber 13th, Wa commussioners bave been consulted, sed Fwo
key questions have emerged,

A. Da we xoow wha £hor

ha dana {11 tha nrr_:'_lc of nrr?nnnal nad tha remymisning?

"y

"1
Are ttauﬁdus?
B. Do we know haw it sbofild be done?
R urs straligics for implauentstion?

4, Throughout the consulsatiiins, ddess were proposed by commissloners and other experts,
prograins wers broagit 1o oullaitendon by peactitioners in the field, ard we were infarmed
of current trends and develofinents iu the arezs of both pessoncel and commusty,

S, The Commutity:

We learaed that key lay leflers of (e community are teking a vew interest in Jewish
edhication; that eleven comrfilsions an Jewish sducition/Jowish ountladty, coordineted by
CJF, bavs been cstablisbed @ communitics; that private fonndations iotorested In Jendsh
aducatiop efe growing in nuoiller and slze, aud more,
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6 Personnsl:

Our sgssumptionthat infidcaling withpersonzed the approach would beve to be
compeehensive, that recrafinent, tralulng retantion and profeasion-huilding woald hxve 1o
be addressod shnnttancolly, e teinforceg? There are many loieresting aod promusing
Hous in each of these sl Some of these fdags have bean tried aod e oozmidired
sooceerinl; others Liave el formulated and seem convincing, Howsver, wa were also mads
aware of the paucity of agliand the sbsence of planned, systamatic efforts,

7. We learned that the plisonne! and cummunity opfiors ore {nter-redated and that agy
sirategy wust irvolve therboth, {f we bope to recrult outstanding people, they will bave to
belicve that the commanifllis embarking on a new efa foc Jewish education, An infuslon of
dedicated and qualified @isonnel ioto the field will help comvince parents that Jewish
education ¢an make & diffrence 1o the lves of thelr children and in the Nife-siyles of toeir
families,

& This tesk—bringing atflkut change in the arces of persoane] sud community —15 vest and
compiex and will bo Qiffult to sddress af once uod across-the~board thronghout Morth
Ametica, Becsuse nnuchibf edocation 12kes place oo the local level, and becapse we
recogtlzs the importancalf the loca! conimunity playing & major role b initlating idces aod
being lapding pestners [ thelr implementation, §t & sopicsted (hpt the Cosmission
canzider astablisaing s pfikgramn 1o develop commurdty sction sitvs.

9. A co~—unity uction file oould imuplus an entire commupity, & network of '~ titutions or
ofic major nstitution wiilke ideas and programs Uikt bave succceded, a5 well @s pew iccs
and expeciments! propralis, would be implemented. If socosssful, other communitics might
be inspired to spply the i8sons learned in community action sites to thelr own commusities.

scand will require the lmobvement and asslstance of national
istimtions and orgame@ons. Local efforts will nos reach their foll polentlal witbont the
broad and sostained corflibution of experis on the mations] level A comwuoity sction st
requizes botk Joce) Soltigve nud fuvotvement, and netions] exportise.

10 Woeking on the Jo

11. As thess mutliple st complex issues are being coosiderad, mary questions smerge.
How doei one begin tiblan tho local inttiatives that will eventually lead to wigs-spresd
change? Who will be 4 broker between the nutional sesonrees ud the iestitutions’ aud
individuals in the commiinities where prajects are urderteken? How can oz Tring the best
pracics of Jewish cduciion in the world so boar on speclfic programes? Who will see to it
tiat successdul endeavollly are brooght to the asteation of other communities and that the
3dess are appropriniely Sfrsed?

There are some of thfffquestions that will be on the epends of the Conuulssion e it



