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A Mechanism for Initiatives in Jewish Education

S. Fox & A. Hochstein

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 affect the impact of Jewish education in North
America.

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

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

2. Dealing with the community =-- its structures,
leadership and funding, as keys to across-the-board
improvements in Jewish education.

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

IXI. THE CHALLENGE

The wide consensus among commissioners on the importance of
dealing with personnel and the community did not alleviate the
concern expressed by some as to whether ways can be found to
significantly 1mprove the situation in these two areas. Indeed,
a number of commissioners suggested that agreement that these
areas were in need of improvement has existed for a long time
among educators and community leaders. Ideas have been
suggested; articles have been written; conferences have been
held; some programs have been tried. Yet significant improvement
has not come about. Some claim that we seem to know what the
problems are, but have not yet devised a workable strategy for
addressing them effectively in the field.
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The challenge now facing the Commission is to develop creative,
effective and feasible approaches for dealing with the topics at
hand (personnel, the community - and later programmatic options)
and to launch the process that will bring across-the-board
improvement and change.

III. SOME UNDERLYING ASSUMPTION

1. To respond to the above challenge it 1is necessary to
demonstrate that the personnel and community options can indeed
be acted upon in the comprehensive manner that they were
formulated. For personnel this involves recruitment, training,
retention and profession-building. For the community this
involves recruiting outstanding leadership, changing the climate
and generating significant additional funding.

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

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

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

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

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

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

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

f. wvisions of Jewish education could be translated and
experimented with in a limited and manageable way.

g. national institutions and organizations could be mobilized
for such experimental programs. They would view this as an
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opportunity to test and develop new conceptions for Jewish
education.

h. people could be recruited and mobilized for tangible local
demonstrations. The pool could be expanded to include - in
addition to the current cadre of outstanding educators :

1. Rabbis

2. Scholars of Judaica (Twersky, etc)

3. Federation executives

4. Jewish scholars in the humanities and sciences (Schefler,
Schon, Lipsett, Ginzburg, etc...)

4. Local sites could be networked for greater impact.

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

IV. BRINGING ABOUT CHANGE
A. From Options to Community Action Sites

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

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

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

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

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



short, medium and long-term results.
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4. All key stakeholders will need to be appropriately involved
from the very beginning of this process. This includes
commissioners, national organizations and institutions, local
organizations and institutions, professionals (local and
national), and funding sources.

S Significant questions concerning innovation and
implementation of the two enabling options - and of the
programmatic options when they will be addressed - can only be

resolved in real-life situations, through the dynamics of
thinking for implementation, and in the actual act of
implementing.
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6. For all these reasons, we suggest that the Commission
work with communities that wish to become Community Action
Sites where we can deal with the community and personnel
options.

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

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

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

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

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

3. Programs for implementation are seldom successful when they
are "top-down" programs. Communities must play a major role in
the initiation of ‘the idea, they must be full partners in the
design of programs and in their implementation.

4. Numerous questions need to be addressed in considering the
Community Action Sites approach: Who will undertake the strategic
thinking? Who will plan and ensure that the standards and goals
of the Commission are maintained? Who will actively accompany
the ideas through their stages of development and implementation?

Who will deal with the unresolved issues as they arise in
implementation? Who will see that things work, and that they
can be replicated? Who will consider issues of change and

replication of change throughout the universe of Jewish
education?



DRAFT - FOR DISCUSSION ONLY -~ NOT FOR QUOTATION

5% A strong case exists for initiating change through Commgnity
Action Sites. However, as the above issues were being
considered by the staff -- in extensive consultation with experts

-- it became clear that a means, a mechanism, is needed to deal
with Community Action Sites. A way to mediate between ideas and
implementation needs to be devised.

6. The possible role of this mechanism can be illustrated by way
of an analogy borrowed from industry: the mechanism will be
analogous to the unit that designs, develops and builds the
prototype of a new product, improving upon it until that product
works. When problems and issues arise during the process of
constructing the prototype, they are dealt with and resolved in
the unit. Lessons learned from implementation are absorbed and
used to change, adapt and modify the product; the product is
adapted to specific local needs, etc.

Ta It is therefore suggested that a mechanism for
implementation be created to be called (for lack of a better name
at this time) the mechanism for "Initiatives in Jewish Education"

IV. THE MECHANISM FOR INITIATIVES IN JEWISH EDUCATION (IJE)

A. The Mission

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

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

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

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

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

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

7. In addition to this initial focus on Community Action
Sites, the IJE will assist funders, as appropriate, in moving
ahead with programmatic options in which they have an interest by
acting as a consultant and professional resource. The IJE will
be a central address for funding sources and for institutions who
wish to work cooperatively with the IJE in their own development
efforts. It may also help local IJE‘’s find funding for their
initiatives.

8. Much of the definition of the IJE will evolve during the
actual process of implementation.

B. The IJE At Work

The following is one possible scenario of the IJE at work:

1, Staff and Governance

&e The IJE will be a free standing mechanism. It will have a

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

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

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

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

2. Functions

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

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

iv. monitoring, evaluation and feedback;

v. diffusion of innovations.

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

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

i. research, data collection, planning and policy analysis

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

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

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

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

ii. community interface (for Community Action Sites)

* The IJE will work extensively with the communities where
Community Action Sites are located. It will do so by means of
local mechanisms that will be established.

The community interface function may deal with:

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

* Help the 1local community establish a mechanism for its
Community Action Sites and assist in recruiting staff for such
mechanisms.

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

iii. funding facilitation
This function may include the following:

* To undertake as appropriate, brokering between various
possible sources of funding (foundations, national organizations,
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local sources of funds, federations, individuals) and the
Community Action Sites.

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

* To seek to 1link high priority pieces of work with various
funders and competent implementors.

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

iv. monitoring, evaluation and feedback
The purpose of this function is threefold:
* To monitor activity of each Community Action Site.

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

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

v. diffusion of innovation

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

3. Organization of Functions

In order for each of the above five functions to be given the
attention needed, and that none be overwhelmed or overtaken by
pressing needs of other functions, they should probably be
structured as distinct units. The staff of any one may be as
small as a part-time person or as large as a full team - as
needed - however each function should have autonomous importance
and authority.

DRAFT - FOR DISCUSSION ONLY =-- NOT FOR QUOTATION

10



4. How will the IJE begin its work?

a. Once the notion of an IJE is adopted by the Commission, a
comprehensive plan will be developed to launch the IJE. At the
appropriate time a Board will be constituted and a director will
be hired.

11
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April 13, 1989

From: Morton L. Mandel

To: Seymour Fox \ ML Y

Here are some more thoughts on possible outcomes of the Commission
on Jewish Education. Let's discuss on April 18th telecon.

Outcome #1

Outcome #2

Qutcome #3

Outcome #4

Outcome #5

Qutcome #6

Qutcome #7

The IJE (1.4.)

Community Action Sites: From Demonstration to Implementation

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

Personnel: Building a Profession

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

Federation: A key factor for Jewish continuity

An organized, long-term effort to achleve
consensus that the local federation is the
key convenor and sponsot of local programs to
enhance Jewish continuity (e.g., Cleveland
Commission). IJE to work closely with CJF

to activate federations to take up this cause.

The North American Support System: A New Design

A permanent process led by IJE and CJF to harmonize

all the continental players (JWB, JESNA, Seminaries, etc.),
in a way that brings them to a high level of effectiveness,
overall or in selected areas.

Programmatic Options: Implementation

A permanent ongoing process led by IJE to work with
"champions" of programmatic options, as they can
be identified, to develop fully those options:

1. = Champion is Chair of a Commission (e.g. Eli Evans)
2, = Champion finances Commission or obtains financing)

3. = LJE helps select and approves all Commission members
4. = 1JE helps select and approves Commission staff
5. = LJE monitors and exercises quality econtrol on each

Commission

Research, Publications, etc.

A permanent ongoing element of IJE. (To be designed).
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April 13, 1989

TOr Annette Hochsteln
FROM: Joe Reimer
RE: Ouwr conversation in Boston

A whole week has flown by and been filled with duties of the
heart (family) and obligations at the office. 1 trust your trip

haome and adiustment were smooth, I admire your strength and
persistence.

It taok me two days after our conversation to realize that I
was in shock from it. Youw warned me, but since [ was captivated
by your ideas, I didn't realize how much was involved or how far
it took us from the IJE = where my mind was. I work slowly -
because I do feel overwhelmed, Bul I listened carefully and am
gradually unfolding what was said in an how's conversation.

1’11 be frank in declaring I cannot possibly do_all that you

mehed wl mos tHuuls wf Liie assigimenl io gew Lw mw — subislanibl vel y

and proacedurely. I'm attracted intellectually, but scared

emotionally. Also, I don"t work al even half your pace and have

a sixty percent commitment to Brandeis and very practical

concerns about home and Fesach. I may not be the person for this

Joby I realize. But I will try to do the small part that I can -
at a pace I can live with,.

We were talking of five or six papers. Let me comment on
each in & preliminary way.

i. State of the field, Let's build on the option papers
and think nf the field as being made up of clusters - such as day
schools, supplementary schools, infaormal education, adult and
family education, pre-school. Within each cluster we can
generate a aset of empirical, informational guestions (who is
serviced by whom in what contexts and ways) as well as
directional questions (what are the recent trends, what are the
descriptive worlds like). We may commission a paper for each
cluster, with an editor to direct, synchronize and edit.

2. An_grganizational or ipstitutional analysis of the
field. As Woocher and Schiff claimed at our meeting, the
"community" that encompasses Jewish education is complex. We
need a carefully analysis of the institutional "system" of Jewish
education: how the denominations, federations, EJE’s, JCC's,
schools and synagogues inter-relate, how that "system" has
evolved over time and is changing, how it may differ locality to
locality and what the implications are for a theory of change.

We need to put on paper the complex maps that a Schiff carries in
his head about these matters - in & historical and theoretical
content.
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Annette Hochstein
P. 2, April 13, 1989

3. Jdewish contipuity and Jewish education. There is both
an empirical and a conceptual piece here. Empirically what is
the evidence about the relationship between receiving a Jewish
education and manifesting Jewish behavioral commitments.
Conceptual ly what are our assumptions when we link these two:r
what sorts of relationships do we envision? I1°d think here of a
sociologist and a philosopher gach writing a paper.

4. Best practices. Here 1 have yet to think about the

issue of criteria of selection (e.g., The Good High School) to
learn from.

S. and 6. Ephancina the options papers on personnel and
community. 1 think these are the crucial links because they
begin to operationalize what we mean by the enabling options.
I’ve yet to give it thought.

111 be talking to people next week and communicating once
before Fesach.
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Tel.: 972-2-662 296; 699 9S |

Fax: 972-2-699 951 FACSIMILE TRANSMISSION
TO:  ART NAPARSTEK DATE: APRIL 13, 1989
].‘ROM: ANNETTE HOCHSTEIN NO. PAGES: 1

FAXNUMBER: 001-216-391-8327

Dear Art,
We will try to call you today between
1:00 - 2:00 p.m. Cleveland time.

W /(_Q____,)
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Tel.: 972-2-662 296; 699 951

Fax: 972-2-699 951 FACSIMILE TRANSMISSION

K LEVY P APRIL 10, 1989
TO: ART NAPARSTEK & GINNY DATE: P
FROM: ANNETTE HOCHSTEIN NO.PAGES: <
FAX NUMBER: 001-216-391-8327

RE: Meeting with Esther Leah Ritz

I had a long meeting with Esther Leah Ritz on the 5th of April
1989. The substance of that meeting dealt with MI-G. It was not
possible for me to take up MI-NA, the way we would have liked it
discussed. Therefore, I will have to see Esther Leah before the
next Commission meeting, or we will have to find some other way
to involve her towards the next Commission meeting. As you may
recall, she could not attend the 2nd Commission meeting. I

briefed her following that meeting.

Best regards,
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PRENAER NDUGTIAL DORROAR SPECIFY HOW TO SEND MERRAAE DATE nsuueer;; / -
REQUEST FOR TELEX/ HAILGRAMI FAX T TELEXNO, z
72343 (REY, 2/88) PRINTED IN USA s |RUAGENT - Time sonaitive - must go at once

X FAXNO. 27 A LT 7 7 L7 | IREGULAR - Send st Ume rates are most

L UOIS LU ERE OFALES] UH FHIN zmw l'\ﬂ'ré'L ga\fﬁﬂ 8HEET)

TO: SC)imen L X FROM:

NaME__ AV NETTE oo N STE/~/ wve_ AL THuA- NAPARLTE K.

COMPANY., NAT IV COMPANY______ ﬁ&_ﬁmz & AL

STREET ADDRESS DEPARTMENT

oy, sTATE 2P JELUSALE M COST CENTER o920

PHONE NUMBER

TELEX NO.: 6873015 PREMI UW [ FAX NO.: 2183918327 | TIME SENT:

MESSAGE: '

Seymour and Annctte,

Could you get me a more precise budget for your operations in Israel.

T wnesa® A 404 . o e v 4, a i i

ATL
¥ TOTAL PRAGE.B1 X
APR 12 '89S 14:35 PREMIER CORP PRGE.B1
o T R —a—— BPECIFY HOW TO SEND MESSAGE DATE REQUESTED " // " / P9
REQUEST FOR TELEX/MAILGRAM/FAX TELEXNO.
72343 (REV, 2/88) PRINTED IN USA. vy ren MGENT Time “nﬂfw must go atonce
JCFAXNO. Z&m DREGULAR - Send at timé rates are most
3 aconomical
TYPE (USING DOUBLE BPACES) OR PRINT CLEARLY Nair?gu.?ggbea s{:EE' :
T T ANNETTE ITocHSTEA FROM:
e SEYmou . _Fox W
COMPANY NATIY COMPANY. <
STREET ADDRESS. DEPARTMENT. ;
orv.sare, 20 NELASAL Em — |cosT center 09 2
PHONE NUMBER

TELEX NO.: 6873015 PREMI UW | FAX NO.: 2163918327 [ TIME SENT:
MESSAGE:

Annette and Seymour:

Annette, I followed up on Debbie's and Ms. Kaplamb's check. They were mailed
from Federation on March 30th, Let me know 1f thay do not arrive.

I had a good talk with Reimer. Need to debrief both of you on Thursday or
Friday. Let's set a time.

I received the suggested schedule. It looks good. I'll review it and get
back to you.
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Nativ Policy and Planning Consultants e  y13am1 n1s3s1my DINYII-as1y
Jerusalem, Israel =RAVIE B

Tel.: 972-2-662 296; 699 95|

Fax: 972-2-699 951 FACSIMILE TRANSMISSION
1o: ART NAPARSTEK DATE:  apr1L 12, 1989
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Dear Art,
It was nice speaking with you yesterday. As
promised, Seymour, Debbie and I finished the

suggested interview schedule for the Wednesday
deadline.

Regarding our conversation, payments arrived.
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TOWARDS THE THIRD COMMISSION MEETING:

INTERVIEW O F COMMISSIONERS A

™

SUGGESTETD SCHEDULE

1. The purpose of this interview is to bring the commissioner
up to date on the developments since the second meeting of the
Commission. These developments can be seen in the following
stages, which might serve as a framework for structuring the
interview:

a. Much work has been done since December 13th (meetings of
the planning group and the senior policy advisors,
consultations with experts, etc.).

b. How we moved from the personnel and community options to
the notion of demonstration center/community action site
= doing it in the field. The Commission, we felt,

agreed to these options on the condition that ideas,
projects and programs could be developed and
implemented that would make a difference and lead to
systemic change.

c. As we did this we had to grapple with difficult
questions such as: Who will carry out the work? Who
could be responsible for the implementation of
demonstration projects?

; For all of this, we need input from the commissioners.

2. A sample of interviews conducted recently revealed that
different commissioners have very different conceptions of how
the Commission is proceeding; the interview will have to be
adapted to the individual situation. Although the concept of the
IJE is still tentative, with some commissioners it might be
desirable to cover the major ideas behind it. With others it may
be more useful to deal with the challenge of moving from the
decisions of December 13th to the idea of community action sites.
In interviews conducted until now, we have found that
commissioners tend to concern themselves with particiular issues
of importance to them. For example, heads of training
institutions may be mainly interested in the training component
of a demonstration project, where foundation principals may want
to understand how their foundation’s specific area of interest
can be addressed.

3. Irrespective of these differences, we suggest that the
following points be covered with all commissioners. They may be
presented as questions to which the response or views of the
commissioner are sought:



*

a.

C.

Review where we were at the end of the second meeting:

- an agreement to go ahead on personnel and the
community as first items (as enabling, as pre-
conditions)

- continued interest in programmatic options

- some concern and possible skepticism as to how
the personnel and community options <can be
implemented.

We see the challenge for the next meeting of the
Commission as answering the question of how to bring
about singificant, across-the-board change through
personnel and the community.

In thinking about implementation, we realized that
because education takes place on the local level, we
would have to get involved in the local scene. This
would require some type of demonstration - a community,
a network of institutions, or possibly one major
institution where some of the best ideas and programs
in Jewish education would be initiated 1in 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 a
vision of what Jewish education at its best can be.

In a demonstration center, a community would have to
grapple with such issues as: in-service training, the
recruitment of educators, the status and salaries of
its teachers. 1In a sense, Cleveland’s Commission might
be seen as a useful example of the beginning of a
comprehensive approach, an important new development in
educational planning and funding.

