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February 1, 1989

Mrs. Annette Hochstein

Nativ Policy & Planning Consultants
P. 0. Box 4497

Jerusalem, Israel 91044

Dear Annette:

You will recall that, as an outcome of our December 13 meeting,
the Commission decided to continue its work by focusing on two
of the enabling options --personnel and community. Together we
recognized these two options as preconditions for significant

across-the-board improvement in the field of Jewish education.

We will continue to work toward developing a framework for
Commission activities. Your continued participation and
commitment are essential to the outcome of this process.

Enclosed are the minutes of both the Commission meeting and the
meeting of Senior Policy Advisors the following day. Please
feel free to communicate your impressions and comments to us.
The cassette tapes of the Commission meeting are also available
upon request from Ginny Levi (4500 Euclid Avenue, Cleveland,
Ohio 44103, 216-391-8300).

The next meeting of the Commission has been set for Wednesday,
June 14 from 10:00 a.m. to 4:00 p.m. at the UJA/Federation of
Jewish Philanthropies of New York, 130 East 59th Street, New
York City. Please mark your calendar. We will schedule a
meeting of Senior Policy Advisors prior to the June 14
Commission meeting and will be in touch when we are ready to
schedule that meeting.

Sincerely,

Morton L. Mandel
Chairman

Enclosures
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DRAFT - FOR DISCUSSION ONLY — NOT FOR QUOTATION

A Mechanism for Initiatives in Jewish Education

S. Fox & A. Hochstein

I. BACKGROUND

Between August and December 1988, the Commission on Jewish
Education 1in 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.

Jewish continuity needs adding

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

1. Dealing with the shortage of gualified 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 1in various programmatic areas (e.g. early childhood,
informal education, programs for college students, day schools,
supplementary schools).

II. 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 improve the situation in these two areas. Indeed,
a number of commissioners suggested that agreement that these
areas were 1in need of improvement has existed for a long time

among educators and community leaders. Ideas have Dbeen

suggested; articles have been written; conferences have Dbeen
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.

1 09
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The challenge now facing the Commission is to develop creatiwe,
effective and feasible approaches for dealing with the topics at
hand (personnel, the community - and later programmatic options)
and to launeh the process that will brimg across-the-board
improvement and change.

III. SOME UNDERLYING ASSUMPTION

1. To nespoend to the wdAbove chawllenge it is necessary to
demonstrate that the personmel and community optioms cam indeed
be acted upon in the comprehensive mamner that they were
formulated. For personnel this involves recruitment,, traimimog,
retention and professiomn-tbuilding.. For the commumity this
imvolves recruiting outstanding leadershiip, changimg the climate
and generating significant additional fundimg.

2, It is difficult to meet this challenge on the matiorel Llewsl
because it is too complex and two wesst.

** jw @ wonk st logal lewel and change at matibondl lkseél mustt oo
hand in hand.
mlm : e nollee off nedtiomesll argpamiizzdtivons nredds ssteegghhening
jw  : filleshh outr how change works re-matiiorsal w. locdal
- D

4

mlm = omission of ije’s relationship to natiomnal organizatioms
and role of nationals

ar & ?

etec....

we have to write a 2 para thing that tells the defimittion: role
of nationals in IJE and the national/local relationship
Put CJF, jwb, jesna

sf 1 the IJE will have to decide what it will do - of course
in assessing what is
see ginny's notes re=gf

da : counter assumptions will be raised - re-denominatioms
re-put 2 and 3a together and develcop local/matiomal
theme

discussion - see Ginny's notes

there seems to be a bias that says that things will be
resolved locally = where we really mean both natiomnal and
local



MLM’s credo
an imstitution whoe's only mission is

hs - the juices of the commission to be expressed - the spirit
of the enterprise
express the win/win situation of IJE for natiomal

*kkk®k ah : the nationals - issues:
role = a. in I1IJE
b. in cas

c. as clients of IJE
imstitutional structural issues

content : national function re-J.Ed
local function

MILM dogma: the key to change in N.A. is the federations

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 weuld be comprehemsive
could be manageable. There is sufficient energy and there are
enough people to undertake such a projeci.

c. The results of & local undertaking weould be tangible and
visible and could generate interest and reactioms that might lead
to 2 national debate on the impertant issues of Jewish educatiun.

d. a local prejeet ecould be managed in a hands=-oh mhanrRT.
Therefore it could be coenstantly impreved and fine=twrsd,

@, there are ideas and programs (best practice) that if brought
together, integrated and implemented in ene site could have
significantly greater impact thapn they have teday wheh
implementation is fragmented. The whele is greater tham the sum
of its parts.

f. visiens ef Jewish edueatien eeuld be translated and
experimented with in a2 limited and mwahageable way.

§. natienal institutiens and erganizatioms eeuld be mnobilized
for sSuch experimental pregrams. They weuld view this as an

BRAFF = FOR DISCUSSION ONLY =- NOT FOR QUOTATION

epportunity €£e test and develep Aew eoneeptions feor Jewish

3



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,
Schom, Lipsett, Gimzburg, etc...))

4. Local sites could bhe networked for greater impact..

5. Working on the local scene could take advantage of wcrking
both from the "bottom-up™ and from the Ttop-down".

IV. BERTNGING: ASUIT GHENGEE
A. From Optioms to Community Action Sites

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

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

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

2. Dealing effectively with the personmel issue will probably
require a comprehemsive appreoach: recruitment,, traimimg,
profession-building and retention will all have te be dealt with
simul taneously..

3. In addition to the complex package of initiatives and
interventions required by (1) and (2) abowe, 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.

DRAFT - FOR DISCUSSION ONLY -- NOT FOR QUOTATION

4. All key stakeholders will need to be appropriately involved



from the very beginning of this process. This includes
commissioners, national organizations and institutieons, lecal
organizations and institutiomns, professiomals (local and
national), and funding sources.

5. Significant questions concermnimng innovatieon and
implementatiom of the two enabling options - and of the
programmatic options when they will be addressed =~ can only be
resolved in real-life situatioms, through the dynamics of
thinking for implememntatie@n, and in the actual act of
implementing.
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6.. For all these reason
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rOMMISSION
ON 11"VSKGKI EDUCATION
IN NOIRTII'AMERICA

m!SCO Euclid Avenue
Cleveland, Ohio 44103
216/391-8300

March 26, 1989

Mr. Joel Fox
The Jewish Community Federation
of Cleveland
1750 Euclid Avenue
Cleveland, Ohio 44115
Dear Joel,

I want to thank you for having written the article on "Federation-

Led Community Planning for Jewish Education." It will make an important
contribution to Jewish education and particularly to the work of the
Commission.

I would like to make some suggestions that I believe might be
helpful:

1. It might be viewed by some people as an overstatement to label
the experimental programs you mention as "successful." Programs
such as:

Detroitls "Jewish Education for Families Program"
Baltimore's synagogue-based teacher training program
Denver's outreach programs

are in the experimental stage and I do no t believe they can be
described, as yet, as successful.

While the Federations have taken important steps and are beginning
to translate rhetoric into action, the battle has not yet been
won. There are still Federations, like New York City's, that
do not hesitate to cut the allocation to education when there are

problems in the campaign.

3. The denominations may be peeved at not being given sufficient
credit for being the deliverers of services.

As you can see, these comments are essentially stylistic and of a

formal nature. My opinion is that if they are responded to, it will only
enhance the very important contribution of your article. I will be

Convened by Mnndel Associated Foundations, JWB and JESNA in collaboration with CJF



happy to discuss this further with you..

I will be in the United States beginning Wednesdawy, March £,
1989 and will be staying at the Mayflower Hotel,, New York City,
Tel: WEGH-0060.

Sincerely yours,

Seymour Fox
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MEMORANDUM ON THE COMMISSION AND THE DENOMINATIONS

1. THE PROBLEM

a) By denominations, 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 the
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
ii.

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

3. STEPS TO BE TAKEN

a) MLM 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 staff.