While education is mainly a local enterprise, we also
realize that several factors will have to be dealt with
nationally. For example, sone training needs to be
done on a regional or national level. Furthermore,
accross—-the-board change can only be achieved if local
change is implemented in enough places and becomes
nationally accepted policy.

The demonstration center idea leads to a crucial
question: Who will do the work? Who will be
responsible for the planning and execution of the
demonstration projects? 1In trying to answer this
question the idea is emerging that some form of team or
mechanism that will enhance and facilitate
implementation may be needed.
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You may want to discuss this issue with the
commissioner in some detail and look at the functions
that such a team or mechanism may fulfill.

If a mechanism were to be established, it will be
necessary to deal with issues such as:

- What are the criteria for choosing a community action
site? What should its size be? What are the important
characteristics?

- How do we guarantee that the projects are of the
quality that the Commission aspires to?

-How will negotiations with the existing institutions
in the community be conducted? What kind of local
mechanism will need to be established to run the
community action site?

- How will appropriate funding sources be matched with
specific projects?

- What kind of monitoring and evaluation should
accompany the implementation of projects? How can
feedback be effectively incorporated into the ongoing
work?

- How will innovations be diffused from one community
action site to other communities?

- How will a central mechanism work with local
communities to help them rise to their full stature
without imposing something on them from the top down?

You may want to remind the commissioners of what the
Commission has already achieved - in two meetings and
eight months:

- Created a pluralistic, private/communal forum for
dealing with the issue of Jewish education-Jewish
continuity;

- Charted out what the commissioners perceive as the
major areas in need of intervention and development
(options) ;

- Differentiated between programmatic and enabling
options: start with enabling but link to programmatic.

- Is beginning to consider what content (for personnel
and community) and mechanisms are needed to bring about
significant change and improvement.



* h,

It is important to emphasize that we need the
commissioners’ input concerning each of the elements
mentioned above.

Check attendance on June 14.
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April 11, 1989

Dear Joe,

‘Tis the season for making seder. My pre-Pesach
house (office) cleaning has included a search for
loose "crumbs" in the MI-NA files, minutes and memos.

I thought it may be useful for you if I told you what I
found in the Options file. We have four half-baked
(i.e. drafts that have yet to be corrected and approved)
options:

-knowledge base

-early childhood age group
-young adults

~elementary age group

The option papers that still need to be written are:

-college age group
-retired/elderly age group
-Hebrew language

-eliminate tuition

-physical plant

-innovations in Jewish education

I will work with Prof. Fox on ammending and editing the
former group, and I believe that you are responsible for
drafting the latter. Also, the personnel and community
options need to be revised in light of the IJE idea.

I wish you and your family and the Hornstein gang a chag
kasher v’sameach.

Warm Regards,

bbb

Debbie

10, Yehoshafat St., Jerusalem 93152 Tel. 027662296 ;699951 'SV .93152 DYW17? ,10 VOV ‘M

Fax. 972-2-693951 P.0.B 4497, Jerusalem 91044 DYW17?,4497 .T.N
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THIRD COMMISSION MEETING:
TERVIEW OF COMMISSIONERS

SUGGESTETD SCHEDUTLE

The purpose of this interview is to walk the commissioner
ough the process from where the second Commission meeting
ended to our practical suggestions on implementation.

2. A sample of interviews conducted recently reveals that
different commissioners have very different conceptions of how
the Commission is proceeding; the interview will have to be
adapted to the individual situation. With some commissione
will-be possible—and”desirable to cover the magf; 1daas, w
IJE, 4 ]&h oth TS th& may be more useful to
AV ;11ustra ion™” of démﬁﬁétrbﬁaoﬁ prOJects
institutions may be mainly interested in the s
training component for their institutions; fo
may want to understand how their foundatio
interest can be adressed.

eads” of training
ignificance of the
ation principals
pecific area of

3. Irrespective of these differences, we suggest that the
following points be covered with all commissioners. They may be
presented as questions to which the response or views of the
commissioner are sought:

* a. Review whg,g“ye“we e at the end of the second meetlngl %
B mﬁéaréofﬁﬁé'é‘aiun s

ersonnel and the community -

- individ@al interest in programmatic options -
- some skept1c1sm as to how thesergoqdﬂtdeas can be
implemented” /' ”““j PRApEVWAX o (KT '
Yo L s 1!‘ VA LD A A LA J’g“ = {»L.,_j WV ':’

* b. We see the challené& as answering the questlon of how
to do this: how to bring about singificant, accross-

the-board changgg%ﬁ}g$§§$nnel and the community.
“** you may choose to elaborate on each of these elements

* c. First we thought about demonstration centers:
illustrate what personnel and the community could mean
in a demonstration center. Use both the options papers
and the ii - IJE paper to assist you. Explain what the
role of national training institutions could be; how
personnel can only be implemented locally (as that is
where educators work) and can only be implemented in
programs (thus the programmatic implications of
personnel) . However personnel training needs to be
regional or national.

Further illustration could include : improving the
status of teachers could involve increased salaries.
This may require developing local federation funds for

ma‘fn)“wi‘t‘ﬁ 'the ; «&:.:_«_M-.{.



education. Use the example of the funding of
Cleveland’s Commission as an example of important new
developments.

* d. Discuss the strengths and weaknesses of the

demonstration center idea (sggfxhg_lﬁﬂ_papggl;_ggéggg_ix
that arise before starting--e.g. how large shou a

‘demonstration — center  be? What should the \

characteristics of the community be? How important is
the time factor? Is there a major wuniversity in the

vicinity? What about major metropolitan EEEEEEﬂggglﬁ,ﬂdﬁﬁfi

* e. Explain how the absence of a link between ideas and
implementation is always the stumbling block in
education.

* f. Explain the need to translate the idea into a design
for implementation and then into actual implementation;
to correct the idea on the basis of what is learned in
implementation and then to re-design implementation.

* g. Introduce the analogy of the prototype: the need for
a team - a mechanism - that will develop the
prototype.

* h. The possible fqutions of the IJE and their detail. (See~
IJE-chart-and paper) A aal
|

. ‘ .
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- Working with local communities rather than imposing
a ready-made plan on them.

- The IJE does not deliver services. It does not
replace national institutions; rather, it is a resource
for their development.

* j. You may want to remind the commissioners of what the
Commission has already achieved - in two meetings and eight
months:

- Created a pluralistic, private/communal forum for
dealing with the issue of Jewish education-Jewish
continuity;

- Charted out what the Commissioners perceive as the
major areas in need of intervention and development
(options) ;

- Differentiated between programmatic and enabling
options: start with enabling but link to programmatic.

- Has begun to design mechanims for bringing about
significant change and improvement.



k. Check attendance on June 14
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letter to Commissioners from MLM .

With the third meeting of the Commission less than two months away (June 14,

10 a.m. to 4 p.m., place ), I would like to bring you up to date

on developments since the meeting of December 13, 1988. Staff members have
been hard at work developing ideas put forth at that meeting. They have
consulted with experts in the field and met with the Commission senior
policy advisors and are now anxious to consult with you in preparation for

June,

At the last meeting of the Commission a number of options were considered.
The Commission opted to focus its work initially on two topiecs: (1) the
shortage of qualified personnel for Jewish education and, (2) the
community--its structure, leadership, and funding as keys to
across-the-board improvements in Jewish education, At the same time, many
commissioners urged that work also be undertaken in various programmatic
areas i.e., sarly childhood, day schools, supplemental schools, the Israel

experience, etc.

The challenge facing us now is to develop creative, effective, and feasible
approaches for dealing with the enabling options of personnel and community
in relation to various programmatic areas, We need to devise a workable
strategy so that we can demonstrate that personnel and community can indeed
be acted upon in a comprehensive manner. In personnel this involves
recruitment, training, retention, and profession building. For the
community, it involves recruiting outstanding leadership, changing the

climate, and generating significant additional funding.
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As the work of the staff, policy advisors and others has unfolded, several
assumptions have guided our deliberations. We now believe it is difficult

to meet the challenge of change on a national level alone becguss the field

of Jewish education is too complex and vast. We need to look at a strategy
that allows us the flexibility to work both from a top down as well as a
bottom up perspective, A number of experts in the field believe that real
change must be undertaken on the local level. It is argued that local

initiatives make sense for the following reasons:

1. Much of education takes place only on the local level.

2, The scope of a comprehensive local undertaking would be manageable;
there is sufficient energy and enough people to undertake such a
project,

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

4. A local project would be managed in a hands-on manner, permitting
constant improvement and fine-tuning,

5. 1Ildeas and programs, when integrated and implemented in one site, can
have significantly greater impact than they have today when successful
approaches are isolated. The whole is greater than the sum of its
parts.

6. Visions of Jewish education could be translated and experimented with in

a limited and manageable way.
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7. National institutions and organizations could be mobilized for such
experimental programs. They would view this as an opportunity to test
and develop new approaches to Jewish education.

8. People could be recruited and mobilized for tangible local
demonstrations. The pool could be expanded to include, in addition to
the current cadre of outstanding educators, (1) rabbis, (2) scholars of

Judaica, (3) federation exacutives, (4) Jewish scholars Iin the secular

and academic world.

Thus, we have moved from the personnel and comwunity options to the notion
of developing initiatives on local sites. At its December meeting, the

Comnission agreed to the conceptual framework of enabling and programmatic

wptions on the condition that ideas, projects, and programs ¢ould be

'‘eloped and implemented that would make a difference and lead to systemic
e, The assumption implicit in utilizing local sites is that other

ties would be able to see a successful approach to the community and
options, and would be inspired to apply the lessons learned to

thelr own communities,

ementation are seldom successful when they are top down

ties must play & major role in the initiation
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of the idea. They must be full partners in the design of programs and in
their implementation. Thus, as we are developing these ideas, we have to
grapple with such difficult questions as: Who will carry out. the work? Who
will undertake the strategic thinking? Who will plan and ensure that the
standards and goals of the Commission are maintained? Who will or can be
responsible for the implementation of local projects? For all of this, we

need input from the commissioners,

Therefore, I believe that it is important for us to respond to these ideas
and consider our next steps together. At the suggestion of a number of
Commissioners, we propose to follow the individual interview format which we
have used in the past., I have asked staff to set appointments with each of
you to get your thoughts, Your thinking is cruclal as we begin to develop

the agenda for the June l4th meeting,

I know that most commissioners share my belief that a mechanism for change
ls a critical outcome of this Commission, I look forward to learning,
through the interview process, your thoughts on the direction we propose.

Sincerely,

Morton L. Mandel
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BY: PETER SZANTON

THE INTERMEDIARIES - SOME EARLY OBSERVATIONS

—
—— e &

With Foundation support, I have undertaken a brief
reconnaissance of the field of so-called intermediaries. I have visited
the offices, interviewed hoy poisvuncl and 1cad a varicty of
materials by and about High/Scope, the Manpower Demonstration
Research Corporation, the Police Foundation, Public/Private Ventures,
the RAND Corporation (as to its Housing Allowance Supply
Experiment work only), the Remediation and Training Institute, and
the Vera Institute of Justice. I have also reviewed much of the
recent literature on social experimentation, and some of the
voluminous writings on the relation of knowledge to policy.

The purpose of this work was mainly to determine the kind of
effort required to produce a useful book about those institutions.
The book would specify their purposes, sketch their histories, and
assess their contributions to knowledge, to social policy and to
program operation. It would also attempt to elicit from their
expericnce some lessons about the deliberate development of policy-
relevant knowledge, about barriers to the use of such knowledge and
about possible future evolution of the roles of intermediaries.
Accordingly, the products of the reconnaissance were to be an outline
of the proposed book, a workplan, schedule and budget for producing
it, and an essay sctting out some hypotheses and observations that
the book might much more fully test,

What follows is that essay. It groups its observations under
four general headings: traits the intermediaries shg ¢. dimensions in_
\qhmh__m:;r_dxffu, the form and degree of their impact, ‘and_questions.

. Because these comments flow from a brief
review of eight distinctive institutions by an observer previously
unfamiliar with most of them, it will not advance the understanding
of those who have followed those institutions closely. Nor can it be
depended on to forecast the final judgments of the book. Those
judgments would certainly be more numerous, more fully informed,
and perhaps quite different. But the essay will at least suggest some
of the concerns and presumptions on which the next stage of the
work would be based.
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I. THEY HAVE MUCH IN COMMON
a-—Simitar—cmdy—amd—means—Each_of the—inermediarfes we ™

o —

not-for-profits whose purpose :;ngglp_]dﬁntﬂy effective _ways_ of
résolving or ameliorating_sigaificant social problems,and-which
SCIvE that purpose, at least in_part, by: /

(1) desxgmng and operatmg (or supervising the operation
of) experiments or demonstrations of some scale;

(2) subjecting the results of the experiments or \
\dcmonsu‘ations to more or less rigorous evaluation, and

) (3) disseminating the results. .0 (, 40

ey may act autonomously and directly, or in_collaboration,
_with others, or indir flirough others - gyaluation subcontractors,
for example - but they have normally taken some_responsibility..for. ...

all three kinds of activity.

b. Recency. All are creatures of the last quarter-century. Vera
was formed in 1961; High/Scope effectively in 1962 (though not
formally until later); The Police Foundation in 1970; MDRC in 1974;
P/PV in 1978; RTI in 1982-83. RAND, though founded in the late
1940s, began the Housing Allowance Supply Experiment (hereafter
HASE), its first such venture, in 1973. All of these organizations, in
short, are products of a period in which the US was becoming
conscious of social problems which were not yielding to the general
rise in incomes, not yielding much even to a very rapid rise in
federal social expenditures, and whose roots, therefore, seemed deep,
probably intertwined, and difficult even to clearly identify.

Equally, that history means that, on average, the intermediaries
have been operating for roughly a decade and a half. And since
much of their work has involved longitudinal studies whose results
were not available until well after their founding dates (the most
striking results from High/Scope's Perry Preschool Project, for
example, were published in1984) the time that most of them have
had to affect events has been considerably shorter, Given the
inevitably slow pace of significant social change, one implication of
that fact is that, while interim judgments on these organizations may
be timely and useful, no full assessment of their impact will be
possible for many years.
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c. Lengthened Shadows. Most of the intermediaries strongly

shadow of a man,

rom the concerns_and entrepreneurship of unusual individuals.
High/Scope, Vera and RTI are each organizations hard to imagine
apart from their founding directors. HASE is similarly inseparable
from the analytic concerns and policy interests of Jack Lowry.
Several of the other intermediaries would not h i i
except for_the.entrepreneurjal_sponsorship of a single foundation
executive. ( Wl Semy e

—-——

d. Motivating Values. Though all of the intermediaries, in
lesser or greater degree, design and operate experiments and
perform analyses, none were established by _persons who thought of
themselves principally. as.social scientists..or—whose~objective_was
simply the advancement of knowledge. The end objective of all of
the fbbﬁd@g,_agdjj&iﬁ{f@fbm%ther key personnel, was to_alter_

and improve social policy, and especially to_improve. the situation of
“the nation’s disadvantaged. This is not to say that all of the

g i bl b B

and some do not, a point we return to below. But all see the goal of

their worlt ao the amelioration of a ococial P-rohlom. It io therofore
fair to test their achievements - preliminarily, and among other tests
- in terms of the degrees of amelioration being achieved.

II. THEY ALSO DIFFER

Nonetheless, there are important differences among them.

a. Style of Operation. Worth noting, though not of fundamental -

concern here, is the fact that the intermediaries vary widely in their
style of operation and in other internal respects. Some, for example -
like Vera - began under very modest auspices and with diminutive
resources; others with huge endowments (Police Foundation.) One
was incubated for years in a county school system; most began as
independent entitics with substantial private - typically Ford
Foundation - support.  Most depended heavily on federal funding
(and were severcly tested by the cutbacks of the first years of the
Reagan administration: High/Scope and P/PV lost 40% of their staffs;
MDRC dropped 70%), but others did not.
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In other internal respects they vary also. The boards of some,
like MDRC, have played active and important roles,  Other boards
have been much less involved, and one appears to have been only a

formatity——Simitarty;the~management—of some (Vera;for exampie)—
has been highly decentralized, with a fair variety of staff
entrepreneurship permitted or encouraged; others (like High/Scope)
have been far more focussed in their interests and more centrally

directed.

b. Clients_and Audiences. More significantly, the clients and
audiences of the intermediaries have differed, on at least two
dimensions. One is that of local versus federal orientation. Though
some (HASE, MDRC) have been mainly oriented toward federal issues,
others (Vera, High/Scope) began, at least, by seeking local impact in a
gingla jurisdistion. Others (Police Foundation, RTI and in recent yeare

P/PV and MDRC) have worked with  multiple local jurisdictions.

The other dimension can be roughly characterized as policy
versus operations. The work of some of the intermediaries has been
oriented toward broad policy concerns, and hence largely toward
legislative action. HASE was a clear example, It required specific
congressional authorization and its own appropriations before, it
could begin, and it was designed to inform a central issue in a
continuing congressional debate over federal housing policy for the
poor: whether rents rather than new construction should be
subsidized. Much of Vera's early work, on the other hand, tested
operational approaches that New York City court or police
administrators could implement essentially in their own discretion.
RTI appears at the far end of this spectrum, showing no interest in
policy, but attempting to affect practice directly, massively and at
many sites.

¢. Analysts and Advocates. The dominant value of some of the
intermediaries is to learn; to distinguish what works, what doesn't

and, where possible, why. These organizations care about what
governments do, but the form their caring takes is to try to inform
future policy-making. They see themselves essentially as analysts,
For rj_hg_m_._m\zﬁ__kmwlcd et policy will not produce the expected
results, though unfortynate, is_virtually.as. valuable as_the knowledge
that it will. MDRC is probably the clearest example of the type; HASE
also fitsit as well.
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The dominant value of others, explicitly or otherwise, is to
move policy in a particular direction. They believe some innovation
will improve matters, Like High/Scope or Vera they may themselves

- —— -— -have-pronecred—that—inmovation.—They~want-to-denmomstrate—that—i~ ——=-
works, Or, as with some Police Foundation projects, they may hope
to demonstrate that a traditional policy is not effective. In.either
event, thongh they may - typically will - design and aperate the
experiment with great care, they are not indifferent to the outcome,

~ Surprisingly, that fact does not seem to generate, among either the
intermediaries or their clients and audiences, much concern about
conflicts of interest or unreliable reporting. The reasons are
probably that standards of methodological care have generally been
maintained, and that even flawed experiments, if squarely addressed
to policy questions, are likely to provide considerably better
evidence than existed before.

d. Locatigns on g Spectrum. Whether oriented toward policy

or operations, toward local decision-makers or national, and whether
devoted at heart to analysis or advocacy, intermediaries vary in the
proportion of the spectum of potential activities they cover, and in
where, along that spectrum, they fend to focus. The spectrum
consists of essentially the following activities:

i. formulating a policy hypothesis
ii. designing an experiment to test the hypothesis
. operating (or supervising the operation of) the

experiment

iv. evaluating (or supervising the evaluation of) its
impact :

v. disseminating results

vi p__q_gum reform or innovation based on its results

i. providing Le_ch_uj_«;_ausj_ua_c_g to others establishing

similar programs
viii. packaging the essential elements of the program to
facilitate its replication.

(Further activities might well be added to this list but, as is, it

appears to fairly cover the range of intermediaries’ current
behavior.)

Three observations: All of the intermediaries engage, at least
somewhat, in most of the activities - at least numbers i-v. The
balance of their effort has differed sharply, however, with MDRC and
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HASE typically stressing the top and middle activities, and Vera and
(especially) RTI the middle and bottom ones, Finally, all of the
intermediaries, over their histories, have tended to shift focus

e e e oW RWard—along—that—tst, - and-in- recent—years- have—typioaliy—peid
increasing attention to disseminating results, making the case for
acting on them and, to a lesser degree, offering technical assistance.
And this has occurred not simply because the carlier functions
necessarily take place first in any particular project; the main reason
appears to be a growing consciousness that, in most of the policy
arenas in which intermediaries operate, the binding constraint in
recent years has not been ignorance as to what works, but
inadequate political or bureaucratic support for what is known to
work, or insufficient administrative capacity to make it work. We
return to some implications of that fact at the end of this paper.

III, THEIR IMPACT HAS BEEN SUBSTANTIAL

Overall, " the intermediaries seem to have had substantial
effects, of at least three kinds.

a. Development of Knowledge. %fﬂjmmﬁmw_ﬂmuhﬂx—
have produced a large body of policy-relevant knowledger

Principally because of the work of intermediaries it is now
authoritatively demonstrable, for example, that a variety of

preschool programs, if well run, will produce long-term gains in both
their students' later school performance and in their social behavior;
that a full-scale housing allowance program will not substantially \
increase rents; that carefully supported transitional employment can \
prepare a substantial fraction of retarded persons for unsubsidized )
employment, and so forth. The intermediaries have produced,

among them; -at least half a hundred findings of the scale and import

of those three; all in all an impressive body of policy-relevant,
policy-useable knowledge.

b. Learning how to Learn. A closely related but
distinguishable product has been a near-consensus on how studies of
program impact should be performed. A decade and a half ago, time
serics data, comparison groups, and random assignment were all
used in efforts to estimate program impacts. But all were subject to
attack. The time series data normally available could not measure -
the impact of any but very large-scale programs and could not
clearly distinguish the cffects of those programs from other possible



APR 14 '838 16:42 PREMIER CORP PRGE. 12

influences. Comparison groups were justly criticized as likely to
differ from each other in any of several ways that might account for
differences in outcome between them. Random assignment, while

v e o understood—to~be—superior—in—theory,—was—thought-to-ratse—near<~ == - o

insuperable problems of feasibility and fairness.

The intermediaries have used each of these techniques, along
with others, and one result of their work has been to increase the
sophistication with which each of them is now normally used,
Another contribution has been their increasingly careful recording of
the administrative practices and operating rules which successful
projects employ and on which successful replication may_depend,
But probably their main contribution to the power of policy research .
has been the now well-developed recognition that random
assignment experiments are feasible, that under most circumstances
they are fair and will be accepted as fair by participating individuals
and organizations, and that their results, so long as they have been
managed with care, are authoritative.  The findings of large-scale
and professionally conducted random assignment experiments are
not compromised by the methodological controversies that engulfed
many of the policy studies of the 1960s. The work of High/Scope,
hHASE and, especially, MDRC is most responsible for that result,

And it is not a trivial result. From the first major federal social
programs until at least the 1950s, the typical policy-setting pattern
was to lunge directly from concept to program. Roosevelt's Civilian
Conservation Corps is a good example. The intermediaries were

established as it was becoming understood that when government
~tMEFvened in a_complex. probiem, ideas appealing in principal mi

work poor!y or not at all, and at great expense. mo
a problem,"” in thc "phrase of the day, might be w ess;

whilé doing no good it might also_exhaust, for some time, the political
_and_financial_ tesources. for. doing _anything_clse. The next most
obvious step - to consult social scientists on the basis of their
supposed existing expertise - did not help much. Policy-oriented
scholars were likely to give opinions whether there was a scientific
basis for them or not, and generally there was not, since large,
careful studies directly on point and already concluded were
extremely rare.

The_obvious solution_was _that_significant_policy options be
tested, and the tests evaluated with care, before large-scale
programs were launched. But until the mid-1970s, it was arguable
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that such tests might only delay matters while they proceeded and
confuse matters afterwards, as advocates and their methodological
advisers contested what had been proven. That position is now no
fonger—arguable;-a-fact due largely to the - work—of-the—intermediaries-—— =
and of considerable long-term significance to our political processes.

c. Affecting Events. “Information is to politics as bullets are to
warfare," as a current Washington saying goes. Information matters.
And other things being equal, the side with more and better
information wins, Of course the trouble with that formulation,
though it is perfectly accurate as far as it goes, is that a number of
other things - political resources, funding constraints, bureacratic
inertia principal among them - supply the heavy artillery or nuclear
weaponry of policy warfare, and they may not be at all equal. The
result is that thc manner and degree to which the kind of knowledge
that intermediaries produce is used varies enormously, and the value
of the influence it exerts fluctuates correspondingly. No overall
assessment of the effect of that knowledge is possible here, but at
least three differing kinds of impact are worth noting.

The first and most encouraging occurs where the implications
of an intermediary's findings are consistent with what a political or
administrative or legal system is prepared to do. There is little
doubt, to take an obvious current example, that MDRC's work and
welfare findings are substantially and helpfully impacting events at
least in Arkansas, Maryland and California, and that they will
strongly influence the next wave of federal welfare legislation. Our
politics are eager for measures that promise to reduce welfare
dependency, and MDRC offers the most authoritative evidence
available as to how this might be done. Similarly, police shooting of
civilians dropped markedly after a Police Foundation study
questioned the extent of use of deadly force and the legal system
proved ready to impose a rule drawing on its findings. And a high
proportion of the pre-trial diversion programs operating in several
hundred jurisdictions resulted from two Vera efforts to demonstrate
that benefits could flow both to accused youth and to overburdened
court sytems from supervised work and study programs for young
defendants who did not have serious criminal records.

A second category is exemplified by work which, at first glance,
might appear to belong in the first. The sharply increasing public
concern for the care of very young children has given great
prominence to the results of High/Scope's Perry Preschool project.
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Reciprocally, the strong and still growing national support for
expanded pre-school education has been justified in significant part
by the findings from that project. But political forces appear to be

-~ —skewingthove findings aswel s wsing ™i&m. ~ The PEIty project’
served severely disadvantaged children, and its extended
longitudinal reviews demonstrated that those children could be
greatly helped by a broad-based remedial program.  That
knowledge is being used as ammunition in a campaign mainly
designed to extend downward to all four and five-year olds (of which
the Perry children were not representative) conventional preschool
programs (of which Perry was not an example.) The underlying
reason is the difficulty working mothers of small children experience
in finding and affording adequate day care. The cause in whose
interest the Perry findings are being misused is thus not a bad one,
but neither does it illustrate an exemplary relation between
knowlege and action.

A third category is suggested by the use made of HASE. The
experiment began in 1973 and, together with associated
experiments, was to run for ten years. There was then fair
agreement that federal housing dollars were conferring large
benefits on relatively small numbers of poor (and middle-class)
people, no benefits on large numbers of poor people, and excessive
benefits on builders and developers. Moreover, the administration
in office wished to reduce social expenditures. As a result, the
political significance of HASE in its early years was to lend weight to
the argument that nothing new should be done until the results were
in. In the years since 1981, as results became avalable, its principal
policy effect has been to buttress the case against subsidized
construction, while subsidized rent received no support either. (Only
some 15,000 persons nationwide now receive federally-subsidized
rent vouchers,) Unlike the Perry example, results here were not
distorted: subsidized construction is a bad bargain. But neither were
their positive implications heeded.

These are three quite different ways in which knowledge
produced by intermediaries has affected events, and only one of
them fits the ideal model in which we learn what works and then
broadly (and quickly) apply that learning. And this discussion
excludes the many efforts of intermediaries that had little or no
effect on events - some of which were never likely to. Little impact
has resulted when - especially in intermediaries’ first years - data-
gathering proved unreliable or analytic techniques inadequate or
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experimental conditions impossible to maintain; when, especially in
the case of Vera, the desire to provide a service to the disadvantaged
outweighed concerns for knowledge-development; and when

—~o—wm— -—ponsiderations of cash-floWof inteIEcTual Tine-funing sanctioned
studies or experiments in areas where what works was already clear.

Does it follow that the ultimate objective of their work -
greater rationality of policy, greater effectiveness of program and the
consequent amelioration of social problems - is being so
inadequately met that, as a class, the intermediaries are a failure? I
am hardly at a point in the work where any answer to that question
could be defended, but there are at least two reasons for thinking the
answer is no, The first is that transmuting new knowledge into
widespread action by large bureaucracies is a process that takes time
- but with time, does happen. I once had occasion to direct a review
of 83 reports, produced over 37 years by a variety of high-level
commissions, task forces and study groups, all concerned with some
aspect of the organization of the US government for the conduct of
foreign affairs. Very few of the main proposals of those reports had
been acted on within five years of their first expression. But very
few had not been adopted, in substantial measure, within 15 years,

The second reason is that, even on the record of impact to date,
the national investment in intermediaries has seemingly been highly
cost-effective. Apart from those program costs whose equivalent
would have been expended even in the absence of experiments, the
total funding of the intermediaries from their foundings to the
present scems not to exceed $300 million. The programs whose
design and operation they- attempt to effect cost on the order of
1,000 times as much each year, Improvement of those programs by
even minute degrees would therefore justify the investment in
intermediaries. And effects have not been minute.

Does it follow, then, that the world of intermediaries five or ten
years from now should look much as it does at present? That
question introduces the last section of the paper.

IV. QUESTIONS ABOUT THE FUTURE

The issues about the future that the book would seek to
illuminate, and that I want herc only to raise, are grouped around
two quite different questions: How might intermediaries function
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more effectively in their accustomed roles?  And given the current
constraints on social progress, should existing intermediaries, or

other kinds of mediating institutions, take on new roles?

e S TR, R AA—

a. Better Performance in Current Roles. This series of

questions would simply try to distill, from the now considerable
experience of the intermediaries with numerous issues and various
funders and audiences, best current practice. In particular, it would
seek to identify the effect on the probability of achieving policy-
impact of various factors external to the intermediary, and of the
means intermediaries can use to offset or take advantage of those
factors.

Among the external variables, for example, would be these: In
order to have effect, must the experiment (or evaluation) convince
mainly a legislative body, political level executives, senior
bureacrats, field operators, or organized employees? If convinced,
will they have the capacity to implement the likely findings? Will
using such findings requirc only that users believe them, or will they
have to undergo deeper attitude-changes or, if program operators,
develop new skills, routines, procedures? Do potential using
organizations contain persons able to operate as "brokers of
innovation?" Are the findings likely to reinforce or to threaten the
dominant interests of those organization? Has a potential user
initiated the idea for the research or experiment? Whether or not it
initiated the notion, has a possible user sponsored the research?
Have the producer and consumer organizations, or key individuals in
cach of them, ever worked together before?

Some of the answers to those questions will be much more
closely associated with experiments whose results were resisted than
others. But the reason for reviewing the evidence about them is not
mainly to identify factors making for difficulty. It is to try to
establish what measures intermediaries have used, or might use, to
most effectively offset their effects. Such measures might include
asking potential users (or their superiors, or analysts they have
worked with and trust) to participate in designing, monitoring or
operating the experiment; producing detailed accounts of how it was
managed; paying particular attention to how, how frequently, how
intensively and to whom the results of the experiment are
communicated and who is accorded public credit; considering how
much and what kind of technical assistance might be offered for
replication, and the like.

e i E—— ———
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b. New Roles. The second and more radical question is
whether the intermediaries, or other entities, ought to take on
additional roles -and -responsibitities The questiom s Tatsed by Tthe —
current sense that, as noted earlier, the binding constraint on
progress in many areas is not a lack of knowledge as to what works,
but insufficient political or bureaucratic support for what is known to
work, or inadequate entreprenurial energy or administrative
capacity to make it work.

What implications does this suggest for the intermediaries? In
fields where crucial questions are still unanswered and where policy
change and program development are occurring at reasonable rates
there would seem to be few implications. These are fit arenas for
intermediaries playing - effectively, one hopes - the traditional roles.
When such arenas lack intermediaries and are important enough to
justify such institutions, one question would be whether a new entity
should be established or an existing intermediary encouraged to
expand "horizontally" to enter it. If - but probably only if - an
existing intermediary has an appropriate reputation and capable
leadership, and either has or can readily acquire the requisite skills,
its expansion may be the better course.

The harder, more common and more important questions about
role arise in fields where uncertainty about what works is no longer
(or was never) the constraint on better performance. The threshold
questions in such fields will be whether any new institution, offering
capacities not available in existing research or consulting or
governmental bodies, might prove helpful. What capacities might
those be? Essentially, those that extended downward the list that
appears on page 6, That list ends with (vii) providing technical
assistance to replicators, and (viii) packaging the essential elements
‘of the program to facilitate replication. As lecast two other functions
might be added: (ix) providing turn-key set-up of systems
incorporating best current practice in the field; and (x) for indefinite
periods operating such "model" systems.

Almost certainly, each of those four capacities, if present and
well managed, would ease problems of bureaucratic imertia or
resistance or, in the last case (of which private schools in a
jurisdiction that employed a voucher system, and privately operated
prisons would be examples) would circumvent them,  Developing
those capacities would clearly produce a major social good - fully as
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significant as the prior social inventions of "think tanks" and
intermediaries. And of course one of the current intermediaries, RTI,
is wholly dedicated to function viii, with a probable capacity to
—-——undertake ~ix.-—— — - - & =5 T R e

i ——

But whether at least the last three functions are appropriate
for many of the other intermediaries now in operation seems not at
all clear, The answer will probably depend, field by field, on the
comparative performance in finding financial support and
demonstrating effective operation, of perhaps four differing kinds of
institutions, One would be intermediaries like Vera or P/PV which
attempted to focus far more effort on facilitating the start-up of
model or replicated programs, but which also sought to remain active
in knowledge-development. Probably the principal question for
them would be whether those two ends of the spectrum of functions
can be combined in a single entity without compromising its clarity
of purpose or its effectiveness at one end or the other, or at both.

A second would be wholly new entities, also non-profits funded
partly by foundations and federal agencies as well as their client
organizations (or client constituencies) but oriented wholly toward
the latter functions. The problem for them would probably be how
to amass the requisite policy, programmatic and operating
knowledge without having spent some time in knowledge-
development and operations, a problem they would probably try to
solve by hiring personnel from both current intermediaries and from
government agencies. Conceivably some of the current
intermediaries apart from RTI might try to transform themselves
into such entities, forswearing knowledge-development. The
problem for them in the short term would be the internal conflict
associated with any sharp change of organizational direction. In the
longer term it would be remaining abreast of new knowledge and
best practice,

A third category of institution would consist of private for-
profit service-providers operating at least in function x, as private
hospitals, prisons, fire and sanitation services do now, and as
voucher-supported schools would do. Were a market to develop,
they might also perform functions vii-ix, A major disincentive to
doing that, however, would be that those three former functions
would compete with the latter, and the latter would almost surely
produce the greatest profits.
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Finally, it is well to recall the traditional notion that the
performance of important social functions, especially for the
disadvantaged, is a public and therefore presumptively a

~governmental Tesponsibility, and “recall Talso the neglected truth that
governments can sometimes produce innovation themselves -
especially with new organizations: TVA, OEO, NASA. It is not

i ible that in some inricdirtinne gnuarnmant apannias winke
%E‘w‘?&usg Pua serve somc or all of these lpuuuuons. In an era of growing

and justified concern for the decline in standing and attractiveness of
public service, that potential should not be assumed away,




APR 14 'BI 16:351 PREMIER CORP PRGE .28

PETER L. SZANTON

PROFESSIONAL EXPERIENCE

1985-Present  President, Szanton Associates

1979-85: Vice President, Hamilton, Rabinovitz, Szanton
& Alschuler, Inc.
Vice President, ENDISPUTE Incorporated.