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

c) We might choose from among the 1lPossible Approaches" 1listed
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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Tel.: 972-2-662 296; 699 951

Fax: 972-2-699 951 FACSIMILE TRANSMISSION
iq. MEMBERS OF THE PLANNING TEAM DATE1980 26
FROM- SEYMOUR FOX & ANNETTE HOCHSTEIN NQ pAGES- 31
FAX NUMBER: 001-212-391-8327

Re : Attached draft paper on the ii

The attached paper is a draft that is incomplete. It is meant to
serve as a basis for our discussions on Wednesday, March 29. A
number of major issues have not yet been dealt with - e.g. we
have only begun to deal in this paper with the question of the
organization of local involvement and its relationship to the
ii. We have not elaborated on the diffusion of innovation andon
the relationship of the academic team to the work of the ii.
Formulations are often preliminary and meant to enrich the

discussion.

Looking forward to the meetings

Best regards
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DRAFT 3/21/89
Meeting of Commission Planning Group
March 29, 1989
Proposed Agenda
I, Minutes of Meetings of February 7-9, 1989
IT. Review Assignments
IIT. Update on the ii concept
i *
Iv. Nature of contacts to occur with commissionersbefore 6/14
V. How do we organize the Commission to do its workbetween now and
6/14 (perhaps after 6/14) — work plan
VI. Review Commission report ~ rolling outline
(Do we commission papers? What topic areas?)
VII. Discuss ways to involve leaders from the denominations
VIII. Review Agenda for meeting of March 30
IX. Do we need to regroup following the 3/30 meeting? If so, how?

X. Set tentative dates for 4th Commissionmeeting
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DRAFT 3/21/89
Meeting of Senior Policy Advisors
March 30, 1989
Proposed Agenda
1. Progress report (12/13 to 3/30) * From enablingoptions to

implementation mechanism;
A. Progress Report

B. The 1ii concept

how did we get there.

1. What are the advantages?

2. What are the limitations?

II. Are we ready to present the
yes, how?
A. Before 6/14
B. On 6/14
C. Ocher
IIT. PR status report
Iv. Progress report on outreach

concept of ii to theCommission? If

project
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JERUSALEM MEETINGS

INTERNAL

"NEIGHBORHOOD NETWORKS FOR HUMANE MENTAL HEALTH CARE ™

NAPARSTEK; BIEGEL; SPIRO

BRIEFING NOTES

Probably his major project. At its core, a moderate non center-
periphery view for delivering social services. A blend of
neighborhood/community involvement with professional service
agencies that are accessible.

A 4-year NIMH project -- Baltimore & Milwaukee (Providence
dropped) .

Their interest 1is to make MH work and the focus is on
neighborhood involvement because — say they — neighborhood is
the context for MH. The problem is mainly delivery.

The systemic differences between human service (delivery or not)
and education (delivery or not).

The problem of the "worried well" versus the really mentally ill.

Getting services to people = the partnership professionals +
community.

The role of residents: assess needs, capitalize on strenghts &
resources.

See assumptions p. 65.
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TO: BROFESSER S5 . FROX

FROM: AANNITITE FHIGE ST

DATE = MIERCH 15, 10889

RE? HPAK AT DS TSN GF COMEITISSION BROTHURE

Ginny requested that I respond immediately to a proposal for the
brocure (the desigm, not yet the text) so I called her with the
following comments (see attached fax)=

B.4. "Provide a mechanism for reader to respond. . .* I told her
that it is not a good idea to encourage uninvited feedback, as we
wouldn’t be able to deal with everyone’s ideas at this time and
might create false expectatioms. A P.0O. box number could be
written discretely somewhere on the brochwrs,, allowing for
spontaneous reactions but not inviting them..

B.7. "™Why a Commission?" I recommended adding the word "now.™ I
told her that the partners should be listed only, rather tham
mention "™what each partner brings to the Commissiom.™

I also suggested that they find a way of combining points b and

c. Jewish education as a tool for achieving meaningful Jewish
continuity.

waV A
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COMMISSION ON JEWISH EDUCATION IN NORTH AMERICA

Brochure Design (DRAFT 3.14.89)

DESIGN COMPONENTS

1. Four or Six Panel Design (depending on the amount of
text)
2. Self-Mailer

One panel designated for mailing label, return
address information, bulk-mail indicia

Aooroximate size when folded: 4~ y 9”7
(making it compatible with a #10 business envelope)

3. Consistent with Commission letterhead in terms of
paper stock, ink col«l—f typography

4. Graphic design elements which could be used to
break-up the copy and provide visual interest
include:

Quotations, appropriate photographs of educational
settings (formal and informal), headline treatment
(i.e. different typeface, ink color), or design
elements (i.e. educational tools or judaic symbols)
which represent specific text.

CONTENTS

1. Present same overview as in the Design Document in
an abbreviated form.

2. To the extent possible, describe the commission,s agenda
in the broadest sense.

3. Weave into the copy the key points raised at the 2/22/89
Public Relations Committee meeting:
a. Serious, well staffed, well directed effort.
b. The potential for constructive, far reaching
solutions which could positively impact profession.
c. Diverse interests~are well..ceoref:pn*l*ri.,
4. Provide a mechanism for reader to respond with ideas

or suggestions, i.e. reply card, an address to direct
written resoonse.
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Brochure Design, page 2
B. CONTENTS,, continued

5.

7.

In

addition to descriptive text regarding commissioners

(emd/or quotations from selected commissioners), reserve
a panel on which to present the entire roster of
commnissicners and policy advisouw.

use descriptive text headlines to introduce new sections

of

copy, rather than one word/bullet headlimess.,

Text elements could includa:

b.
c.
d.

e,

Introduction

Why a Commission? Who are the partners? What does
each partner bring to the Commissiom?

Ttiee Challenge: Jé@widéhhCéntinnityy

THee Solution/Rey: Education

Ttiee Agenda ((in geneeheg@imgierms)

What is the Commission studying/explering/
addressing?

Who will be effected?

What is the timeframe?

The Qutcome(s) (L generel terms)

What are the projected benefits?



Suggested Elements for Commissioner Follow-up Sheet

1) Name of Commissioner:

2) Contact Person: -

3) Profile:
a. Foundation/Educator/Community Leader/Scholar/Head
of Institution etc. <
b. Degree of Influence
c. Potential Grantor
d. Special interests related to the work of the Commission
4) Contacts: -/ri?r’r I

. 9.r
s " . R /
a. Meetings: (date, place, participant_bzs:, content)
b. Telephone conversations: (date,'—‘participants, content)
c. Letters (date, writer/recipient, content, response)

v d. Participation in small group meetings (date, which
group, role)

(Reports Attached)

5) Outstanding Issues:

6) Actions to be Taken:



FAX
DATE: :tjp«p?3teSS>

INativ Pelicy and Planning Censultants e  jixomn nyynmsd pIsPH-Dymy
Jerusalem, Israel o 7w

Tel.: 972-2-662 296; 699 951

Fax: 972-2-699 951 FACSIMILE TRANSMISSION

Lits DR. ARTHUR NAPARSTEK DATF  yarcH 13, 1989
LIROM SEYMOUR FOX AND ANNETTE HOCHSTEIN NO-LAGES.

FAX NUMBER:

001-216-391-8327 20



TO: DR.ARTHUR NAPARSTEK MARCH 12,, 1589

FROM: ANNETTE HOCHSTEIN

RE: ATTACHED DOCUMENTS FROM THE JERUSALEM MEETINGS

DEAR ART,

I HOPE THAT YOU HAD A PLEASANT TRIP HOME AND THAT TRANSITION IS

ERSY.

YOU WILL FIND, ATTACHED, MANY OF THE DOCUMENTS WE PROMISED TO

SEND:

I. MINUTES OF THE MEETINGS OF MARCH 7, & AND 9 (DAY AND
EVENING) . Those of the 10th are forthcomimg..

2. REVISED ASSIGNMENT LIST - more assignments may be forthcoming
as we go through the details 6f the meetimgs. You may want
to have the list retyped on your format sheets = we were
not able to do this here today.

B, YOUR NOTES FOR MONDAY

4, OUTLINE FOR FINAL REPORT

., NOTES ON THE DENOMINATIONE ((INTERNAL)

®. SUGGESTED AGENDA FOR THE MEETING WITH THE BSENIOR POLICY

7,

ADVISORS. .
THE CORRECTED BUDGET WITH NOTES FROM &F

HOPE THIE I§ USEFUL.
MORE WILL FOLLOW AS IT IS PRODUCED,

BEST REGARDS,



Jerusalem Meetings
March 10, 198%

COMMISEION ON JEWISH EDUCATION IN NORTH AMERICA

Revised Assignment List

COMMISSION INVOLVEMENT

1. Design checklist for commissioner contacts =
TP  WHIL 2//% Bm (Hinmmeesd hate Yy )

2. Decide on the nature of contacts with commissioners befere the 6/4
meeting =

TP DEANNNG GHOUP 2/% 859 325 R

3. Arrange a meeting of MIM with Bronfman and Crowm, and/er SF/AH te
get their reaction and suggestions to implementation concept
TP MM 22//% B9 325 Bin
AJN
SF

a. Propose regional meetings to occur in April or May, chaired by
Bronfman and Crown to consider implementation concept with other
commissioners

MLM 22//%/ B9
b. Set up regional meetings of commissioners to consider the
implementation proposal.
AJN 2/9/89 agenda for Senior
VFL Policy Advisors

4. Draft letter to commissioners from MLM summarizing activities to
date, and notifying of regional meetimgs.

TP  EIN 2pEe WAL A9

a. Process letter through policy advisors
TP FTR 2259 B8R 3300 89

b. Send letter to commissioners

TP WL 2B W Ao



10..

11.

12.

13..

to

Convene a meeting of commissioner educators
TP JR 2/9/89 Early April

Convene meeting of MLM with Twersky, Lipset,, heads of 4 semimaries
SF or AH.

Pre- AJN/SF 2/9/89

mature

QUTREACH/PUBLIC RELATIONS

Discuss the issue of CAJE and the denomimatiars. Develop a
strategy.
TP Hlannirgg Group 27%9A%9 33229639

The commission’s partners ((UWB, JESNA) should convene groups
of people who can contribute to the work of the Commissiem.

TBD BFR/IW 22287639 TBD TBD
Create a short piece (pamphlet, brochure, etc.)) describimg
the Commission’s work, members, staff,, goals to precede a
larger outreach effort.
TP  AJNV/AEHC 2759430 33 637689
Firm up list of formal and infoermal educatien institutiems
(tiith help from Alvin Schiff, Leonard Rubim) includimg
priorities, timetable and method of contact..

JR 2269639 32157639

Prepare for meeting with Federation exeeutives in April..
MiM presentatiom.

AJN 2259689 4/%9/8889

Develop a plan for maintaining centact with the nime leoeal
Commissions 6n Jewish edueatiom. (see Jeel Fox's Analysls)

T Blamringg g¥eup 27694630 3745689

betermine apprepriate ways te invelve leaders from the three
deneminatiens (e.g. Syme, Abramson, orthodww, Someone from Terah
U'Mesoralh)) -subsufied unde¥ #7 abeve.

B DWW ALY AEF 2969630 3743659

ASSIEGNMENTS RE OUTCOMES AND IMPLEMENTATIONS
Prepare prepesal for implementatieh meeRanism (1i).
B  SF/A#H 2/9/89 3/36/89




15.

165

i7.

18.

18.

20.

21.

22.

23.

Draft a working outline for the final repeort..

TP  AJN/JR 279/982/9/BONE DONE
Commission a paper on the significance of Jewish continuity
in the context of Jewish educatiom. (sulbsumed under 15)
RP 2/9/89 THD
Draft a best practices paper (ubsumed under 15)
TBD 2/9/%% TBD TBD
Job description for head of ii.
AJN 2/9/%% B2/ 89
Redraft options paper on personnel and community in light
of implementation proposals and outline of final report.
Prepare outline for a vision paper,. (part of ii mission
statement))
SP BF 2/9/%89 TBD TBD
Plan a production schedule for all staff work.
TP WL 2/9/8% 15/89
Schedule meeting of Planning Group on 3/28/89%. Locatien
TED.
TP AJN/VFL 2/9/89 3/29/89 done
Schedule meeting of Senior Policy Advisors for 3/30/89,

10:00-4:00 Location TRD
TP  AJN/FVL 2/9/89 3/30/89  done



Jerusalem Meetings
March 10, 1989

10.

Your notes for Monday

The assignment list was revised in light of the meetings in
Jerusalem.

The outline for the final report was enthusiastically
endorsed (see minutes of March 9th and attached outline).
AJN and JR will prepare a second draft.

Strategies for dealing with the denominations, CAJE, local
commissions need to be determined, (see minutes of March

8, 9th.)
Contacts with the commissioners before June 14 to Dbe

discussed with the Planning Group (see item 2 on assignment
list.)

Were Bronfman and Crown asked to chair regional meetings?
Was the meeting with Bronfman set? (see item 3 on
assignment list.)

JR 1s arranging a meeting of educators on April 5th or
oth. (See item 5 on assignment list.)

Should the commissioner contact sheets be included in the
books given to the Senior Policy Advisors?

Joel Fox's paper was discussed. SF spoke to Hank SF will
write to Joel with the following comments:

1. The denominations were not given their proper due as
deliverers of services; the central «role of the
Federations in Jewish education is developing but is not
yet a reality.

2. Some of the descriptions of programs may have been
overstated.

Preparation for meeting with Federation executives

Budget for Israel Office



Jerusalem Meetings
March 10, 1989

Suggested Agenda for Meeting of the Senior Policy Advisors
March 30, 1989

I. Progress Report (December 13th - June 14th) -
From Enabling Options to Implementation

IT. The Commission
III. P.R. and Outreach

Iv. Funding



JERUSALEM MEETINGS

Notes for Budget for Israel Office
The notes follow the items on the budget
l.Salaries:

a. Executive secretary.

There is a change here: Suzanna is secretary but in charge of the
office. As such she 1is responsible for complete day-to-day
administration of all the work. She is always ready to rcll up her
sleeves and constantly doing typing and xeroximgy, etc...

b. Temporary help and typist.

As a result of your visit you see the amount of day-to-day work
that must be writtem, typed and produced for ocur own use and for
the use of educators here (HEckerman etc...)) and overseas.

c. Research assistamt.

Debbie Meline is responsible for the results of all our meetings
here as she was for our meetings with you and Joe: e.g. she
summarizes, synthesises, and puts order inte loose ends.. In
additiom, without her we would have no right to assume that we
are on top of whatever is considered data.

2. Rent:
Rent is our forty percent of the total rent of the house = the
other part being paid by the Jerusalem Fellows. (Jewish Agemcy)

3. Telephone and facsimiliia:

We will be submitting bills,, beginning this January first.
Native will continue to submit itemized bills.

4. Local meetings and travel:

I have left out any sum for local meetings and travel, but I am
sure you understand that we will be spending money for beth
against bills sent to JWB. We will be in touch with you menthly
to receive feedback.

5, Office supplies:

Office supplies will be charged and you will receive a bill.

6. Office upkeep:

Office upkeep is detailed here but will be paid against bkills teo
the Sochmut, via JWB.



FAXSENT A -y
DATE:

Nativ Policy and Planning Consultants e PASHD N1*IPTHY DY *-TomD
Jerusalem, israel 5+ I

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

Fax: 972-2-699 951 FACSIMILE TRANSMISSION

hor MORTON L. MANDEL DATF:  vARCH 10, 1989
FROM: AJN} §§; ﬁH; IR NO. PAGES: 1

FAX NUMBER:

DD1-216-391-8327

Mission Accompliished.

Shabbat Shalom,

Art Naparstek
Joe Reimer
Seymour Fox
Annette Hochsteim



Jerusalem Meetings
March 9, 1989

Agenda for the evening of March 9th

I. The Commission
A. Commissioners as a group
B. Commissioners as individuals

C. The ii

D. How the Commission will work with the ii
E. Funders
IT. Personnel and the Community Reconsidered

How should the Commission relate to the issue of
Personnel and the Community while the ii is being
created?



Agenda for Meeting of Friday, March 10th

I. New Assignment List
IT. Agenda for
A. Senior Policy Advisors Meeting

B. Planning Group Meeting
IIT. List of items that reguire MLM's approval

Iv. What will happen on Junel4?