1977-79: Associate Director, Office of Management

and Budget, Executive Office of the President,
1975-77: Independent Consultant.
1973-75: Research Director, Commission on the Organization

of the Government for the Conduct of Foreign Policy
(Murphy Commission).

1971-72: Fellow, Institute of Politics, J.F. Kennedy

School of Government, Harvard University.
1967-71: President, New York City-RAND Institute.
1965-67: Deputy Director, Pfogram Evaluation staff, Burcau of

the Budget; Senior Staff, White House Task Force on
Government Reorganization (Heineman Commission).

1962-64: Member, Policy Planning Staff, (International
Security Affairs) Office of the Secretary of Defense.

1960-62: Associate, Solinger & Gordon, attorneys,
New York, New York,

1958-59: Law clerk to U.S. District Judges Edward P. Murphy
- . — and Oliver Caster,-San-Francisco,. California, —




APR 14 'BS 16:52 PREMIER CORP PRAGE .21

4 ERSHIP FFILI

Cosmos Club

Council on Foreign Relations

National Academy of Public Administration

New York State Bar

Sage Yearbooks in Politics & Public Policy; Advisory Board.
Youth Service America (Board Chairman)

-

EDUCATION
Harvard College (B.A.) 1952, magna cum laude

Tttt Sauduuiy GVEVUL VL FHWG MM OLALIVGD WIVLEA) L ZJJ

Harvard Law School (LLB) 1958

PERSONAL DATA

Born and raised in New York City. Enlisted in the U.S. Army
in 1952; served in Korea. Married, with three children.
Resident of Washington, D.C,

BUSINESS ADDRESS

1820 Jefferson Place, NW
Washington, D.C. 20036




Y R

APR 14 'B3 16:52 PREMIER CORP PAGE .22

SELECTED CONSULTING ASSIGNMENTS

For a major sectarian charity, designed and helped direct a
participatory strategic planning process. (1988-89)

For the Hewlett Foundation and the National Institute for Dispute
Resolution, analysed the status and prospects of organizations mediating
disputes of public significance. (1988-89)

For the Board of Directors of the Inter-American Foundation, twice
reviewed the Foundation's purposes and assessed its performance. (1984,
1988)

For their officers and members, proposed alternative missions for
the Business Roundtables of Massachusetts and Hawaii. (1987-88)

For the Goldseker Foundation, and working with forty community
leaders, developed a multi-year civic agenda for Baltimore. (1985-87)

. For the Ford Foundation, ¢o-directed an intensive study of the
probable benefits and costs of four alternative forms of national service,
(1982-86)

For a multinational energy corporation, projected the probable
future course of Canadian energy policy. (1981)

For the Administrative Conference of the U.S., directed a review of
the lessons learned in attempts to reorganize federal agencies. (1980)

For the President's Reorganization Project, advised on

renrganizatinn af tha Whita Hanca and af tha Rvasutive Office of the
rresldent, (1377)

For the Ford and Russell Sage Foundations, reviewed the record of
universities in providing advice to municipal agencies, and of
municipalitics in utilizing such advice. (1979-80) '

As di of the RAND Corporation's work for New York City,

initiated and supervised the most extensive analyses of municipal
policies and operations conducted in any American city, including
systematic reviews of the city's Health, Housing, Fire, Police, Welfare and
Environmental Services agencies. (1968-71.)

K



APR 14 ’89 16:53 PREMIER CORP PAGE.23

PUBLICATIONS
Books

National Service; What Would It Mean?, with Richard Danzig
(Lexington, Massachusetts: D.C. Heath, 1986).

ization: v (New Jersey,
Chatham House, 1981).

Not Well Advised, (New York: Ford and Russell Sage
Foundations, 1981).

i licy; izati ion, with
Graham Allison (New York: Basic Books, 1976).

Published Reports

Baltimore 2000: A Choice of Futures (Baltimore, Maryland:
Morris Goldseker Foundation of Maryland, Inc., 1987).

(Washington, D.C,: National Institute of Dispute Resolution,
1984), with Jonathan Marks and Earl Johnson, Jr,

f reani f th -

ML[QLM.CQMILEQM (Washington, DC
Government Printing Office, 1975), principal author.

Citi Oreanizations: I ine Client C | Over Servi
(Washington, D.C.: RAND Corporation, 1973), with Robert Yin
and William Lucas.

Articles
"OMB's Defense Cop-Out,” Foreign Policy, No. 58 (Spring, 1985). . _ .
"Coordinating National Security Policy: The Role of OMB,"

United States Defense and Foreign Policy (Greenwich, Ct.: JAI
Press, 1985).



APR 14 'B9 16:54 PREMIER CORP PAGE .24

"Reconstructing the Presidency," Politics and the Oval Office, A.

Meltsner, ed. (San Francisco, California, Institute for
Contemporary Studies, February, 1981).

“Two Jobs, Not One." Foreign Policy, No. 38 (Spring, 1980).

"Urban Public Services: Ten Case Studies," Innovation and .
Implementation in Public Organizations, R. R. Nelson and D.

Yates, eds. (Lexington, Mass.: Lexington Books, 1978).

“Toward the Urban University," The Innovator, Vol. 5, No. 2
(March/April, 1978).

”Organizing for the Decade Ahead," Setting National Prioriti
(Washington, D.C.: The Brookings Institution, 1976), with
Graham Allison,

"Intelligence: Seizing the Opportunity,” Foreign Policy, No. 22
(Spring, 1976), with Graham Allison,

"Public Policy, Public Good, and the Law," Antitrust Law and
Economics Review, Vol. 6 (Spring, 1973).

"Analysis and Urban Government: Experience of the New York
City-RAND Institnte,” Analysis of Public Svstems, A.W.

Drake, et. al., eds. (Cambridge, Mass.: MIT Press, 1972).

"Systems Problems in the City," Operations Research, Vol. 20,
No. 3 (May-June, 1972).

"Working with a City Government: RAND's Experience in New

York City," The Engincer and the City (Washington, D.C.:
National Academy of Engineering, 1969).

"Program Budgeting for Criminal Justice Systems," Report of
n i ! -

4 I E t I ! ! I » . I |¢ E I *

(Washmgton D.C.: 00vernment Printing Office, May, 196‘7)

- —— — L V-

"Stare Decisis: A Dissenting View," Hastings Law Journal,
Vol. 10 (1959).




Nativ Policy and Planning Consultants e 139M M ITAY DINYII-1IRy 7
Jerusalem, Israel oy

Tel.: 972-2-662 296; 699 95 |

Fax: 972-2-699 951 FACSIMILE TRANSMISSION
TO:  ART NAPARSTEK DATE: APRIL 13, 1989
FROM: ANNETTE HOCHSTEIN NO. PAGES: 1

FAXNUMBER: 001-216-391-8327

Dear Art,
We will try to call you today between
1:00 - 2:00 p.m. Cleveland time.




. e e\ VYWALMIIZEUY FO)="FTO-FE e Z =

APR 13 'BY 17:82 PREMIER CORP PRGE.B2

TO: See Distribution FROM: __Arthur J ~Naparstek DATE: 4/13/8%
AL N
— = ﬁ . REPLYING TO
DE TMENT/PLANT LOCATION DEPARTMENT, T LOCATION Ymn MEMO OF:

SUBJECT:  Commissioner Interviews

Following is a 1ist of Senior Policy Advisors and the Commissioners who have
been assigned to you, Please provide me with a schedule of when you intend to
interview your people. We will have the interview guidelines to you by
Monday. All interviews should be completed by May 5. I would like to have
write-ups of the interviews no later than May 8,

Sr. Policy Advisor Commissioner
David Ariel none
Seymour Fox Charles Bronfman

Lester Crown

Charles Ratner

Alfred Gottschalk
Seymour Martin Lipset
Isadore Twersky

Sara Lee

Annette Hochstein Ludwig Jesselson
Morton Mandel
Florence Melton
Esther Leah Ritz
Norman Lamm

Ismar Schorsch

Stephen Hoffman none

Morton Mandel Max Fisher
Joseph Gruss

Arthur Naparstek Mona Ackerman
Mandell Berman ===
Stuart Elzenstat
Matthew Maryles
Peggy Tishman
Bennett Yanowitz
Alvin Schiff
Haskell Lookstein
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Sr, Policy Advisor Commissioner

Joseph Reimer Ronald Appelby
David Arnow _
Irwin Field
Henry Koschitzky
Mark Lalner
Robert Loup
Lionel Schipper
Arthur Green
Jack Bieler
Josh Elkin
Carol Ingall
Harold Schulweis
Isafah Zeldin

"Archur Rotman David Dubin
Donald Mintz
lester Pollack
Harriet Rosenthal
Daniel Shapiro

Carmi Schwartz none
Herman Stein none
Jonathan Woocher Irving Greenberg
Henry Zucker John Colman
Maurice Corson
Eli Evans ==
Robert Hiller
David Hirschhorn ==
Distribution:

Seymour Fox
Annette Hochstein
Morton L. Mandel
Joseph Reimer
Arthur Rotman
Jonathan Woocher
Henry L. Zucker
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DESCRIPTION:

Commission on Jewish Education in North America

Project Log

BEST PRACTICE

ASSIGNED TO: JR

CASE STUDIES OF OUTSTANDING PROGRAMS IN JEWISH EDUCATION

Date

10/4/88

10/4/88

10/14/88

10/10/88

10/12/88

10/26/88

Current Status

Two Year Plan lists
"getting the best practice
paper officially off the
ground" as an agenda ite

for the 2nd meeting of tﬂe
Commission.

Progress report on the
paper at 3rd meeting of
the Commission; final
report at 4th meeting of
the Commission.

Draft proposal prepared
by AH

Discussed at meeting
of educators in Boston,
suggestions made on
how to do it.

Discussed at meeting of
planning group, suggested
that outline of paper
be presented at
12/13/88 meeting.

Discussed at meeting of
senior policy advisors.

Assignment list calls for
draft of paper to be
done before the 2nd

meeting of the Commission.

Nexlus'teps

Discuss at plan. group
meetings

No decision

No decision

No decision v ¥




TITLE:
NO:

DESCRIPTION:

Date

”/8/89

3/10/89

Commission on Jewish Education in North America

Project Log

ASSIGNED TO:

Current Status

Discussed at senior
policy advisors meeting;
importance stressed.

Discussed at Jerusalem
meetings. Incorporated
into outline for

final report.

Next Steps

Due date TBD

New proposal to be
drafted with'weeks.

JR




Commission on Jewish Eduction in North America

Summary of Project Status

Title Assigned To Current Status
"Best Practice" JR to be part of final report
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I. Moving Forward from Decembher 13th.

1. A focus on the enabling options of "personnel” and
"community".

2. 1In relation to various programmatic areas.

3. The challenge to devise a workable strategy for
addressing these effectively in the field as a
way of launching across-the-board change and
improvement.

1" Assumptions about working in the field.

To respond te the above challenge it is necessary to demonstrate
that the personnel and community options can indeed be acted upon
in the comprehensive manner that they were formulated. For personnel
this involves recruitment, training, retention and profession-building.
For the community this involves recruiting outstanding leadershlip,
changing the climate and generating significant additional funding.

The following are some assumptions which could guide our workling
in the field of Jewish edvcation.

1. It i=s difficult to meet the challenge of change on the
national levelealone becaunsc it is toecomplex and vast.
(Ehis is not ti rele out the direct involvement of national
agencies (sec 2g below).

~J

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

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

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

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

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



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

f. Visions of Jewish education could be translated and experimented
within a limited and manageable way.

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

opportunity to test and develop new conceptions for Jewish
education.

h. People could be recruited and mobilized for tangible local
demonstrations. The pool could be expanded to include - in
addition to the current cadre of outstanding educators.

Rabbis

Scholars of Judaica

Federation executives

Jewish scholars in the humanities and sciences.

B LIRS

3. Local sites could be networked for greater impact.

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

s g

Assumptions on Bringing About Change

A number of assumptions on how to bring about change would guide the

work of implementing the enabling options.

i,

2% ]

The community and personnel options are interrelated and a joint
strateqgy involving both must be devised, Indeed, dedicaled and
gualified personnel is likely to affect the attitude of

community leaders towards education. Slmilarly, if the community
ranks education high on its list of priorities, more ountstanding
personntel le likely to be attracted to the fleld.

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

In addltion to the complex package of Initiatives and interventlions
regqulred by (1) and () above, the issue of the time necessary to
introduce change will have to be addressed. This will require
deciding on an appropriate balance between?

Short, medium and long term results.



4. All key stakeholders will need to be appropriately involved from
the very beginning of this process. This includes commissioners,
national organizations and institutions, local organizations and
institutions, professionals (local and national), and funding
sources.

5. Significant questions concerning innovation and implementation of
the two enabling options - and of the programmatic options when
they will be addressed - can only be resolved in real-1life
situations, through the dynamics of thinking for implementation
and in the actual act of implementing.

IV. Working Through Community Action Sites

I1f the above assumptions make sense as guides to our work in the field,
a suggested way to operationalize these assumptions is for the commission
to decide to work with communities to become Community Action Sites for dealing
with the community and personnel options.

1. By Community Action Site we mean a site ( a community, a network
of institutions, one major institution, etc.) Where some of the
best ideas and programs in Jewish education would be initiated in
as comprehensive a form as possible. It would be a site where
ideas where the ideas and experimental programs, would be undertaken.
Work at this site will be guided by a vision of what Jewish education
at its bhest can be.

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

V. How to Implant the Community Action Sitews

Ac Community Action Sites were being considered, a number of questions
and lssues related to thelir implementation arose.

1. Implicit in the notions of change, innovdﬁon, new Initliatives,
demonstration, is the assumption that one knows what should and can
be changed, innovated, demonstrated in Jewish education needs to be
developed or created.

2. Programs for implementation are seldom successful when they are
"top-down" programs. communities must play a major role in the
initiation of the idea, they must be full partners in the design of
programs and in their implementation.



Numcrous guestlons need to be addressed in considering the Community
Action Sites approach: Who will undertake the strategic thinking? Who
will plan and ensure that the standards and goals of the Commission

are maintained? Who will actively accompany the ideas through thelr
atages of development and lmplementation? Who will deal with the
unresolved issues as they arise in implementation? Who will see that
things work, and that they can be replicated? Who will consider issues
of change throughout the universe of Jewish education.



ion on Jewlsh Education in N.A.
Measting of Commizslon Educatsogs
April 5, 1989

AGENDA

Moving Forward from December 13th: The enabling options,
Assumptions to examine about working in the field.
Assumptions to examine about the nature of change.
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MEMO
March 31, 1989

TO: Art Naparstek
Seymour Fox ~ \
Annctte Hochstein \ \C
Joe Reimer

FROM: Jonathan Woocher

RE: IJE Mechanism

Since we did not get the opportunity to complete our
review of the paper on the IJE mechanism yesterday, I
thought it might be helpful for your redrafting if I
shared in writing some of my comments. (Please forgive
the repetition of points I raised yesterday.)

I. Rationale for creating a mechanism

I belicve that it must be emphasized that the rationale
for IJE is both "positive" and "negative," i.e., it is
grounded in what does exist and what does not. As in the
contemplated Commission report, we should present this
initiative as a complement, extension, and
crystallization of efforts already underway and of ideas
which are already beginning to gather momentum. I would
take this tack for two reasons: 1) It accurately
reflects current reality, which is dynamic and moving in
the same directions we have identified; 2) It will
immediately position the IJE as ar ally of existing
change efforts, and not a threat, competitor, or implicit
critic.

The "negative" rationale is as we have discussed it:
there is currently no place where resources
(intellectual, human, financial) are focussed
sufficiently to create a critical mass able to initiate
and implement substantial change.

IT. Change Strategy

I fully accept the premise that the primary locus for
change efforts should be communities. I think that it is
correct that “solving the personnel crisis" on a
continental level is inconceivable as a realistic short-
or mid-term goal, and that the path to its eventual
"solution" (or substantial amelioration) passes through
the local communities. However, in order to effect
significant change locally, the national contexts will
have to be both addressed and involved as part of any
truly comprehensive strategy.
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To cite one example, perhaps not the best, in the personnel arca:
If we agree that one aspect of any comprehensive approach
includes upgrading the professionalism of educators (a matter of
both training and profession-building), linking local efforts to
develop ongeing, high quality continuing professional education
to national structures both for the provision of some of that
training and for the certification of growth (as part of the
profession-building component) seems to me important. I think
comparable arguments could be made in the area of community-
building. There is, e.g., no continental setting where top
leadership in Jewish education comes together (no GA or Biennial
for Jewish education). 1In the long run, I don't see how the
efforts to build a cadre of top leadership in Jewish education
who will stay involved locally can succeed, without some national
forum for them to come together.