Questions to be dealt with - from minutes of March 7, 8, 9th:

-What should happen between now and June 14th?
-Director of the ii: life span?

insuring against a "lousy second director"
-A name for the ii (contest sponsored by Premier?)



reimer/2MN-W
TOWARDS THE JERUSALEM MEETINGS ~- MARCH 1989 3]
CALL WITH JOE REIMER
Purposes::
1. Timém&otondrdetandnthehdinid. "

2.TimeT e tdktahikotbhobgiv Mise twhakwark the tThe. Udan pamcpedceed
fruitfully while we work.

3. The Commissiom work and implementation model needs
expl icating.



entality for Implemet

Diseussion outline

1. The 1ii will undertake the assignment of developing
demonstration sites.

2. Much of the definition of its work will occur im the actuasl
process of implementatiam.

3. The following is one possible scenario of the ii at womnk:
4. There will be a manager, responsible for all the work of the

ii. He/she will be an outstamdinmy, high-lewvel professiarsll ,
knowledgeable of the Jewish community of North Ameriicm.. He/she

may be an educator, an administrator - or both (to be
determimed.. )
5. In addition to the managew, a small team of outstamdimg

professionals will staff the ii (®ize and compositiom to be
determimed) ..

®. The ii will be governed by a lay board of experiemced amnd
knowledgeable leaders and by an academic team.

7. In order to meet the complex tasks involved in develeopimg
demonstration sites, the following functioms will be undertaken::

a. data collectiom, planning and policy analysiiss;
b. community interface ((for demonstratiom sites)):
c. funding facilitatiom;

d. monitoring, evaluation and feedback;

e* diffusion of innovations. "0 ] a,
Je In order for each of these functions to be given the
attention needed, and that none be overwhelmed or overtakenm w

pressing needse of other functioms, they will prebably be
structured as distinet units. The staff eof any one may ke as
small as a part-time person or as large as a full team = ag
needed.

10. The ii will be a mechanism for the initiation and premotiom
©f change and imnevatien in Jewish Educatiem. As sueh it sheouwld
be a I'sSugSca.-¢f rigoreus werk tegether with inspiratiean, ard
ereative tRinking. If sueeesfull it will be a source of ideas,
and will be = priage charaeterised by and atmesphere of ferment,
seareh, ereativity.

To coerdinate the vwerk atlg-maximise ecrzgabive péssifisliities withim
the "~ uestipding-~staff-, there will be a Rumber of ferums ak whieh



progress will be discussed and ideas will be presemtedl for
debate. The first of these forums will be the staff amd its
manager who will meet regularly to co-ordinate the thimkiimyg,
planning and activities of the ii. [additional foruwms]]

s

How will the

i begin its work?

1. Ayt pre-planning process will be undertaken with the head of
the 1ii (@md - depending on circumstances - with staff menters
too..)

2. This process - which will be a joint learmnimg endeavour -
will imclude:

a. extensive work with members of the planmimg team to
familiarize himself with the backgroumd, concepts and ideas of
the ii (@Wox, Naparsteck, Hochsteim, Zucker, Reimer).

b. extensive work with members of the plannimg groug, senior
policy advisors, some educators and commissioners to familiarize
himself with the reality of the situation of Jewish educatieom im

North America and with the communal and institutiomal aspects of
the issue.

3. Following the above and any additiomal consultatiom they wish
to hold, the first task of the staff will be to defime the ii'sg
missiom. This will imclude identifying ways to improvememts and
sttrategies for imterventiom.

the definition of strategiec geals
fession; quadruple the number of qualiiffijed],
s over five years;; intreduce new forms of
definition of tasks (e.g.develop demerstratiom
professiomal opportumiitiiesy; netwourkss;
dvancemesit., Evaluate exisgting traimipg

* create new enres, ete...)).

4, The staff will present its preposed defiritiom te the "oaxd
and to the academic team for eonsideratiiyn, dAisecussion apd
appreoval..

It is understood that these strategies will be reviewed om ap
ongeing basis, astd-"with extensive eensultatioms with eothex
institutiens and individuals.

5. The imitial struecture of the ii will be finalised (theugh
always in flux) in accerdanee with the missiem statensiit.

Fowards Pemonstratisn Sites

1, Zmomgst tihe earlly #taps i itts work the ii will have to deside
©n appropriate demonstratien sites. The data-esiieection apgd




policy-analysis unit wiil prepare a proposal for discussion,
based on threp cots, of data:

J — general personnel -“and commp>vi*y*-dfvelopment tar§e€s (e.q4.
ridise the\gumlififaifions of allj"rsonnel for supplementary
18bbadls; get\etiSmtion to be a's&”Or cbsmunal priority))

/ — analy*i™ ¢@if data on cc:jmtfmnltles anckon Jewish Educatiem im
! cooommmuriitt deess . (esmy. map”of J.Ed. in “communities; seé&¢iall,,
4 msdtiitmitiionaell* and psjjrtical assessments etc..).

> ct for the selection of f* sites (e.g. availabilidy
of general educational resources; optimal size; socio-&comemieE
and Jewish-Education indicators; leadership =- curréemt amd

potential; ete...)

This data may be largely available or may have to be ecollected by
the unit. In some imnstances, it may have to be produesil.

®%. The unit will bring the proposal for discussion to the "Momday
morning Forum" - i.e. to the staff meeting of the ii, where it
will be argued, discussed and altered as the case m=ny he.

7. The head of the ii and its relevant units will them begim a
round of comsmltatign” with board members and with relewamt
-irjrrr’r (stakeholders” — and— irrelLiLJCionsT) ; power-holderss;
potential agents of change) in candidate communities to check
farther feasibility and wisdom of the specific suggestiiors., This
will imelude preliminary assessments of local interest, likely
iftte@st—and imvolvement of stakeholders, likely availability of
resources:, etc...

B. Following extensive review of the feasikiiliity, and assessmentss
of the chances for change and success:;, one or meore demenstratiem
sites will be selected.

The ii and a demonstration site

1. The purpose of the demonstratiem site is to brimg about
major change in the guality of Jewish Educatiom im that siite,
through the media of educatiomal personmel and the ecommuNiitv:,
The imterest in that site resides both in the pessibility o
effect amd demonstrate change and in the fact that it cam trigger
or imspire change elsevhere.

2, Chhange will lhe brought about by the community and in the
community wIlith *the 11 acting as initiakern,., faeilitator.and
resource”, Thus— local— meehamisgms— wilkl— be— +n- chaxge-

r)

3. The ii will help identify er set-up (as needrd)) the lecal

mechanism ((existing institutieom, esalitieom of institwiienss,
planning team, ete.)) that will take respensibility fex the
demonstration site.

4, The ii will enter inte a eontracktwadl agreerent with EHe



demonstration site (community). This agreement with stipulate

the mutual roles and undertakings. E.g. there will be explicit
definitions of the purpose of demonstration sites, /and of the
expected activities. The principles guiding the work will be

agreed upon~ (plannings— monitoring””.evaluations -—



The success of demonstration sites will be largely dependent upon
the 1local ownership, involvement, investment in the endeavour.
Detailed planning and implementation will take place 1locally.

Jri should, be conceived as initiating, facilitating-and providing-

a. data collection, planning and policy analysis

* To improve and maximise the knowledge base wupon which
decisions for Jewish Education are made [in a demonstration site
and/or in general? to be determined] (ergi-5- how—many—educator!;
are there currently in the demonstration site and hovL“many are
needed? What are the Jewish educational negds5% 7l: the cj:ivfen
community? what does the-Community want2--wKat is the .quality of
in-service tradjlihg given? what“afe current.”-conditions of
employme ntJZ-*wliat. are adecpiat'e'”3alaries?”rtiat are norms for
training "that willjQeet— "€he goals of—the commission? what are

potential recru>to«gjjfpcols? etc ) £
W it x 1
To provide analysis needed for informed”decisions’ (e.g.: what

are relevant criteria for the selection of demonstration sites?
what is the nature of the problem/s in that site? what are the
political and institutional givens relevant to change in the
demonstration site? who are the stakeholders and how can they be
involved? what are the financial and financing possibilities?)

* To provide - upon decision to undertake a project - the
knowledge andplanning support needed andwanted by the
demonstration site; towork WITHthe team ofthedemonstration
site and provide expertise that may be needed-— a""0o\ o
)y&eer,m C t o C oou 1 =

£ 4

b. community interface '(in demonstration sites) ;
The community interface function will deal with:

* Preliminary negotiations with relevant stakeholders and
community leaders about undertaking the project. Negotiations
concerning the terms for participation in the demonstration
participation: agreement
concerning”targelr&* time fraffigs, standards, 1local investments in
funds, people, activities. Assistance in setting up the 1local
mechanism(s) that will take leadership of the demonstration
project, that will plan it and co-ordinate its implementation.

* Ongoing facilitation during .implementation - as needed (e.gq.
negotiations with national training institutions; universities;
organizations etc...). Assistance as needed (e.g.crisis

management; dealing with resistance; enlisting community leaders'

tyul&j



c. funding facilitation

* Matchmaking between various possible sources of funding

(Foundations; National Organizations; Local Sources of Funds;
Individuals) and the demonstration site. (direct and indirect;
with the help of commissioners, 1local leaders, etc...)

d. monitoring, evaluation and feedback;
The purpose of this function is threefold:

To monitor implementation of decisions on an ongoing basis and

thereby enable trouble-shooting, changes, interventions as
needed.
“To evaluate - in wathever form or forms deemed most relevant -

the nature, guality, impact of changes.

3j*To create and activate feedback 1loops that will allow a
dialogue between what happens in practice and the planning and
theoreticalfunctions. If successful this 1loop will allow for
ongoingfycrass-fertilizationk e¢feetwee* the practical and
theoretical, each being. enrichedNby the other,QU"d

e. diffusion of innovations.

The goal of the Commission on Jewish Education in North America
is to bring about accross-the-board change in Jewish Education.
The ii will deal with the complex issue of the diffusion of
innovations from one or more demonstration centers to many or all
communities. Strategies will be devised to maximise change
tho wé&ric throughout the community.



2's
How de we know this is the way?
What are the ways we check ourselves:

1. Answers to people’s gquestions
2. Answer our eriteria ((to be set)
3. Our knowledge re-change

4, The likerature ((mow?))

5. Experts



FhX TO:

DATE :

DERR ART,

2:[]

BR, ARTHUR J. NAPARSTEK

SEYMOUR FOX

1.3.89

HOTEL - WE HAVE RESERVATION - WILL DISCUSS ON THE TELEPHONE

WILL ARRANGE FOR YOU TO BE PICKED-UP AT AIRPORT -
PLIGHT LYO08 WHICH ARRIVES AT APPROXIMATELY 15:45% P.M.

SUGGEST THE FOLLOWING SCHEDULE:

Monday 6th March, 1989 DINNER: ZA0W/ASRPMOER HOX

Tuesday 7th Mareh, 1989: &:522 Y00 ppim. AN JT . RREIMMER /
AH/SF

DINNER: J.. REIMER/SEYMOUR FOX
Wednesday, Thi¥sday,
Friday - 8,9,10th March, 1989: WORKING PAYS Wit
WORKING DINNER ON EITHER WEDNESDAY OR
HREBEY NIGHT

AS T MENTIONED SUE 1§ OUT OF THE COUMNERY.

RWETTE WANTS VERY MUEH 76 INVITE YO0, AARON NP JOE FOR BINNER
SN FRIDAY NIGHT.



THE FOLLOWING ARE MEMBERS OF THE CONSULTATION GROUP:—

PROFESSOR WALTER ACKERMAN
DR. BARRY CHAZAN

PROF. SAMUEL HEILMAN

MR. ALAN HOFFMANN

DR. BARRY HOLTZ

DR. ZE'EV MANKOWITZ

MR, MENACHEM REVIVI

DR. DAVID RESNICK

MR. DON SCHER

ANNETTE AND I SUGGEST YOU MEET INDIVIDUALLY WITH:
WALTER ACKERMAN

BARRY HOLTZ

BARRY CHAZAN

SAMUEL HEILMAN

ARE THERE ANY OTHERS IN THIS GROUP ¥YOU WOULD LIKE TO MEET WITH?

IS THERE ANYONE FROM YOUR PREVIQUS VISTS (E.G. ROSEN/ADLER ETD)
YOU WOULD LIKE TO MEET?

ARE THERE ANY PROJECTS ¥QU WILL WANT TOQ SEE?

SINCERELY,,

SEY R



Nativ Policy and Planning Consultants e I5M MMy DXV
Jerusalem, Israel B>

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

Fax: 972-2-699 951 FACSIMILE TRANSM ISSION
TO:3)y. paTE: VW L.V
FROM: VA X NO. PAGESS: |

FAX NUMBER:



FAX TO: DR. ARTHUR J. NAPARSTEK

FROM: SEYWODIBR FOXX
DATE ; 2 .33 889
DEAR ART,

THE LAROMME HOTEL BOOKING HAS BEEN MADE. MY SECRETARY, SUZANMAYH CDI
WHO WILL BE ABLE TO RECOGNIZE YOU; WILL MEET YOU AT THE AIRPORT AT APPROX
3:456 P.M. {((FLIGHT LY00®)..

THOUGH T THINK THAT YOU AND 1 SHOULD DISCUSS THE SPECIFIE AGENMDA OW
MONDAY NIGHT, 1 THINK BY AND LARGE THE MAJOR PURPOSE OF OUR WEETINGS
IS TO GONSIDER HOW WE MOVE FROM THE DECISION TAKEN ON DECEMBER 13TH TQ
IMPLEMENTATION. THIS WILL CONGENTRATE OUR ATTENTLQN ON THE I.1.

LOOKING FORWARD TO SEEING YOU,

S INCIEREL Yy,
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HAR 3 15325828 PREMT

PncMieR INDUSTRIAL CORFOSADION

BPECIRY HOW TO SEND MESSAGE mem

REQUEST FOR TELEX/MARGIVEW/FAX [ VELEXND. .
72043 (REV. 2/88) PRINTER IN USA. 3 KALGRAM 0) URGENT - Timve Marsitive - muit go 4k 08¢
g max NG, w%_—_ﬁgﬂ_fﬁﬂ_ EXREGULAN = Sord at lime rates are most
NO. OF PGS, peenemeat
TAPE (USING DOUBLE SPACES) OR PRINT CLEMRLY T SvEA SRR sfrer 3 PM. Please
T®: FROM:
Rang_Professor Seymour Fox name, Horton L. Mandel
raueANy_c/o Magive Policy & Planming canpany _ Premisr lndustwial Co¥poratdon
avieht asorese_ Comsuldtants | peeantmeny Ehaluman of the Board
eity, sTaye, Zir Jerusalem, Israel COST CENTER 909_,0 0 . .
PHONE NUMBERL = : .
TELEX NO.: 6873015 PREMI UW FAX NOw; 2163918327 | TWMIE SENT: B
MESSAGE:

Regarding Sunday call - 3:30 PM, Eleveland time 8 fdne.

¥k TOTHAL PAGE .81 **
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DATE. sz
Nativ Policy and Planning Consultants 111501 N1'1°7TN%? D ¥U1°-17N1
Jerusalem, Israel n 2w1i"
Tel.: 972-2-662 296; 699 95
Fax: 972-2-699 951 FACSIMILE TRANSMISSION
TO: Virginia Levi FIATE:, March 1, 1989
FROM: Debbie Meline NO. PAGES: 1
FAX NUMBER: 001-216-391-8327

Dear Ginny,

While Annette was 1in the States she met with Esther Leah
Ritz. Their discussion covered many topics. Below 1is the
excerpt from the interview which pertains to MI-NA.

From meeting with E.L. Ritz, Feb. 6, 1989, at JFK
airport:

"T shared with ELR the thinking on MINA as it 1is today
and brought her on board since the last Commission
meeting (which she did not attend). Mrs. Ritz liked
very much the notion of a demonstration center that is
not defined from the top but that is worked out together
with the site, the community, or institutions - through
the 'workshop' idea.l



FAX SENT
DATE: —--

Nativ Policy and Planming Consultants e DR NDYTHEY BN
Jerusalem, Israel B3

Tel.: 972-2-662 296; 699 951

Fax: 972-2-699 951 FACSIMILE TRANSMISSION

Feb. 27,
[0 VIRGINIA LEVI DATE:
fﬁg M N ANNETTE HOCHSTEIN NO. PAGES:

FA% NUMBER: 001-212-391-8327



February 28, 1989

TO:Members of the Planning Group
FROM: Annette Hochstein

RE: Communication with CAJE

Upon my return to Israel, I found a letter from Eliot Spack,
Executive Director of CAJE. It follows a meeting I had
with him in Jerusalem on a variety of topics.