I am arguing, therefore, that in presenting our strategy for
change, we acknowledge the need for keeping local efforts in sync
with parallel and inte¢rrelated changes at the national and
international levels. Even though the latter might not (and
perhaps should not) be the IJE's responsibility in the same
manner as stimulating and supporting local change, there should
be a clear identification of the importance of the national
components to the long-term success of the local initiatives.

III. How to make this work

The functions identified for IJE are all necessary and important.
We do need to think carefully, however, about how actually to do
them all.

This question is part of the larger one of how the IJE will
operate, its structure, staffing, etc. I believe that in
answering these we should be guided both by our vision for IJE
and a number of practical considerations., E.g., the functions
envisioned in the planning paper for IJE are extensive. I am
confident, based on our experience, that to do them all
adequately would require a fairly sizable staff. Where in our
already hard-pressed system will we find the people to staff a
sophisticated enterprise of this type? Wwhat would be the
implications of building a sizable permanent staff, both in terms
of how IJE will be perceived by other actors and in terms of the
direct impact on the institutions from which such staff would
have to come (robbing Peter to pay Paul)? Also, we need to ask:
where and how are some of these things alrecady being done
(albeit, perhaps, only partially and imperfectly), and where and
how might they be done, other than in and by IJE itself, with
appropriate redirection of resources?

If a part of our goal is to build the infrastructure to sustain
and diffuse innovation on a system-wide basis growing out of the
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model action projects undertaken by the IJE, then there are real
advantages, I think, in strengthening infrastructures working in
such areas as research, resource and information dissemination,
consultation, and evaluation so that they will be equipped to
perform these functions better over the long haul. If, e.g., the
IJE becomes the place where field-wide data is available, where
brokering between foundations and projects takes place, where
staff for community action sites are being recruited, it will
almost inevitably find itself called upon to play a broader role
as a service agency for the field as a whole than we envision.
Resisting those calls will have its own negatives attached.

I would envision IJE as a highly flexible "strike force," which
by virtue of the priority of its mission, prestige of its
leadership, and talents and skills of its core staff will be able
to orchestrate the bringing to bear of a wide range of resources
(including some which may have to be created) on the projects it
chooses to undertake. These resources, however, need not be
permanently attached to IJE; nor should the resources be used
only for IJE projects. Rather, IJE would work extremely closely
with a range of agencies and institutions, beginning, but not
ending, with CJF, JESNA, and JWB, to identify where its
interventions can be most productive, to assemble the "teams" it
needs to work at the highest level with the community action
sites, and to link the the community action sites with the
appropriate resources outside IJE itself which would be needed to
implement the designs for change which are dcveloped.

IJE would draw upon what is already available in terms of talent,
information, and resources, but which is today rarely used in a
planful and coordinated manner to stimulate and support
comprehensive community change. When it finds that what is
needed is not currently available or is net of high enough
quality, then IJE will need to decide how to make it available =--
whether through IJE itself, or through turning to one of its
collaborators and helping it develop what is needed (which may
mean that it then becomes available to a wider domain than the
community action site alone).

In order to insure that IJE has enough "depth" to do this job --
and particularly to do the ongoing thinking, planning, and
evaluation of strategies and models -- its core staff, which I
would see as numbering only 2 or 3, could be augmented by
"fellows," who would be attached to IJE for a period of time (one
year?) to serve as the intellectual backbone of the enterprise.
By using individuals on loan or leave from other institutions in
this capacity, one would be gaining the dual benefit of insuring
that the IJE staff remains well attuned to the day-to-day
realities in other institutional settings (a problem we know well

from our consulting work), and enriching the institutions to
which such "fellows" will return.
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In general, I believe that in the long run IJE will be most
successful if it is clearly perceived as bringing us to that "win
- win" scenario we spoke of yesterday: one in which everyone
clearly benefits and is strengthened by its work. Knowing how
the Jewish world functions, that means some immediate
gratifications as well as long term improvements. The best way
to provide these, I believe, is to insure that as many players as
possible are involved significantly in IJE's work.

Obviously, there are serious challenges operationally in creating
a mechanism which works largely as an orchestrator and catalyst,
and which does not control directly all of the resources it will
require in order to fulfill its mission. But this will be
inevitable at some level in all events, and I suggest that we
make a virtue of necessity by accentuating the collaborative
character of IJE. It should be not merely a resource for local
communities which want to change, but a vehicle to enable the
many institutions and agencies which are, genuinely, partners in
the vision of the Commission to be full partners in the
realization of that vision.

Are all of these institutions really capable of performing at the
level of excellence which we want to model? Probably not, which
is why initiative, selection, and coordination must remain in the
hands of IJE. But, we must wager that at least some of them can
be brought through their involvement to higher levels of
performance, or in the end, we will lose anyway.

I hope these reflections are helpful in stimulating your ongoing
thinking over the next few days and weeks. I look forward to our
continued discussions on how to make the Commission the launching
pad for dramatic change which we want it to be.




MINUTES: Senior Policy Advisors Meeting

DATE: - March 30, 1989

DATE MINUTES ISSUED: April 17, 1989

PRESENT: Morton L. Mandel, Chairman, David Ariel, Seymour Fox,
Annette Hochstein, Stephen H. Hoffman, Virginia F. Levi

(Sec'y), Arthur J, Naparstek, Joseph Reimer, Arthur
Rotman, Herman Stein, Jonathan Woocher

GUEST: Herbert Millman
COPY TO: Carmi Schwartz, Henry L. Zucker
I Review of the IJE Copcept

A. Underlying Assumptions

There was extensive discussion of the underlying assumptions to
the draft concept paper.

1. It was suggested that work at the local level and significant
change at the national level must cccur simultaneously. The
paper should refer to continental service agencies and to the
possible relationship of IJE to JWB, JESNA, Yeshiva, Brandeis,
etc. The ways in which the continental and local bodies
interact to create interventions and support systems should be
spelled out more clearly.

2. The document implies that North American Jewish education is in

o a steady state. It was suggested that this is not the case,
but that a dynamic environment already exists as evidenced by
the existence of local commissions on Jewish education. Does
the LJE have maximum impact by plugging into processes already
under way, by starting at the beginning in communities not
already engaged, or through some combination? It was noted
that, because the IJE would not be a service providing agency,
it would be in a position to gelect locations where it could
serve as an effective resource.

3. The mission of the IJE is to stimulate and catalyze. One
approach is to get things going on a local level and withdraw
when a local effort can become self-sustaining. In light of
this approach, the IJE should develop entities (e.g.
commissions) that include existing relevant institutions in
local communities; the local federation should generally be
dominant.
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The IJE should function at the national level, while working on
the local level to develop prototypes or models which can be
applied elsewhere. It will not provide regular service on the
local level, It will work closely with national organizations
for diffusion purposes (application of lessons learned in one
city to others). The IJE is i{ntended to help identify local
problems and seek national solutions,

We should anticipate counter-assumptions and deal with them in
advance, One such assumption might be that the denominations
or training institutions are a sufficient means to solving the
problems of personnel and community.

We must assume that the existing network of institutions in
America has neither the money nor the existing capacity to
bring about the outcomes we seek. In addition to a written
report, an outcome of the Commission should be a way to enhance
the likelihood of implementing goals for Jewish continuity: an
institution to seek resources and help implement change
locally. This body should be free to experiment and innovate
in local communities, in conjunction with federations, and link
appropriately to denominations, The IJE's role must be unique.

The IJE is a means of mobilizing the resources of the
Commission. It must establish an effective working
relationship with current national bodies, The document should
indicate how this would work while noting that there is much
happening at present,

B. Bringing About Change

&
A discussion of the section of the concept paper entitled "Bringing
About Change" yielded the following suggestions:

1.

It would be useful to always include a time frame within which
the IJE would work with a given local community.

Many commissioners retain strong interests in programmatic
options. It would be useful to build a statement into the
paper explaining the link between the IJE approach and the
programmatic options.

In defining a community actlon site, discussion turned to the
question of whether the IJE should consider working with just
one institution in a city. The c¢onclusion was probably
not--that the key to change is to create a mechanism to work
locally under the leadership of the federation--and that
working with a single institution would dissipate IJE's
energy. However, the concept of working with a single
institution will be kept on the books as a possibility.
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1I.

Inv

4. It is clear that the IJE will need to fully evolve over time.
Our responsibility at present is to clarify the initial design
and framework and to be as clear as possible regarding goals.

5. There is overlap between some of the proposed responsibilities
of 1JE and much of what JWB and JESNA (and others) currently
do. In clarifying the role of IJE, we should apply the test of
where its contribution can be unique. It was suggested that a
paragraph be added to the document indicating that it is
understood that "engineering" must take place among IJE and
JESNA, CJF, JWB, and others. In addition, key institutional
leadership should sit on the IJE board.

6. The issue of scope must be considered further, It was felt
that the IJE should have sufficient resources and capital to
develop initiatives on the local level. In addition,
structured means should be developed (1.e. seminars, programs,
communications, data collection and analysis) to enhance
diffusion,

7. Vhile there are no models for the IJE within the field of
education, we are aware of similar intermediary organizations
such as LISC and the Enterprise Foundation which have
successfully implemented similar concepts in other fields,

Next Steps

Participants were asked to review the remainder of the document and
to submit comments to AJN. In addition, group members were
encouraged to consider competing models and to submit them in

iwriting to AJN for dissemination and review,

ment e Work

JV will prepare a list of the critical groups within each
denomination, the major players, and their roles. This will be
sent to AJN.

What is our Objective?

1. We should be in communication with each denomination so that
when the IJE is working in a community, each denomination might
participate appropriately, While the federation serves a
convening role and IJE staff and service institutions help
shape the process, important content might be provided by the
denominations.
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III.

IV.

2. The denominations are heavily involved in the area of personnel
because that's where most of the children are. While the
process of change in the denomination world is sometimes slower
than within federations, if we can encourage a competitive
atmosphere, we might create a climate in which denominations
would move more quickly.

What should be done?

It was suggested that MLM along with JV or AR meet with Lamm,
Schorsch, and Gottschalk. Each leader should be asked to help
develop a mechanism to {mvolve that denomination. Lamm should be
asked how we can appreoach Torah U'Mesorah.

Final Report - Rolling Qutline
A. General Outline

A proposed outline for a final report was reviewed and discussed.
It was agreed that a document on vision is important as a rationale
for the IJE concept. A review of the state of the field provides

a sense of urgency and emergency. The issue of Jewish education as
a vehicle for Jewish continuity belongs at the forefront of the
document.

Commissioning Papers

The first section of the report might be called "Jewish Continuity
at Risk," 1In this section, the link between Jewish continuity and
Jewish education should be established, Work might begin on this
first section of the report after the June Commission meeting, JR
will draft a thought piece on alternative scenarios for the content
of the final report. This will be reviewed by internal staff and
then distributed to senior policy advisors for critique. It should
be completed by June.

JR requested that policy advisors review Exhibit &4--"Commissioning
Papers”--and provide him with feedback.

PR Status Report

It was noted that we have engaged Paula Berman Cohen to coordinate
public relations efforts and have established a PR Committee
comprised of David Ariel, Paula Berman Cohen, Stephen Hoffman,
Virginia Levi, Morton Mandel, Arthur Naparstek, Charles Ratner,
Bennett Yanowitz, and Henry Zucker.
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V.

It was suggested that the June Commission meeting should be an
"event." We should begin now to establish links with such
publications as Moment, the New York Times, and the Wall Stroet
Journal. MIM will arrange for Premier's PR rapresentative to work
with PBC in establishing contacts with the New York Times and the
Wall Street Journal. MIM will consider calling Herschel Blumberg
and Paul Berger in an effort to interest Moment in the Commission.

B. Interim letter to Commissioners

A drafc letter to commissioners was reviewed. It was suggested
that such a letter, to go out by April 15, should serve as an
invitation to regional meetings and an update on activities since
the December 13 meeting and should refer to a possible Commission
outcome in the form of an implementation mechanism. AJN will
rewrite the letter.

C. Content of Small Group Meetings

It was noted that Charles Bronfman and Lester Crown have agreed to
host regional meetings in New York and Chicago, respectively. In
addition, commissioner educators are scheduled to meet in New York
on April 5. Following an extensive discussion, it was concluded
that the concept paper should not be distributed prior to these
meetings. Staff will share the issues and emerging assumptions,
but not the conclusions. The purpose of the meetings should be to
get input on major questions and to provide participants with a
sense that there will be something beycnd the Commission,

Commissioners should be engaged at the regional meeting and should
have a sense that we are approaching a recommendation which we
# intend to make at the June Commission meeting.

The letter inviting commissioners to the regional meetings should
be on Commission letterhead, should invite all people to either
meeting, and should be accompanied by an outline of the issues
under consideration. Confirmation letters would come directly from
Crown or Bronfman,

[Note: It was subsequently felt by Commission leadership that such
meetings are premature and will be deferred.]

Commissioney Contact

Group members assigned to contact individual commissioners will submit
a written report on each such contact. VFL will keep a master book on
all commissioner contacts and will bring it to each meeting.

The group reviewed the list of commissioners and determined which
sheuld be contected individually prior to the June 14 weeting. A

summary of those decisions is attached,
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VI. OQOutreach
A. Progress Report

signment A memorandum by JR setting forth a list of organizations in need of
contact and recommendations for the nature of that contact was

reviewed, This will be presented to the Public Relations
Committea,

B. [Educators Meeting
It was agreed that at the April 5 meeting of educators the issues
and emerging assumptions discussed at this meeting would be
reviewed, discussed, and further refined.

VII. Tentative Dates

It was agreed that we would tentatively plan Commission meetings to
occur in October 1989 and February 1990. Two possible dates for the

ignment next meeting are October 4 and (second choice) October 11. VFL will
reserve the space and check these dates with our group of critical
participants.



MINUTES:

DATE:

Planning Group Meeting
Commission on Jewish Education in North America

March 29, 1989

DATE MINUTES ISSUED: April 17, 1989

PRESENT; Morton L. Mandel, Chairman, Seymour Fox,
Annette Hochstein, Virginia F. Levi (Sec'y),
Arthur J. Naparstek, Joseph Reimer, Herman D. Stein,
COPY TO: Henry L. Zucker
I. Intreoduction

11,

The chafrman welcomed planning group members and reviewed the agenda
for the day. This was followed by a brief review of minutes of the
planning group meetings of February 7-9.

In a report on activities since the last meeting, it was noted that
work has focused on the issue of implementation in preparation for this

meeting.

The ii Concept

Much of the day was spent in careful review of the paper proposing "An
Instrumentality for Implementation."

A. The following general issues were raised:

1.

Semantics

Discomfort was expressed with the use of the terms
"instrumentality for implementation" and “demonstration
center.” The alternatives which were suggested and agreed
upon, for the present, are "initlatives for Jewish education"
(IJE) and "community action sites."

The need for "bottom-up" along with “top-down" management
should be clearly stated. This assumes that the major focus of
the IJE is to work with service institutions and communities to
help them decide upon their needs and goals. It is important
to be aware that these needs will vary by institution and
community. The goal: to help each be the best it is ready to
be.

It is important to reflect in this document an intent to
optimize the full potential of all existing institutional
resources (JWB, Brandeis, CAJE, etc.).
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B.

10.

1%,

Community can be defined to encompass the "enlarged federation
family*: the local federation, congregations and other
bodies.

How do we know that there is interest in the services of the
IJE? We might consider building in a pilot project so that a
design might be tested before tha entire project is launched.

A clearer sense of the organization and related costs is
needed,

It would be useful to ldentify potential sources of resistance
and to develop strategies to overcome the resistance.

This concept is dependent upon finding an effective leader.

The 1JE {8 an "intermediary organization" capable of convening
groups that might not otherwise come together, It should have
the power to leverage funding. It should assist with program
design, monitoring and evaluation.

It is not yet clear whether the IJE will be able to provide
funding. It may operate on the prestige and ability of the
board, the staff, and their ideas., It was noted that if the
IJE were responsible for fundraising on an ongoing basis, this
might detract from its central purpose.

In the organizational design it was suggested that the term
“professional advisory board" replace “academic team."

Introductoxy Remarks

. As a preface to a careful review of the concept paper, SF and AH
made the following remarks:

1,

The concept paper assumes that the issues of personnel and
community must be approached on the local level. It also
agssumes that thexe are currently no known programs which, if
replicated, could solve the problems in the field. The
strategy is to approach the problems locally and demonstrate
that there are things that can be done to improve the
situation.

It is assumed, further, that there are talented people who,
under the right circumstances, could be encouraged to
contribute and get involved, However, they must be idencifiad
and brought together to take action. It is believed that no
local community or existing organization could bring this
talent together, but that this is a role for IJE,
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3. This would not be a simple dropping of "generic programs" into
communities, but a process which would be carefully tailored to
each community involved, and involve the community heavily.

C. Assumptions

1. The field of Jewish education is complex and vast. Efforts at
innovation must be undertaken at the local level.

2, There is no single community where a prototype can be
implemented and fine-tuned for general application. Instead,
thaere must be constant on-line fine tuning in a number of
locations, This calls for close monitoring and evaluation.

It Le thie purpvae vl thie IJE v bulld the piviviype aud of thic
community action site to serve as the means of fine tuning and
later dissemination.