I thought you might be interested in the following paragraph
from the letter”about CAJE and the Commission:

11 feel comfortable in assuring you that I (and
CAJE) will be responsive to any reasonable overture
which 1s made for assistance in the pursuit of
excellence 1in Jewish education. We are ready and
eager to be asked. I'm reading through the
materials you delivered to me and I confess that my
appetite has been whetted."
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B ASSIGNMENTS S o R

ACTIVE PROJECTS GUNETION COMMISSIOR ON JEWISH EDUCATION DN NORTH AMERICA

RAW MATERIAL

FUNCTIONAL SCHEDULE SUDJECT/OBJECTINE  ASSITONMENTS
PRV 1o R S A ORIGINA[OR VirSImm F . Lavi DATE 2,23/M
AERD i
L2 BRSCRIPTIGN MARTY s
(Ni?&g STARTED BLEotie g
v
COMVESIONER TNVOLVENENT

I. Deaxsfign checkdllist for commbisdioner comtacts.| TP VFL 2/9/889 12/20 889

2. Baxcide on the nature of comtact with TP NILM 2/9/% | 3/%89
commpssdiomers before the 6/14 neatiing AN

3. Avrange a meedfing of MANIwith Bronfman P NLM 2/9889 |3/2%&n30
and Crowm, and/or SF/AH to get their AN
reactions and suggestions to SF

inpllementtation consepd,

a. Propose regional mmatiings te oecur im NIN 2/9/8%
Aprdil or Niw, chafred by Bronfman and
Crown te comsider imgllemeetetion concept
with ether eemnissiioners.

b, Set up regional meedings of AN 27989 laftar
commipg gilomers to eomsider the VFL 3/30/8%
imlempentaiion propesal.

&, Dreflit lettor to comwbssiiomeys fiom NLN TP AIN 2/98% [3/135/8%
summaelzing astivities to date, and
noxti fyimg of regiondl wectings.

8. Process letter through peliey advisers. TP AN /3889 33089

b, Send letter to comMMIRIONErS. TP VEL | 27983 |45

P Corvens a4 meatiing of eoRMIISIORGF TP R 2985 B/30/8%
et s,

. Convene meeting of WL with Twersky, §p AR 2/989 B89
Lipset, heads of 4 semivwiies, SF af AWL SF

7. Contiiet Rebbi Zeldin te disenss his T AN (1204888 R275%

interest 1n the CoMPIYSSIOR.

/
W W

\ Vr




@ sV AN FRIAL EOWRMON
ASHGINMENTS

ACTIVE PROJECTS
[ RAMY MRTERIAL

E FHUNCTIONAL SCHEDULE
PO ONE AR VLKA

FUNCTION  COMRIISSION ON JIEWISH EDUCATION DN NORTH ANERICA

SUBJECT/ORUECTIVE

ASSIONMENTS

ORIGINATOR  Viirginla F. Levi

L)

aischleaiG

Pl

15k

10.

11,

12,

1]‘4‘

1

Bazlluate sending represenmtative to
present Commddsdion repert at

Augnisy, 1989 meeding of CAJE.

The Conmbss{ion’s partmers (JWB, JESNA)
shouwld convene groups of people who can
conttribute to the work of the Commbwsdion.

Cireate a short plece (pamphilitt, brochure,
etc.) describimg the Commisisfion?'s work,
mebbes, staff, goals to precede a
larger owtreach effort.

Twelop 8 compliste list of formal and
informsl education institutibons (with
help fiom Alvin ScHiff, Leomard Rubbin)
ineluding prieritias, timetable and
meaihed of eordact.

Ar¥ange meeding of MWLM with Federstion
sxecutives {n Aprdil,

inelude in ehaivman'ls netes for 6/14
Conntdadion madiing announeement that
comnidsioners cshouwld take respomzditiility
for eireulatimg muternals aneng themselves.

Besslop a4 plan for madnveinimg eondact
wiith the Alne loeal eowmpiwions on Jewish
sducadion, (Joel Fow's analysis will be

helptutl.)

Sonisdider bringing €the Aine loeal commbasion
together, and/er presenting & repert fium
them at the next Coamtvilion BWRRILRg.

TP

TP

fﬁﬁP

ER

2/948

2/2//8%

2%/

2/9//85

2/9/8%

23489

2/

29459

3/2%//89

2/28/85%

49199

6/14/88%

/LY Bh

Dana
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SEARMUER (MR B A CRBTRRATIRN
O ASSIGNMENTS
£ AGTIME PROJEETS FURETISY  COMVISSTON @W JESVBSH BIUCATION 1
TN MWORTH AMERIE 2
0 RAW MAFERIAL
0 FURSTIIONAL SCHERULIE SUBIICIGRSIEQTIRE  ASSGSNARNTS
TR 109 trertss bR A ——
GRGWEOR  Virgimiba . Levi IDWTE 2233389
o PESGEPNON R m AT
16. | Detesmine appropriste ways o Anvelwa TF AN | 2899 |3500880
keadors fxom the ghzee denomimatinns HLZ
(e.&.,. Syme, Abramson, someona fivom SIF

Torah U'Meserah),

7. Brepare propesal for implementatiom ™ SF 20889 | 325889
ARiaMm. AH
18, Prafit 2 working outline (not content) ) AN | 28 | S/
for the fimal report, m
A PP USRS SO : ~ A, R G
™ E\g impuemeatanion mechanism, “ - AN IR R
20. | Radrafit optiens papers on personnsl and SP SF 2P/ | TR
commundRy 1n light of impllemeagation AH
propasadls. HLZ
2k, Prepare outlime for a visien paper, TP SF 259888 13/29/4%
2. Beyediop a "Cltamge" paper discussimg the s AN | 2/94% | TBB
stidtegy and philesophy behind the SF
Commissionds wouk,
pai Commisisiom a paper am the significance RP 2/949 | 1BP
off Jewlish eontdnudity in the context
off Jewlish education,
2y, Draff: & best practtices pagey, TBp | 2/8/8% | 18R
%5 | Shedule a meetding to plam & w vEL | 2/8/88 i3/15/89
piedictdion sativeiuile for 1) staff woalk,
Zb6. | Sshiedtdle mnecing of Plawiing Croup o g4 AN | 2/9/88 |3/329/89
Y28, loceaztiom THD, WAL

277. | Seheddli maeting off Seediar Riliey addtivys |  THP KN | 2/9/89 |B/36/89
fror 3YB00BP, 10000 - 400, loeartion TED WL
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U ASSIGNMENTS I 1
o ACTIVE PROJECTS FONCIION - COMMISSION' ON JEWISH EDUCATION IN NORTH AMERICA
0O RAW MATERIAL
(RANAICR  Virginia F. Levi MIE  2/23/89
1ONC - mf
Mb mscwmn MMY Atf(])BCD ASSQIIE‘:CQ Daove ggKUél\llltoo
(INTUIS) smako DAI(
COMMISSIONER INVOLVEMENT Y?
1. Design checklist for commissioner contacts. TP VEL 2/9/89
1.b F OWow ort **voblem 2 Ze\a\v\
2, Decide on tho nature of contact with TP MM  2/9/89
. conmlasloners before che 6/14 meeting AIN
—sujvt W o *Oyj’>
3 A Arrange a meeting of MMwith Bronfman TP MM  2/9/89 3729
and Crown, and/or SF/AH to get their AN
reactions and suggestions to SF
[i[mplementation concept, m ' 2*
a. Propose regional meetings to occur in MM  2/9/89
April or May, chaired by Bronfman and
Crown to consider implementation concept
\  with vuuer commissioners, A{u HbW , -
- a*Vrl«*A T u - +AT739p8*ar > e,
b. Set up regional meetings of AIN 2/9/89 aftor
commissioners to consider the VFL 3/30/89
4. TP AIN  2/9/89 3/15/89

summarizing actlvitloa to date, and
notifying of regional neetljigs. ~’