3. The purpose of the IJE is to facilitate the development and
testing of programs but not to become a service-delivery
organization.

D. Qther Issues

1. The 1JE dealing with perscnnel and community is a means to
reaching our goals. By the nature of this endeavor, the
programmatic options will be involved. Personnel will be
developed for specific programs,

2. 1Is personnel, by its nature, capable of change only over a long
perfod? It is believed that through a stronger recruitment
process, new energy can be infused into a community relatively
quickly.

3. One goal is to identify selected local problems and seek
national solutions for them,

The foregoing discussion accompanied a careful review of the
concept paper. Suggestions were made for revision of the paper
which were incorporated in a rewrite prepared for presentation at
the senior policy advisors meeting of March 30.

E. ent ve T ta

The following is a possible timetable for implementing the IJE
concept:

June 1989 - Commission meeting - general agreement to the LJE
concept,

November 1989 - present the final paper on the concept and the
beginning outcomes of a director search,

February 1990 - present the director to the Commission,

June 1990 - first report of the IJE director; first meeting of

the IJE board.
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I1I.

Iv.

r Co

The group discussed the nature of contact to occur with commissioners
prior to the June 14 meeting. It was agreed that the commissioners
should be given a sense of the issues and we should determine if we
have consensus on the general concept of the 1JE.

A.

Charles Bronfman and Lester Crown have agreed to host regional
meetings in New York and Chicago, respectively, on May 8 and 9.

In addition, a meeting of commissioners who are Jewish educators is
scheduled to take place on April 5 in New York. Depending on the
outcome of this meeting, participants may be asked to attend
regional meetings, as well.

At these meetings and in any contacts with commissioners, it will
be important to test their views without manipulating them.

The nature of the interaction at these meetings and in one-on-one
meetings with specially identified commissioners was reserved for
discussion with the senior policy advisors on March 30. It was
agreed that a draft talk sheet would be developed by no later than
April 15 by SF and AH and would include a list of items to discuss,
items not to discuss, and potential risks. In addition to members
of the planning group, our representatives from JWB, JESNA, and CJF

should review and approve Lhis Jocument.

Preparation for March 30 Meeting of Senior Policy Advigors

The agenda for the March 30 meeting of senior policy advisors was
reviewed and revised in light of this meeting.
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III.

Iv.

Meeting of Senior Policy Advisors
March 30, 1989

Agenda

Progress report (12/13 to 3/30) - From enabling
options to implementation mechanism; how did we
get there?

The IJE concept

1. What are the advantages?

2. What are the limitations?

Discuss ways to fully involve leaders from the
denominations in our work

Review Commission report - rolling outline

PR status report

- Draft of letter to commissioners

Progress report on outreach - meeting of educators
Discuss tentative dates for 4th Commission meeting

Review commissioners; plan nature of contacts to
occur with commissioners before 6/14

Exhibit No.

1



Meeting of Senior Policy Advisors
March 30, 1989

Folder Contents

Exhibit No.

Agenda
1a The IJE Concept
25 Memorandum on the Commission and the Denominations
3 Outline for Final Report
3 Memorandum on Commissioning Papers
5 Suggested Contact with Commissioners - 3/30 to 6/14
5a. Commissioner Contact Sheet
6. Draft Letter to Commissioners

T Memorandum on Commission Outreach



DRAFT
March 30, 1989

Dear

At the last meeting of the Commission on December 18th, a number of

options were considered. The Commission opted to focus its work initially on

two topics:
1. Dealing with the shortage of qualified personnel for Jewish
education. and
2 Dealing with the community -- its structure, leadership and

funding, as keys to across-the-Board improvements in Jewish

education.

At the same time, many commissioners urged that work also be undertaken in
various programmatic areas (e.g. early childhood, cay schools, supplementary

schools et. al.)

One challenge facing us now is to develop creative, effective and feasible
approaches for dealing with the topics at hand (personnel and community) and
to launch the process that will bring across-the-board improvement and change.
The staff is attempting to respond to this challenge and is preparing practical
ideas and tangible proposals. They are developing a plan which, | believe, is
exciting as it promotes change and innovation in Jewish education with local
communities, and has the power to inspire change elsewhere as well.
Numerous questions need to be addressed by the Commission as we consider

this approach. Therefore, | believe that at this time it is important for us to



respond to these ideas and consider our next steps together. Several of you
have suggested that this might best be done in a setting where there would be

be ample opportunity for each and everyone of us to fully discuss these matters.

| was, therefore, pleased that two of our commissioners - Charles Bronfman and
Lester Crown - have agreed to host meetings of Commissioner before our next

full meeting of the Commission on June 14th.

We will be in touch with you to try and coordinate schedules as effectively as

possible.

At these meetings we will be able to guide our staff so that at the next meeting of
the Commission, we can move the process along and take some concrete

decisions.

| look forward to your participation in the group meetings as well as at our next

meeting of the Commission on June 14th.
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MINUTES: Senior Policy Advisors Meeting
DATE: March 30, 1989

DATE MINUTES ISSUED: April

PRESENT: Morton L. Mandel, Chairman, David Ariel, Seymour Fox,
Annette Hochstein, Stephen H. Hoffman, Virginia F. Levi
(Sec'y), Arthur J. Naparstek, Joseph Reimer, Arthur
Rotman, Herman Stein, Jonathan Woocher

GUEST: Herbert Millman

COPY TO: Carmi Schwartz, Henry L. Zucker

I. Review of the IJE Concept
A. Underlying Assumptions

There was extensive discussion of the underlying assumptions to

the draft concept paper.

1. It was suggested that work at the local level and significant
change at the national level must occur simultaneously. The
paper should refer to national agencies and to the possible
relationship of IJE to JWB, JESNA, Yeshiva, Brandeis, etc. The
ways in which the national and local bodies interact to create
interventions and support systems should be spelled out more

clearly.

2. The document implies that North American Jewish education is in
a steady state., It was suggested that this is not the case,

but that a dynamic environment already exists as evidenced by

\
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the existence of local commissions on Jewish education. Does
the IJE have maximum impact by plugging into processes already
under way, by starting at the beginning in communities not
already engaged, or through some combination? It was noted
that, because the IJE would not be a service providing agency,

it would be in a position to select locations where it could

serve as an effective resource.

The mission of the IJE is to stimulate and catalyze. It should
get things going on a local level and withdraw when a local
effort can become self-sustaining. In light of this approach,
the IJE should develop entities that are part of existing
institutions in local communities; the local federation should

be dominant.

The IJE should function at the mational level to do what no
other national organization can while working on the local
level to develop prototypes or models which can be applied
elsewhere. It will not provide service on the local level.
It will work closely with national organizations for diffusion

purposes (application of lessons learned in one city to

others). The IJE is intended to identify local problems and

seek national solutions.

We should anticipate counter-assumptions and speak to them in

advance. One such assumption might be that the denominations
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or training institutions are a means to solving the problems of

personnel and community.

6. We must assume that the existing network of institutions in
America has neither the money nor the capacity to bring about
the outcomes we seek. In addition to a written report, an
outcome of the Commission should be a way to enhance the
likelihood of implementing goals for Jewish continuity: an
institution to seek resources and implement change locally.
This body should be free to experiment and innovate in local
communities, in conjunction with federations, and link

appropriately to denominations. The IJE's role must be unique.

The IJE is a means of mobilizing the resources of the
Commission. It must establish a relationship to current
national bodies without becoming another national

organization. The document should indicate how this would work

while noting that there is much happening at present.

Bringing About Change

A discussion of the section of the concept paper entitled "Bringing
About Change" yielded the following suggestions:
1. It would be useful to develop a plan which would include a time

frame within which the IJE would work with a local community.
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Many commissioners retain strong interests in programmatic
options. It would be useful to build a statement into the
paper explaining the link between the IJE approach and the

programmatic options.

In defining a community action site, discussion turned to the
question of whether the IJE should consider working with just
one institution in a city. The conclusion was probably
not--that the key to change is to create a mechanism to work
locally in partnership with the federation--and that working
with a single institution would dissipate IJE's energy.
However, the concept of working with a single institution will

be kept on the books as a possibility.

It is clear that the IJE will evolve over time. Our
responsibility at present is to clarify the design and

framework and to be as clear as possible regarding its goals.

There is overlap between some of the proposed responsibilities
of IJE and much of what CJF and JESNA currently do. In
clarifying the role of IJE, we should apply the test of where
its contribution can be unique. It was suggested that a
paragraph be added to the document indicating that it is
understood that engineering must take place among IJE and
JESNA, CJF, JWB, and others. In addition, key institutional
leadership should sit on the IJE

board.
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The issue of scope must be considered further. It was felt
that the IJE should have sufficient resources and capital to
develop initiatives on the local level. In addition,

structured means should be developed (i.e. seminars, programs,

communications, data collection and analysis) to enhance

diffusion,

7. While there are no models for the IJE within the field of

education, we are aware of similar intermediary organizations

such as the Manhatten project, LISC, and the Enterprise

Foundation which have successfully implemented similar concepts

in other fields.

Next Steps

Participants were asked to review the remainder of the document and

to submit comments to AJN. In addition, group members were
encouraged to consider competing models and to submit them in

writing to AJN for dissemination and review,

Involvement of Denominations in the Work of the Commission

A.

JW will prepare a list of the critical groups within each
denomination, the major players, and their roles. This will be

sent to AJN and marked confidential.
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What is our Objective?

1. We should be in communication with each denomination so that
when the IJE is working in a community, each denomination would
participate. While the federation serves a con;ening role and
IJE staff shapes the process, the content might be provided by

the denominations and other community leaders.

2. The denominations have power in the area of personnel because
that's where most of the children are. While the process of
change in the denomination world is often slower than within
federations, if we can encourage a competitive atmosphere, we
might create a climate in which denominations would move more

quickly.

What should be done?

It was suggested that MIM meet with Lamm, Schorsch, and Gottschalk
as well as JW or AR. Each leader should be asked to help develop a
mechanism to involve that denomination. With respect to Torah
U'Mesorah, the question should be "How can we approach Torah

U'Mesorah in light of our commitment to Centrist Orthodoxy?"

ITII. Final Report - Rolling Outline

A.

Genera 1
A pfoposed outline for a final report was reviewed and discussed.
It was agreed that a document on vision is important as a rationale

for the IJE concept. A review of the state of the field provides
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a sense of urgency and emergency. The issue of Jewish education as
a vehicle for Jewish continuity belongs at the forefront of the

document,

Commissioning Papers

The first section of the report might be called "Jewish Continuity
at Risk." In this section, the link between Jewish continuity and
Jewish education should be established. Work might begin on this

first section of the report after the June Commission meeting. JR
will draft a thought piece on alternative scenarios for the content
of the final report. This will be reviewed by internal staff and

then distributed to senior policy advisors for critique. It should

be completed by June.

JR requested that policy advisors review Exhibit 4--"Commissioning

Papers"--and provide him with feedback.

IV, PR Status Report

A.

It was noted that we have engaged Paula Berman Cohen to coordinate
public relations efforts and have established a PR Committee
comprised of Pavid Ariel, Paula Berman Cohen, Stephen Hoffman,
Virginia Levi, Morton Mandel, Arthur Naparstek, Charles Ratner,

Bennett Yanowitz, Henry Zucker.
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It was suggested that the June Commission meetings should be an
"event." We should begin now to establish links with such
publications as Moment, the New York Times, and the Wall Street
ournal. MIM will arrange for Premier's PR repre#encative to work
with PBC in establishing contacts with the New York Times and the
Wall Stree u . MIM will also call Herschel Blumberg and Paul

Berger in an effort to interest Moment in the Commission.

nterim Le o i s
A draft letter to commissioners was reviewed. It was suggested
that such a letter, to go out by April 15, should serve as an
invitation to regional meetings and an update on activities since
the December 13 meeting and should refer to a possible Commission

outcome in the form of an implementation mechanism.

Content of Small Group Meetings

It was noted that Charles Bronfman and Lester Crown have agreed to
host regional meetings in New York and Chicago, respectively. In
addition, commissioner educators are scheduled to meet in New York
on April 5. Following an extensive discussion, it was concluded
that the concept paper should not be distributed prior to these
meetings. Staff will share the issues and emerging assumptions,
but not the conclusions. The purpose of the meeting should be to
get input on major questions and to provide participants with a

sense that there will be something beyond the Commission.
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Commissioners should be engaged at the regional meeting and should
have a sense that we are approaching a recommendation which we

intend to make at the June Commission meeting.

The letter inviting commissioners to the regional meetings should
be on Commission letterhead, should invite all people to either
meeting, and should be accompanied by an outline of the issues
under consideration. Confirmation letters would come directly from

Crown or Bronfman.

Commissioner Contact

Group members assigned to contact individual commissioners will submit

a written report on each such contact., VFL will keep a master book on

commissioner contact and will bring it to each meeting.

The group reviewed the list of commissioners and determined which

should be contacted individually prior to the June 14 meeting. A

summary of those decisions is attached.

Qutreach

A.

ro ess eport
A memorandum by JR setting forth a list of organizations in need of
contact and recommendations for the nature of that contact was
reviewed, This will be presented to the Public Relations

Committee.
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B. Educators Meceting

It was agreed that at the April 5 meeting of educators the issues
and emerging assumptions discussed at this meeting would be

reviewed, discussed, and further refined.

Tentative Dates for Future Commission Meetings

It was agreed that we would tentatively plan Commission meetings to
occur in October 1989 and February 1990. The two October dates, which
will be checked with our group of critical participants, are October 4

and (second choice) October 1l.
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COPY TO:

I. Introduction

Planning Group Meeting
Commission on Jewish Education in North America

March 29, 1989

April

Morton L. Mandel, Chairman, Seymour Fox,
Annette Hochstein, Virginia F. Levi (Sec'y),

Arthur J. Naparstek, Joseph Reimer, Herman D. Stein,

Henry L. Zucker

The chairman welcomed planning group members and reviewed the agenda

for the day.

This was followed by a brief review of minutes of the

planning group meetings of February 7-9.

In a report on activities since the last meeting, it was noted that

work has focused on the issue of implementation in preparation for this

meeting.

II. The ii Concept

Much of the day was spent in careful review of the paper proposing "An

Instrumentality for Implementation."

A. The following general issues were raised:

1. Semantics

Discomfort was expressed with the use of the terms

"instrumentality for implementation" and "demonstration

center." The alternatives which were suggested and agreed
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upon, for the present, are "initiatives for Jewish education"

(IJE) and "community action sites."

The need for "bottom-up" rather than "top-down" management
should be clearly stated. This assumes that the focus of the
IJE is to work with communities to help them decide upon their
needs and goals. It is important to be aware that these needs
will vary by community. The goal: to help each community be

the best it is ready to be.

It is important to reflect in this document an intent to
optimize the full potential of existing national resources

(JWB, Brandeis, CAJE, etc.).

Community can be defined to encompass the "enlarged federation
family": the local federation, denominations, and synagogue

movement.

How do we know that there is interest in the services of the
IJE? We might consider building in a pilot project so that a

design might be tested before the entire project is launched.

A clearer sense of the organization and related costs is

needed.
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It would be useful to identify potential sources of resistance

and to develop strategies to overcome the resistance.

This concept is dependent upon finding an effective leader.

The IJE should be an "intermediary organization" capable of
convening groups that might not otherwise come together. It
should have the power to leverage funding. It should assist

with program design as well as monitoring and evaluation.

It is not yet clear whether the IJE will be able to provide
funding. It may operate on the prestige and ability of the

board, the staff, and their ideas. It was noted that if the
1JE were responsible for fundraising on an ongoing basis, this

would detract from its central purpose.

In the organizational design it was suggested that the term

"professional advisory board" replace "academic team."

Introductory Remarks

As a preface to a careful review of the concept paper, SF and AH

made the following remarks:

1

The concept paper assumes that the issues of personnel and

community must be approached on the local level. It also
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assumes that there are currently no programs which, if
replicated, could solve the problem§ in the field. The
strategy is to approach the problems locally and demonstrate
that there are things that can be done to improve the

situation.

It is assumed, further, that there are talented people who,
under the right circumstances, could be encouraged to
contribute and get involved. However, they must be identified
and brought together to take action. It is believed that no
local community or organization could bring this talent

together, but that this is a role for IJE.

This would not be a dropping of "generic programs" into
communities, but a process which would be carefully tailored to

each community inveolved.

Assumptions

1

It is assumed that there is no place in Jewish education where
a prototype can be built. This means that a concept must be

developed: and tested.

There is no single location where, after a prototype has been
built, it can be implemented and fine-tuned for general

application. Instead, there must be constant on-line fine
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tuning. This is the concept of the "feedback group.™ It is
the purpose of the IJE to build the prototype and of the
community action site to serve as the means of fine tuning.
The purpose of the IJE is to facilitate programs that deliver

service, not to deliver the services itself.

D. Other Issues

1.

The IJE represents a set of goals. Dealing with personnel and
community is a means to reaching our goals. By the nature of
this endeavor, the programmatic options will be involved.

Personnel will be developed for specific programs.

Is personnel, by its nature, limited to long-term results? It
is believed that through the recruitment process, new energy

can be infused into a community relatively quickly.

One goal is to identify local problems and seek national

solutions.