_VA ! e @ ° <L oo

e. Process letter through policy advisors, TP AN  2/9/89 3/30/89

b. Send letter to commissioners. . TP VFL 2/9/89  4/8/89
* e o)) %
5. Convene a meeting of commissioner >\ TP JR 2/9/89
educatorse SP L1 I Uo! 9/r79/757
Convene meeting’? MMvith TWersJq® AIN  2/9/89 -
Llpset, heads of 4 seminaries"SP or AH SF
Contact.JUfebl Zeldlirro dlscurf”hls ip *AJN  12/14/88

Incerrit In th*Commlss~on.



| W iMWinQihtnmwr GOWOIMION
¥ ASSIGNMENTS
o ACTIVE PROJECTS FUNCTION ~ COMMISSION ON JEWISH
D RAW MATERIAL
(RANAICR ~ Virginia F. Levi
ASSKMCO
MO. DCSCWI10N MKMHIV TO-
(WtnALS)
OUTREACH/PUBLIC RELATIONS

|3|r. 3KSCUSS \HiOe_ of- ¢ 2 7t-, dex’virA -e’hor\S

A Evaluate sending representative to A£{361. TP
ptasenc Commission r«port At . J
August, 1989 meeting of CAJE

r # . .
The Commission’s partners (JUB, JESNA) -RP’ AR
should convene groups of people who can TZ'b JU
contribute to the work of the Commission.

10. Create a short piece (pamphlet, brochure, TP AJN
etc.) describing the Commission’s work, PBC
members, staff, goals to precede a
larger outreach effort,

Yigghn uP YV ,

10. Develop a complete list-of formal and JR
Informal education Institutions (with
help from Alvin Schlff, Leonard Rubin)
including priorities, timetable and
method of contact. ;T

u.

124 1th) Federation AN
executives in April.

Include in chairman’s notes for 6/14 AJN
Commission meeting announcement that
S 6>J s
commissioners should take reaponslblllty *]g
for circulating materials among themselves ) J
3
4r. Develop a plan for maintaining contact TP HZ
with the nine docal commissions on Jewish AIN
education. (Joel Fox’s analysis will-be
helpful 3—--- - r» Jcl) & ss**
H AVVHACTTE .-
5. Consider bringing the nine local commissions RP »
. YW=
together, ands/or presenting a report from YN

th«m at the next Commission meeting.

J]

Page 2
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EDUCATION IN NORTH AMERICA

oaic
ASSWNCO
SMRrCO

279789

272789

279789

2/9/89

279789

2/9/89

279789

279789

MAIE 2/23/89

compictco
OUCOAT( ORMMOVCO

oaic

3 13°[ k°\
ii ten9

TBD

3/25/89

4/9/89 -Done-

6714789

3/15/89 E‘
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Q ASSIGNMENTS
ACTIVE PROJECTS o FUNCTTON COMMISSTION ON JEWISH EDUCATION IN NORTH AMERICA
RAW MATERIAL o
FUNCTIONAL SCHEDULE o . SUBJECT/OBJCCTIVE . ASSIGNMENTS .« # Mi<
15 OMINAIR  Virginia F. Levi o DAIE 2/23/89
ABMO OATt CQMft.CUO
Ho. dowiion pnownr Aﬁsisﬁ(j OUEDAIC  ORREMOVED
701 (MTM pATe
m Dotomine ap ropriau wayr (o nvolve TP.. AN 2/9/89 3/31/89
leaders from the three dcnoai cions HLZ
(e,gl> Ayme, Abyamion  imeone from SF
Torah”VKeeorah), / &<2l "h 'Soove.
ASSIGNVENIS RE OUTCOMES AMP IMPLEMENTATION
3./
Prepare proposal for implementation P SF 2/9/89 '5)5\‘;%
aachanlsm. ) AH 1
. . . r it mft
Draft t working outline (not *ontent) TP AIN  2/9/89
JR
Clob &<!. Vvexi cf- o\e wN
° ° , 1 )|
Redrafc options papers on paraonnal and SP SF 2/9/89 TBD
community In llghc of ImpleiignCAClon AH
proposals 3™ oo\kwe _of".sHhha\ vtcovT. HLZ 0
| L W %0
jare. outline for a vision paper, SF 2/9/89 3/89/09
\ c A 11
Develop 1ange” paper islng the SP AN 2/9,89 1BD
strategy and phllosontyrehlad the SF
cpRdission’s vork*an .
A /‘i
ACommission t papor on cho significance . RP 2/9/89  'TBD
of Jewish continuity in the context,.
of Jewish education,aV A |’f7,_ ) )
Draft a best practices paper. D  2/9/89 T]?)
Schedule a meeting to plan t TP VEL  2/9/89 3/15/89
production schedule for all *Caffwojkr »
K . % . 1%
Schedule meeting of Planning Group on TP AIN  2/9/89 3/29/89
3729789, LooaClon TBD VFL
> 1» A.’)fe

Schedule meeting of Senior Policy Advisors TP AIN  2/9/89  3/30/89
for 3/30/89, 10:00 - 4:00. Location TBD W



MINUTES
COMMISSION ON JEWISH EDUCATION IN NORTH AMERICA
Public Relations Committee

February 22, 1989

Ul HA Wi

Present: Morton L. Mandel, Chairman, David Ariel, Paula Bermai
Stephen Hoffman, Virginia Levi (Secretary), Arthur Naparscek,
Charles Ratner

I. Introduction
A. Purpose

It was noted that the purpose of this committee is to determine the
Commission's position, posture, and points of view toward public
relations. The group will meet periodically to formulate an
approach and oversee the process.

B. Professional Support

It was noted that a decision has been made to engage a professional
to assist with communications and public relations. Paula Berman
Cohen was introduced as the person who will work with the
committee, offering her skills in strategizing as well as a network
of support staff to assist in carrying out the recommendations of
the committee.

II. General Comments

Committee members were asked for their comments at the outset and
responded with the following remarks:

A. This is a useful process in order that the Commission have an
opportunity to inform various publics about what is happening.
People are aware of the Commission and, in the absence of an
organized effort to inform, are making their own assumptions about
its goals and approaches.

B. This process will give the broader public an opportunity to
identify with the Commission enterprise.



Public Relatioms Committee Minutes Bage 2

€. A concerted public relatioms effort allows us to
1. tell our story as we see it,
2. involve our publics better in the process,, and

3. where possibile, anticipate negative responses and address them
in advance.

D. We should be careful not to move too quickly with PR, since we are
not yet ready with a program.,

Eii. Identification of Publics

The committee identified publics and began to list possible desired
outcomes,, as follows:

A. Publics
1. Educators ((formal, informal)

a. Commissioners

b. Organizatioms

c. Teachers

d. Senior Personmel
e. Academic

i. denominatiomal institutioms
ii. colleges of Jewish studies

iii. Judaic studies faculties

2. Denominatioms

a. QOrthedox

b. Conservative

¢. Reform

d. Recopstructiopist

Under each denomimatiom:

. teachers
iif. rabbis
iii.. prineipals
iv. senier faeulty
V. denomination lay groups (#men's elubs, seheel lay
leaders, ete.)
vi. ecamp meovememts
vii. youth groups



Bublie Relatiens Committee Minutes Bage 3

Iv.

3. Organizationms

a.
b.
e.
d.
e.
E.
B-
h.

JWB - ecenters
JESHKA

EFJ

CAJE

BBF

GOJED
Federations
ete..

Leadership

Foundations - large funders

National leaders - CJF, Udm, JBC, etc..
Congregational leaders - local, natiomal

Persons interested in continuing Jewish educatiom
Federation leadership

Bureau leaders

5. Commissioners

6. Jewish media/general media [[consumers]

B. How do we want the publics to feel about the Commissieom¥

1. Educators - Teachers

<.
d.