The foregoing discussion accompanied a careful review of the

concept paper. Suggestions were made for revision of the paper

which were incorporated in a rewrite prepared for presentation at

the senior policy advisors meeting of March 30,
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E. Tentative Timetable

The following tentative timetable for implementing the IJE concept

was proposed:

June 1989 - Commission meeting - general agreement to the IJE
concept.

November 1989 - present the final paper on the concept and the
beginning outcomes of a director search.

February 1990 - present the director to the Commission.

June 1990 - first report of the IJE director; first meeting of

the IJE board.

Commissioner Contact

The group discussed the nature of contact to occur with commissioners
prior to the June 14 meeting. It was agreed that the commissioners
should be given a sense of the issues and, to the degree possible, we

should have consensus on the general concept of the IJE.

A. Charles Bronfman and Lester Crown have agreed to host regional

meetings in New York and Chicago, respectively, on May 8 and 9.

B. In addition, a meeting of commissioners who are Jewish educators is
scheduled to take place on April 5 in New York. Depending on the
outcome of this meeting, participants may be asked to attend

regional meetings, as well.
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C. At these meetings and in any contacts with commissioners, it will

be important to test their views without manipulating them.

D. The nature of the interaction at these meetings and in one-on-one
meetings with specially identified commissioners was reserved for
discussion with the senior policy advisors om March 30. It was
agreed that a talk sheet would be developed by no later than April
15 [by SF and AH?] and would include a list of items to discuss,
items not to discuss, and potential risks. In addition to members
of the planning group, our representatives from JWB, JESNA, and CJF

should review and approve this document.

IV. Preparation for March 30 Meeting of Senior Policy Advisors

The agenda for the March 30 meeting of senior policy advisors was

reviewed and revised in light of this meeting.



Meeting of Commission Planning Group
March 29, 1989

Agenda
l/ I. Welcome and review of agenda Exhibit No.
\/ir II. General update since last meeting; rewhed 1 AJN
of—assipnments

\J/ IIT. The ii concept
. Iv. Discuss ways to fully involve leaders from the 2
\ denominations in our work; Rabbi Zeldin
: '.J\—'i. Vo2 z" ke A Sl S
| )
\ V.  Review Commission report - rolling outline 3,4 AJN
«/  VI. [ Review commissioners; plan nature of contacts to 5, 5a

occur with commissioners before 6/14 (regional

meetings); use of Senior Policy Advisory Board?

\ Alpb o Reaas

\J VI%"—. Z Commission work plan between now and 6/14 7 é"‘.

v VIII. Review Agenda for meeting of March 30; Do we need 6
to regroup following the 3/30 meeting? If so, when?

| ' D
v Q’.&'-‘-’?.AJ‘-" 3 G "J"a\ﬁn..u&\ft; ,

IX. Discuss Pianning Group work schedule for balance of 1989
X. Discuss tentative dates for 4th Commission meeting

XI. Review draft of letter to commissioners
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Folder Contents

The following materials are contained in this folder for reference during
the March 29 meeting of the Planning Group of the Commission on Jewish
Education in North America:

Exhibit No.
0. Agenda
1. Assignments
2. Memorandum on the Commission and the Denominations

3. Outline for Final Report

4. Memorandum on Commissioning Papers

5. Suggested Contact with Commissioners, 3/30/89 - 6/14/89

5a. Commissioner Contact Sheet

6. Proposed Agenda for 3/30/89 Meeting of Senior Policy Advisors

7. Draft Work Plan, January to June, 1989

8. Minutes of Planning Group Meetings, 2/7/89 - 2/9/89



DRAFT 3/23/89 Exhilit b

Meeting of Senior Policy Advisors
March 30, 1989

Proposed Agenda

I. Progress report (12/13 to 3/30) - From enabling options to
implementation mechanism; how did we get there?

The ii concept
1. What are the advantages?
2. What are the limitations?

y to present the concept of ii to the Commission? If

TIT. PR status report
IV. Progress report on outreach project; meeting of educators JR
[V. Other - to be determined at 3/29 meeting - may include:
1. Discuss ways to fully involve leaders from the denominations

in our work

2. Review draft of letter to commissioners]
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MEMORANDUM ON THE COMMISSION AND THE DENCMINATIONS

Ly THE PROBLEM

a) By depominations, we mean the national and local synagogue
and rabbinical organizations as well as additional groups such as
Torah U’mesorah.

b) As the Commission approaches the stage of recommendations,
and thereafter implementation, the denominations, who are tha
major deliverers of educational services, are likely to feel that
they have not been involved in the decision-making process.

c) The denominations may respond by complaining, refusing to
participate, or worse.

2. POSSIBLE APPROACHES
a) Invite the denominational groups to join the Commission.

b) Invite them to participate in whatever groups (taskforces,
sub~committees, etc.) are given the responsibility to deal with
the content of the recommendations of the Commission, e.g. the
1i4

c) Invite them to jein the board of the successor to the
Commission or the board of the ii.

3. STEPS TO BE TAKEN

a) MILM should meet with the presidents of the institutions of
higher Jewish learning (Y.U., J.T.S., H.U.C.) and discuss how to
begin the dialogue with the denominations. Lamm, Schorsch and
Gottschalk have different positions and degrees of influence and
sensitivities to their denominational constituencies.

Commissioners who play an important role in a denomination
(Melton, Ratner, Jesselson, Koschitsky, etc.) might participate
in these meetings, along with gtaff.

b) These meetings will help us to decide how to proceed.

c) We might choose from among the "Possible Approaches" listed
above.
d) New or different approaches might emerge at these meetings,

e) A different approach might be adopted for each denomination.
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Jerusalem Heetings Eg]ﬂlL;'f' 3
Maroch 10, 1986

Outline for Final Report

I. Jewish Education at ; Cropsroad
A. A changing Jewish community
8. who are we lfosing?
C. Requirements of Jewish continuity

D. What ie the proper basis of Jewish education?
II. What is the State of the field?

III. The Opportunity
A. Wave of Canaciausness in the NDiaspora

B. Wave of Programs and Innovation
(see Joel Fox paper)

LV. Baest Practises

_/// ~A. One vision - Wnat is one ldeal scenario for the next
Millenium '

Y. One Plan
One New Framework:

enabling ——3 personnel- S programmeatic
options conmunity ' options

VI. Implementing the Plan (Innovation iodel)
A. Innovation thrcugh
1. Partialization

2. Prototype based on a partializetion process

VII. Conclusion
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3/28/89

Commission on Jewish Education in North America

Assign
ment | Suggested contact between 3/30/89 and 6/14/89

I. LAY LEADERS

|
|
I |
I [
1. Mona Ackerman | AJN |
....................... T T P LTS L
2. Ronald Appelby | AJN | 37
....................... I----_--I-_____-_-__________-__________-_--_-----------------
3 David Arnow | JR | AH saw 2/89. Will call 4/89. 1If there is a
| | small group meeting, no further contact needed.
_______________________ D e e e TP
| I -
4. Mandell Berman | AJN | [14
----------------------- e ket
5. Charles Bronfman | SF | SF saw 2/89. MLM saw 3/89. Slated to host
| | small group meeting.
....................... I---__--'---__-___--___-__---__-_,_-,___,_____-__---_-------,
6. John Colman | HLZ | HLZ will contact by telephone
....................... I_-__-__I-____-__-________-._._--____---_-------_---------_-_
I [
7. Maurice Corson | HLZ | HLZ will contact personally
....................... |_-”__ﬁ-l__-___-________,______-_-_---__-._____-_-______-_---
8. Lester Crown | SF | SF saw 2/89. MIM and SF will see 3/29/89.
| | Slated to host small group meeting
....................... e e e P
9. Stuart Eizenstat | AJN [ 4
_______________________ BV NERED - - R K S (i S e
I I
10. Eli Evans | HLZ | HLZ will contact by phone or personally
....................... T L L e
11. Irwin Field | AR |
....................... I--_----I----_.-__------------------_-__-_-__-__-_--_-_-_--._
12. Max Fisher | MIM |
....................... I---_---I---_______-___--__--__-------------.--_--_----_-_---
I |
13. Joseph Gruss | |
....................... [ssossan s s e s s se e e e e e e e e S e
14. Robert Hiller | HLZ | HLZ will contact personally
....................... T T
15. David Hirschhorn | HLZ | HLZ will contact by phone or personally; SF is
| | scheduled to see 4/3
....................... [eocomoc|eoncccsccnocctoccnscscssnctoncasasmnanenenamenenTannn
| |
16. Ludwig Jesselson | AH | AH will try to see 4/89 (difficult to arrange).
....................... T
17. Henry Koschitzky | JR | SF saw informally 2/89.
_______________________ I_______I___________________________._.,-___-_---.._..---------_
18, Mark Lainer | JR/AJN|
I
|
I
I



3/28/89

Commission on Jewish Education in North America

Assign
Name | ment | Suggested contact between 3/30/89 and 6/14/89
_______________________ s
20. Morton L. Mandel | AH |
....................... T L
21. Matthew Maryles | AJN |
....................... e e
I |
22. Florence Melton | AH | AH will try to see 4/89.
_______________________ I_______I______-_____-__--_---.------------------_-_--.-.-._-
23. Donald Mintz | AR |
....................... [______,I--,--__----_,_--,__,________--_--...-_--_-.-.-_-_.‘-
24, Lester Pollack | AR |
....................... |===cece]ermrescceccsncraceisn e ammmeaemeeeseaaaooeoeoanas
| |
25. Charles Ratner | SF | SF saw 2/89. Will call 4/89.
_______________________ I_____-_l_-_---__-___----___.--------------------.-----------
26. Harriet Rosenthal | AR |
_______________________ | SEE T R e e e R e S e e e b  we s s e mms et .-
27. Esther Leah Ritz | AH/AR | AH saw 2/89. Will see 4/5/89.
....................... Lt TR PP P
| I
28. Lionel Schipper | AJN |
....................... e
29. Daniel Shapiro | AJN |
....................... I-------I-------------_----------------,---_-----------------
30. Peggy Tishman | AH/AJN|
""""""""""""" | mmeeah| etye o o RN = % S 2 e e e s s mame T RE S mr e s AN e
31. Bennett Yanowitz AIN | ?
I
I
|
|
|
I

MILM/SF| SF called 2/89. Will see 4/89.

I
35. Arthur Green JR |
.............................. :____--,,_---___--,--------_-_____-------------------
II1. SCHOLARS/EDUCATORS |
|
36. Seym Martin Lipset| SF | SF saw 2/89. Will see 4/89.
|
I
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IV, JUDAIC SCHOLARS

37. Isadore Twersky

V. JEWISH EDUCATORS

38. Jack Bieler

VI. RABBIS

—— —— — —— — . o o s s, e . e

Commission on Jewish Education in North America

Assign
ment

— e —— ——— ——— —— — — — — — —

|
I
|
|
|
|
I
|

Suggested contact between 3/30/89 and 6/14/89

SF saw 2/89. Will see 4/89.

SF called 2/89. Will see 4/89.
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Assign
Name | ment | Suggested contact between 3/30/89 and 6/14/89
....................... B s
I. LAY LEADERS | |
|
1. Mona Ackerman | AJN |

...................... a’

I

2. Ronald Appelby ! ‘/I mk|
2
|

JR | AH saw 2/89. Will call 4/89. 1If there is a
| | small group meeting, no further contact needed.

SF saw 2/89. MIM saw 3/89. Slated to host
small group meeting.

SF saw 2/89. MIM and SF will see 3/29/89.
Slated to host small group meeting

13. Joseph Gruss <
....................... [ o mimi | St am a B ma o i i o e o i e
14. Robert Hiller | HLZ HLZ will contact personally
_______________________ i e b T e RS
15. David Hirschhorn | HLZ | HLZ will contact by phone or personally; SF is
\/I | scheduled to see 4/3
'

....................... [smsmmen | s st s s S S e s E e sl s e e s e s e e m e S cmmee e m—————

| | Hl 1
16. Ludwig Jesselson | AH | AH will try to see 4/89 (difficult to arrange).
....................... R I O
17. Henry Koschitzky\Jﬂ JR | SF saw informally 2/89.
---------------------- I.‘|-_--.---|------.-..--_-----------..-.---------------—-----—---.-
18. Mark Lainer { | JR/&IN|
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Donald Mintz \[
................... |
Lester Pollack |
................... |

|
Charles Ratner |
................... |

. PRES, HIGHER ED |

I
. SCHOLARS/EDUCATO%?A

Seym Martin Lipset|

Commission on Jewish Education in North America

Assign
ment | Suggested contact between 3/30/89 and 6/14/89

SF saw 2/89. Will call 4/89,.

...........................................................

SF called 2/89. Will see 4/89.

I
I
I
SF | SF saw 2/89. Will see 4/89.
I
I
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V. JEWISH EDUCATORS

38. Jack Bieler

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

VI. RABBIS

Commission on Jewish Education in North America

Assign
ment | Suggested contact between 3/30/89 and 6/14/89

...........................................................
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March 28, 1989

TO: fArthur J. Naparstek

FROM: Joseph Reimer

RE: Commission Outreach to Jewish Educational Urganizations

I have been asked to review the previous communications on
the subiect of Commission outreach to Jewish educaltional
oraganizations and to prepare for the March 30 meeting of the
planning group a list of organizations with whom we need to be in
contact and recommendations on the nature of the contact.

The list and recommendations are based on the following
assumptions. (1) Priorities for organizational contact need to
be established. Educational organizations whose members most
directly impact the anticipated work of the Commission need to
receive higher priority. {2) Higher priority involves face to
face communication between representatives of the Commission and
the organizations. Lower priority may involve only written
communication. (3 Outreach through larger organizational
networks that avoidse establishing separate contact with smaller
organizations makes for smoother communication and should be
preferred.

/
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I. Central fAocencies for Jewish Education

1. Bureau Directors Fellowship (BDF)

Chairperson: Bene Greenzweiq ‘4'QL‘ gvjli%

4 J
Recommendation: Given centrality of bureau directore to access to
schools in local communities,we want to let them know about the
wark of the Commigsion and to gsin their cooperation. (1)
Establish contact with Gene Greenzweig. (2) Follow his lead for
best way for Commission representative to meet with bureau
directors. {(3) Make available option of Commission W
representative addressing BDF at their Spring meeting in June. 5
(4) Follow-up initial contact with possibility of future meeting
(especially with big city directors) and written communication to (3
all directors. g o

I1. Jewish Educator Organizations

1. Conference of Jewish Educator Organizations (COJED)
Chairperson: Dr. Hyman Campeas

Recommendation: Given that COJEO is th=2 umbrella organization of

the five constituent organizations of Jewish sducators, it is a
central address and an effective way to communicate with and gain

the cooperation of Jewish educators. (1) Establish contact with &[&
Hy Campeas. (2) Ask him to set up a meeting that COJED would \
sponsor at which representatives from the constituent

organizations could meet with Commiseicn representatives. (3)
Follow-up initial meeting with written communication to Board

members of each organization.

2. Coalition for the Advancement of Jewish Education (CAJE)
Executive Director:s Dr. Eliot Spack

Recommendations: Given that CAJE most actively represents the
largest number of grass roots Jewish educators., we want to use
its formats to communicate to the field at large. We also want
to gain the cooperation of the CAJE leadership. (1) Establish
cantact with Eliot Spack. {2) Invite him to define how
Commission representatives could best communicate through CAJE to
the membership. (3) Make available option of Commission
representatives attending and addressing annual conference in
August. {4) Follow-up initial contact with possible future E
meeting of CAJE board with Commission representatives, and (S)J
with written communication with broader membership. ¥

/}‘J Jj. CL{?VfALJk



111. Depnominational Educatipnal Bodies

1. Department of Education and Commission on Jewish
Education, United Synagogue of America (Conservative)

Director: Rabbi Reobert Abramson

2. The United Syrnagogue of America,. Department of Youth
Activities (USY/Kadima)

Director: Faul Friedman

Recommendation: As central educational bodies of the
Conservative Movement, these organizations need to receive high
priority contact from Commission representatives. (1) ke turn
first to Ismar Schorsh, as a commissioner and leader of the
Conservative Movement, to ask how to best establish contact with
these, and possibly other, educational arms of the Conservative
Movement. (2) At his suggestion and under his direction we set
up & meeting with the directors of these organizations. (3 We
follow-up initial meeting with possibility of future meetings
with directors of organizations and with written communication
with members of their commission on education.

%, Department of Education and Commission on Jewish
Education, Union of American Hebrew Congregations (Feform) .

Director: Rabbi Howard Bogot
4. Union of Hebrew Congregations Youth Services Department
Director: Rabbi Allan Smith
Frecommendation: That we follow for the Reform Movement the same
procedure as above, starting first by turning to Alfred

Gottschalk, etc.

. National Commissien on Torah Education, Yeshiva
University (Orthodox).

Director: Dr. Mordecal Schaidman

6. Union of Orthodox Jewish Congregations, National
Conference of Synagogue Youth (NCSY)

Director: Rafi Butler

Recommendation: That we follow for the Orthodox Movement Lhe same
procedure as above, starting first with Norman Lamm, ete.
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7. Commission on Jewish Education of Reconstructionist
Congregations and havurot and the Reconstructionist Rabbinical
fsspciation.

Director: Rabbi Jeffrey Schein

Recommendation: That we follow for the Reconstructionist Movement
the same procedure as above, starting first with Arthur Green,
eto.

8. Torah Umesorah, Mational Society for Hebrew Day Schools
(Orthodon) .

Director: FRabbi Joshua Fishman

Recommendation: Given the prominence of Torah Umesorah nationally
in the day school movement an yet their being religiously to the
right of Centrist Qrthodoxy, this organization poses a special
case for the Commission. Two options are possible. (1) To
attempt to establish direct contact with the director to
commuricate the role of the Commission. (2) To limit contact to
written communication.

V. Academic Institutions

1., Association of Institutions of Higher Learning for
Jewish Educatian. '

Chairperson: Dr. Alvin Mars

Recommendation: Given possible centrality of these institutions
for training personnel in Jewish education, we need to be in
contact. (1) Contact Alvin Mars to set up best format for
meeting between Commission representative and members of the lp
organization. (2) Follow-up initial meeting with written
communication with each director of the member institutions. £

n
LrL)u
2. Association for Jewish Studies
Fresident: Profesceor Robert Chazan

Recommendation: As this group’s mission -~ teaching Judaica and
training scholars in Judaica — is less central to Commission’s
work, contact is a lesser priority. (1) Contact Robert Chazan to
spe which forms of written communication would be most

appropriate for which of the membership. =

Y. MNon-denominational informal education

At ?

B nai B rith(Hillel Foundatinn’/,’
Hadassah Youtlh Commission

B'rniai B rith Youth Organization (BBYO)
American Zionist Youth Foundation (AZYF)
fAssociation of Jewish Sponsored Camps —

z

2 R R O



Recommendation: As these organizations are not as yet seen as
central to Commission®s work, contact be held on & lower leverl
of priority. (1) In consultation with JWE, contact directors of
prganizations to see what forms of written communication would be
appropriate for which of their professional and lay leadership.
(2) Fellow-up meetings between Commission and organizational
representatives could be set up if mutual need were to arise.
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meet28.3/5MN-W
MEETING MARCH 28 989 AT MAYFIOWER HOTEL
ARTHUR NAPARSTEK, SEYMOUR FOX, ANNETTE HOCHSTEIN
New York

Art presented his response to the paper of March 25th on the ii.
He raised a few questions:

1. The relationship between the ii and central organizations
such as JESNA and JWB, or CJF could be problematic. They could
see the ii as taking over some of their functions. That should
probably not be the case.

2. The key to success resides among other in the leveraging
power of money. The ii will only be able to bring about
implementation if it has a pool of funds from which to activate
leverage.

Art related his conversation with Swirdoff -- previously a vice-
president at the Ford Foundation, but mainly a central figure in
the movement for community development (in particular the MDRC--
Manpower Development RC and LISC) throughout the country. Art
suggested that we meet with Swirdoff and the people he suggested:
Dick Nathan from Princeton (formerly OMB), Eli Ginsburg, Bill
Gunther, Peter Szanton -- at the Rand Corporation, Joel
Fleischman at Duke University, and Bill Bresnoff, today Deputy
Mayor of New York =-- both in the view of Swirdoff possible
directors for the ii.

A very useful conversation ensued on the various functions, roles
and relationships of the ii. In particular, the relationship
between the ii and local mechanisms for implementation --
clarifying the fact that the ii is not an implementor, but rather
a facilitator, force-manager, of implementation.

The flip-side of this concern, is the concern with macro issues
and primarily the concern raised by S.F. that if the ii is so
involved with local developments =-- what could happen to macro
issues, such as the development of the profession? In fact, in
our current design, there seems to be no strong enough locus for
this kind of very much needed development.

In sum, the discussion revolved around 2 major issues: the place
and role assigned to central organizations, such as JESNA and JWB
and CJF, with particular emphasis on MLM’s point of view
expressed today in his meeting with SF -- that the ii should see
as its major, or a major assignment, to build those central
organizations. The people present did agree with seeing this as a
major thrust of the effort. They all agree that a by-product of
the ii might be the rebuilding of these organizations. (but etc,
etC..s)



The second topic is that of those issues that can only be dealt
with in a centralized fashion, and that are at great risk of
being lost in the individual demonstration centers. It was agreed
that these issues, e.g. building the profession, will have to be
given conscious direction and effort in some structured form by
the ii.

AJN prepared a preliminary job description following his reading
of our paper. This is to be discussed and reviewed. We seem to
agree now on the scope of the job and the need to take a very
strong individual to be at its head.
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with in a centralized fashion, and that are at great risk of
being lost in the individual demonstration centers. It was agreed
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¥

March 2%, 1989
DRAET - FOR DISCUSSION ONLY —— NOT FOR GQUOTATION

A Mechanism for Initiatives in Jewish Education
S. Fox & A. Hochstein

I. BACKGROUND

Between August and December 988, che Commission om Jewish
Eduzagion in North America engaged in a decision—making process
aimed at identifying those areas where intervention could
significantly affect the impact of Jewish educatvion in Norcth
America.

A wide wvariety of possible options vwere considered. The
Commission opted for focusing its work initially on two topics:

| Dealing with the schortage of gualified personnel for
Jewish esducation; and

2. Dealing with the community -— its structures,
leadership and funding, as keys to across-the-board
improvements in Jewish education.

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

11. THE CHALLENGE

The wide consensus among commissioners on the importance of
dealing with personne! and the community did not allsviate the
concern expresssed by some as to whether ways can be found to
significantly improve the situation in these two areas. indeed,
a number of commissicners suggested that agreement that these
areas were in need of improvement has existed for a long time
among educaters and community Ieaders. Ideas have been
suggested; articles have been written; conrsrences have been
held; some programs have been tried. I=C significant improvemsnt
has not come about. Scme claim that we s to know what ths
problems are, but have not yet devised a workable stratsgy for
addressing them efrectively in the Tield.

e
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The challenge now facing the Commission is to develop creative,
effective and feasible approaches for dealing with the topics at
hand (personne!, the community — and later programmatic optiocns)
and to launch the process that will bring across—the-board

improvement and change.

I11. SOME UNDERLYING ASSUMPTION

1. To respond to the above challenge it is nescessary to
demonstrate that the personnel and community options can indeed
be acted upen in the comprehensive manner that they were
formulated. For personnel! this involves recruitment, training,
retention and profession-building.  For the community this
involves recruiting outstanding leadership, changing the climate
and generating significant additional runding.

2. 1t is difficult to meet this challenge on the national level
because it is too complex and too vast.

3. On the other hand there is good cause to believe that it
could be undertaken on the local Ievel, for the following

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

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

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

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

e. there are ideas and programs (best practice) that if brought
together, integrated and implemented in cne site could have
ség?1f1c€ng;y _gr?ater impaq% than they have today when
implementation is fragmented. he whole is grear t SU

SF LN Sirts g€ er than the sum

. visions of Jewish education could be t
/ £ =W ed t ranslated ar
xperimented with in a2 limited and manageable wav? nd

MmN

2. national institutions and crganizations could be {1 -
4 nat stitutior Y 18 e mobilize
Tor such experimental programs. They would view this as ag

2
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opportunity to test and develop new conceptions for Jewish
education.

. ople could be recruited and mobilized for tangible local
gemogitgations. The pool could be expanded te include = in

addition to the current cadre of ogutstanding educators @

1. Rabbis

2. Scholars of Judaica (Twersky, etc)

3. Federation executives ) _

4, Jewish scholars in the humanities and sciences (Schefler,
Schon, Lipsett, Ginzburg, etc...) e -

4. Local sites could be networked for greater impact.

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

I1V. BRINGING ABOUT CHANGE _
A. From Options to Community Action Sites

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

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

1. The community and personnel options are interrelated and a
joint strategy involving both must be devised. Indeed, dedicated
and gqualified personnel is likely to affect the attitude of
community leaders towards educaticn. 3Similarly, if the community
ranks education high on its list of priorities, more outstanding
personnel is likely to be attracted to the fieid.

2. Dealing effectively with the personnel issue will probably
require a comprehensive approach: recruitment, training,
profession—building and retention Will all have to be dealt with
simultansously.

i In addition to the complex package of {nitiatives and
interventions Trequired by (I!) and (Z! above, the issue of <the

time necessary to introduce change will have to be address=d, -

This will require dsciding on an appropriate balance bestween

e
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4. All key stakeholders will need to be appropriately involved
from the very beginning of this process. This includes
commissioners, national organizations and institutions, lozal
organizations and institutions, professionals flocal and
national), and funding sources.

5 Signiricant guestions concerning innovation and
implementation of the two enabling options = and of the
programmatic options when they will be addressed — can only be
rasolved in real-lire situations, through the dynamizs of
thinking for implementation, and in the actual act of
impiementing.



DEAFT — FOR DISCUSSION ONLY —— NOT FOR QUOTATION

6. For all these reasons, we suggest that the Commission
work with communities that wish to become ommuni i
Sites where we can desal with the community and personnel
options.

T By Community Action Site we mean a site (a community, a
network of institutions, one major institution, etc. ) where some
of the best ideas and programs in Jewish education would be
initiated in as comprehensive a torm as possible. It would be a
site where the idesas and programs that have succeeded, as well as
new ide=as and sxperimental programs, would be aundertaksn. Work
at this site will be guided by a vision of what Jewish education
at 1its best can be.

9. The assumption implicit in the suggestion of a Community
Action 3Site is that other communities would be able to see what a
successful approach to the community and personne]l goptions could
be 1like, and would be inspired to apply the Iessons I[earned to
their programs, in their own communities.

B. From Communit Action Sites to a Mechanism for
Initiatives in Jewish Education.

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

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

i 48 Programs for implementation are seldom successful when they
are "top-down” programs. Communities must play a major role in
the initiation of the idea, they must be full partners in the
design of programs and in their implementation.

L, Humerous guestions need to be addressed in considering the
Community Action Sites approach: Who will undertake the strategic
thinking? Who will plan and ensure that the standards and goals
of the Commission are maintained? Who will actively accompany
the ideas through their stages of development and implementation?
Who will deal with <the unresolved issues as they ariss in
implementation? Who will see that things werk, and that they
can be replicated? Who will consider issues of chanegs and
replication of change <throughout the universe of Jewish
education?
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o A strong case exists for initiating change through Community
ction Sites. However, as the above issues were being
considered by the starf — in extensive consultation with experts

-— it became clear that a means, a mechanism, is nesded to deal
with Community Action Sites. A way to mediate between ideas and
implementation needs to be devised.

6. The possible role of this mechanism can be {lIlustrated by way
of an analogy berrowed tfrom industry: the mechanism will be
analogous to the wunit that designs, develops and builds the
prototype of a new product, improving upon it until that product
works. When problems and issues arise during the process of
cnnstructini the prototype, thay are dealt with and resolved in
the unit. Lessons learned rrom implementation arse absorbed and
used to change, adapt and modify the product; the product Iis
adapted to speciric local needs, =tc.

7 1t is therefore suggested that a mechanism for
implementation be created to be called (ror lack of a better name
at this time) the mechanism for "Initiatives in Jewish Education”

(1JE).

IV. THE MECHANISM FOR INITIATIVES IN JEWISH EDUCATION (1JE)

A. The Mission

1. The 1JE will be a free—-standing mechanism for the initiation
and promotion of change and innovation in Jewish education. As
sgch, it should be a center guided by vision, together with
rigorous work and creative thinking. I[f* sugcessful, it will be a
source of ideas, characterized b% an atposphere of ferment
sgarch and creativity. It will be the driving force for systemic
change.

2. The IJE will design and revise development strategies -
ggneraliy in concert with other persons and institutions. It
wéll t@e a full-time catalyst for developmert efforts for Jewish
education.

3. The IJE will undertake the assignment of creatin Com
Action Sites. These Community Action Sites will dea? minngffg
with the two enabling options - where personnel will include:
recruitment, training, profession building and retention, and
community will include : bringing strong Ieadership into Jewis
?du:at1cn,_:hang;ng the climates and generating additicnal fundine
ror education. Through personne! and the community, it will also
bs dealing with preogrammatizc
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options, e.g. as it recruits and trains personne! for early
childhood programs, for the day schools, for informal programs
etc. ’

4. The goal of the Community Action Site is to bring about
major change 1in the guality of Jewish education in that 3Site
through a successful apprcach to the options of personne] and thé
community. The importance of a site resides both in the
possibility to efrfect and demeonstrate change there, and in being
the basig for inspiring change elsevhere.

5. The Community Action Site will be a joint endeavour of an
interested local! community and the IJE. he 1JE will assist, if
needed, in setting up the local mechanism (local IJE) that wil]
undertake responsibility for the Community Action Site. Each Site
will have its local mechanism. Together, the local mechanisms
will network for the promotion of change and the diffusion of
innovation. The IJE will act as facilitator to create a network
of such local mechanisms.

6. Conditions are bound to change as as result of the work of
the I1JE. As work proceeds, existing institutions may want to
respond to emerging needs. e IJE may cause new institutions to

be established — when no viable alternative exists.

7. In addition to this initial focus on Community Action
Sites, the IJE will assist funders, as appropriate, in moving
ahead with programmatic options in which they have an interest by
acting as a consultant and professional resource. The IJE will
be a central address for funding sources and for institutions who
wish to work cooperatively with the 1JE in their own development
efforts. It may also help local IJE's find funding for their
initiatives.

8. Much of the definition of the IJE will evolve during the
actual process of implementation.

B. The IJE At Work

The following is one possible scenario of the IJE at work:

k. Staff and Governance

a. The 1JE will be a free standing mechanism. It wiil have a

staff to perform multipie runctions and will be governsd by a
Board of Trusces: (see Appendix 1)
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b. There will be a director, responsible for all of the work of
the IJE. He/she will be an outstanding, high-Ievel professional
committed to Jewish continuity, knowledgeable of the Jewish
community of North America. fHie/she may be an educator, a manager
or both (to be determined. ) ’

I8 In addition to the director, a team of outstanding
professionals will starr the IJE (size and composition to be
determined ). il

d. Governance of the L[JE will be in the hands of a board
compesed of lay leaders, scholars and professionals, blending
experience, knowledge and t'inancial strength.

e. The authority of the IJE will derive from the ideas that
guide i;fand the prestige, status and effectiveness of its Board
and starf.

2. Functions

a. In order to meet the complex tasks involved, the I1JE will
undertake various functions. They will be linked organically and
will complement each other. They may include: ; 3

i. research, data collection, planning and policy analysis;
ii. community interface (for demonstratiQn sites);
iii, funding facilitation;

iv. monitoring, evaluaticn and feedback;

v, diffusion of innovations.

b. The work of the IJE will be guided on an ongoing basis by the
vision, the educational content and the philosophy contained in
the final report of the Commission. To insure the above ongoing
inputs will be received from the staff of the 1JE, consultants
throughout the world, institutioms, scholars and community
leaders. A Professional Advisory Board will be established to

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

i. research, data collection, planning and pelicy analysis

% This may be viewed as the research and plannipg arm <f the -

= 1t will improve and maximize the knowiedge—-base upon which
éégisicns for ?euish education are made The work may ge
commissioned, done in—house Or others may be encouraged to ?
various parts. The necessary data bases will be createq nfre,
major issues will be studied, key questions will be researched
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(e, g create inventories of Jewish eaducational! resources;
undertake needs analyses; set norms and standards for training;
assess the gquality of existing training; analyze community
structures in relationship to Jewish education, etc. ).

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

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

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

.

ii. community interface (for Community Acticn Sites)

* The IJE will work extensively with the communities where
Community Action Sites are located. It will do so by means of
local mechanisms that will be established.

The community interface function may deal with:

* Initiation of negotiations with relevant stakeholders and
community leaders about undertaking the process of becoming

Community Action Sites.

% Help the local community establish a mechanism for its

Community Action Sites and assist in recruiting staff for such
mechanisms.

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

iii. funding facilitation

This Tunction may include the following:

® To wundertake as appropriate, brokering between various
possible sources of rfunding (foundations, national organizations,

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

d for
= To be a central address both for funding sources and :
relevant institutjons who will seek guidance 1in accomplishing

their objectives.

X To seek to link high priority pieces of work with wvarious
.funders and competent implementors.

= To assist funders in moving ahead with programmatic options in
which they have an interest, acting as a qonsultant, and
providing proressional assistance as appropriatce.

iv. monitoring, evaluation and feedback
The purpose of this function is thresfold:
* To monitor activity of each Community Action Site.

= To evaluate — in whatever form or torms deemed most relevant -
the progress of Community Action Sites.

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

v.:diffusion of innovation M

The " goal of the Commission on Jewish Education in North America
is to- bring about across—the-board systemic change in Jewish
education, by initially dealing with the areas of personnel and
the community. The IJE will deal with the complex issue of the
diffusion of innovation from one or more Community Action Sites
to many or all communities. Strategies will be devised to
maximize change throughout the community.

3. Organization of Functions

In order for each of the above tive functions to be given the

attention needed, and that none be overwkelmed or overtaken by

pressing needs of other functions, they should probably be

structured as _distinSt units. The starff of any one may be as

gﬂidgd ishogeviir;—ihmﬁ person o; aﬁ large as a full ct=am - as
, nee e a unction should v T us

Nnd AMEHOT Iy have autonomou 1mportapce
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4. How will theIJE begin its work?

a. Once the notion of an IJE is adopted By the Commission, a
compr=hensive plian will be develcped to faunch the 1JE. At the
will

appropriate time g Board will be canstituted and a director w
be hired.