This is a seriouws;,, well staffed, well directed effort

The Commission is seekimg ways to positively impact the
profession

Educators" - teachers" ideas and suggestioms are welcomne
Educators - teachers are well represented om the Commissiom
Jewish continuity is steadily moving higher om the commumal
agenda; we are seeking ways to further emhamce this
positive movementr.,

2. A similar list of desired outcomes will be developed for each
of the publics identified.

Next Steps

In the discussion that followed, it was agreed that next steps fer the
committee could include the following::

A. The ideas generated at this meeting would be reviewed with, semien
advisors--ineluding Jee Reimex, Art Rotman and Jomatham
Woocher-=-who would be asked for their suggestioms for revisiems and

additioms.
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B. wewilll greppesc to ikl tdatl aa priecemtatiban onn thke Commissiban at a
plenary session be added to the agenda for their August meetiing,.

G. M prigaetithalibnn o tHee dommmisssiomn willll dec madde axt thlec Appill 99
meeting of Federation exeecutiwes..

b. Heaneatt Yéaowditkz willl dee amsdentd too jpahn tHiks commbttéee .

E. Ohrdlgg Méacah aa lleeitent wdilhl dee greapaeey] foor maailihgg too aall
commissioners, bringing them up to date on activities since
December 14. This should be ready for review by semior policy
advisors on March 30.

V.. Next Meeting

The next meeting of the Public Relatioms Committee was set for HMemilny,,
april 3, 1989, 8:30-10:30 a.m. at Bremier.
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ACTIVE PROJECTS FUNCTION PUBLIC RELATIONS/COMMUNICATIONS COMMITTEE

RAW MATERIAL

FUNCTIONAL SCHEDULE

Ton

(RCV 10/B6) WINKO (Nu SA

SUBJECT/OBIJECTIVE

ASSIGNMENTS

ORIGINATOR Virginia F. Levi

DESCRIPTION

Review Committee ideas with JR, AR, JW.
Get their suggestions of desired
outcomes for each "public."

Contact Elliot Spack and propose plenary
presentation on Commission for
August 1 meeting.

Invite Bennett Yanowitz to join Committee.

Prepare update letter for mailing to
commissioners in early April, following
review by senior policy advisors.

Send minutes, AJN memo of 2/21, and
list of key stakeholders to senior policy
advisors prior to 3/30 meeting.

Create a short piece (pamphlet, brochure,
etc.) describing the Commission's work,
members, staff, goals to precede a
larger outreach effort.

ASSIGNEO
PRIORITY T0

(INITIALS)

AJN

MLM

MLM

AJN

VFL

AJN
PBC

OATE
ASSIGNED
STARTED

2/22/89

2/22/89

2/22/89

2/22/89

2/22/89

2/9/89

DATE 2/24/89

OUE OATE

3/10/89

3/1/89

3/30/89

3/24/89

3/25/89

COMPLETEO
OR REMOVEO
DATE
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A’>§fer Tllanks for your call’"this”™morning. =As you requested, I am
;:£1.:sending this letter whichrdescribes our firm's approach to
=ifB'rH' search ’70ur quallflcatlonsTand experience, and our fees.
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3“ATI%®®@§@1@ Mil]l@fﬂ@llvar & Boulware is a diversified executive
w"H:”?earch; firm with offices”in Boston and Washington, D.C. We
#'1is? Primarily serve not-for-profit and government clients across the
L U 'contry;HE Founded.”in 49.82¢,*we are now the largest recruiting firm
B~ | ["in™New” England principalJLy-because our clients refer others and
i *cohtinue to return:to llslArWe employ A" full-time recrulters.
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APPROACH TO SEARCH
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B T sPhase I: Understandlng the 'Ass:Lgnment
WA KT = 6nohee e W e, Sle/\CIfﬁy«]Kr | i
At :the outset, we always”;spend a considerable amount of time
11" understanding the'position;and what the organization wants the
| l[pl?new"executive to'accbmplishl7iWe interview all the principals in
?Mtes' e organization as wells®as other people who are appropriate,
.~ |” such”as 'Board members , “thV search committee, clients or grantees,
ri'gfl:and people in affiliated?prganizations. Our purpose is to
understand the details'.bf"the assignment, the culture of the
"torganization," and the specific 12 to 18 month objectives for the
- Fyiflknew executive. i v teaoyn e

*ooBeR Gt -V W or -r- . -rv (%%« prifei<e e

B At the conclu81on of these" :Lnterv1ews, we siammarize in a brief
./l letter our understanding of the assignment, the objectives the
client has established for the new Executive Director, the

personal and professional characteristics of the ideal candidate.
»if3ifrand other 1nformatlon needed to attract excellent prospects.
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FAX NO. 1617) 42340727
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This process often helps :to build a consensus within an
organization aboutwhere*;it is going and what is expected of new
people M It also helps.:to ensure that we and our client have the

' same understanding when" we begin to network for prospective
candidates. 7/ z~

17l W' - Yy
Phase II: Networkin'(j&’arifjs Screening of Prospective Candidates

In this phase of our work, we systematically canvass those
networks where we will identify candidates who match the
requirements. Because of our deep ties and experience in not-
for-profit recruitment,rwe are able to canvass systematically,
rapidly, and reliably for talented people. Weextend our own
networks by reaching into those of our client's aswell,and we

';vllbelieve that our systematic approach of both combing and
constantly expanding these networks yields the best pool

f ;7 available. Moreover ,*'we take particular care throughout the

S search to keep prospective candidates advised of their status, to

IIMhandle rejected candidates with consideration, and to inform our

YOEft'ffTf inportant sources on the brogress of the search. This attention

. to process 1is an important service to pur clients, whose own
reputation is at ’stake'MM"i- b
v tr- - ik | VAR ] ]

Many Bbf the people we e*identify are busy and successful in their
;V | S iViwork and are not looking’for another assignment. In order to
fIfjiffattract them, we stress”the unique challenges of the opportunity.
HV”We .work closely with the «lient to develop, this portion of our
"Representation. During the'course of this networking phase of our
%5 | |”.work; :we speak with our client regularly and often in order to
A'show .them everywhere we*are looking and everyone with whom we are
talking. At the conclusion of our networking (which normally
:41:7; requires up to 150 hoursj'of work per search), we should have an
!®" .extensive pool of prospective candidates. 1In addition to the
- ‘outside candidates we identify, we encourage the inclusion of

nte,r,na andidates our final pool.
K—‘L .. ffl %

Prlmarlly through detalled telephone interviews and review of
resumes, we will reduce the long list of prospects to a
reasonable number of people to be interviewed in depth.

Phase III: Interviewing, Recommendation of Finalists, and
Reference"Checking

vwwip - search, we conduct in-depth interviews with those
prospects who are most"promising. -These lengthy interviews

bwB'usually take from two .toffjfour hours and cover in detail the
candidate's complete career.' They enable us to develop a fairly
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Jx7 . | !
good understandlng of,”",candidatels strengths and weaknesses.
*%>e; They also enable us 'to make some judgments about the fit between
the candidates and :.the;people already involved in the client
&l1 organization. M. We then-refer the top three to five candidates to
Bif?e the client for r e v i e w <pHR"
| no _ _ “HE ,
Although our interviews are comprehensive, we never rely on them
alone to form judgments “about people. In order to test the
hypotheses we develop about candidates from our interviews, we
conduct very detailed reference checks on the finalists before
Ji: you make an offer.
| voWhe s v £l
We believe our interviews and reference checks are among the most
:1 thorough in our business.' We seek to learn a candidate's
potential from a thorough examination of actual performance over
his or her career, rather.than from testing speculations about
#~ how he or she might perform in a future role. We want to .
establish not only whether the candidate is qualified for the
job, but also whether the role is well matched to the person.
M .V.Are the motives that drive them and the vision that compels them
;:f.Mlsuited to the challenges Jand opportunities of this position at
;vS® this'time in the life p”Tthe organization? Have they
demonstrated in the past'-, the. technical mastery, analytical
Wigvclarity, and creativity they'will need in this new role? Do
v:f!<ithey have the integrity and savvy, the candor and good will, the
> v:Mpresence and facility with people to be a good manager and
>:"colleague? These are’the standards beyond the traditional job
“B\W.specifications that we'apply to applicants and verify in
b '.J;,@f%rj:re.rggg aghecks be%o.%@r@g%nmendlng candidates to our client.

ot K e

‘@ £y Phase IV: The Final Choice

750 A good search can be difficult to close. If there are three or
four strong candidates whose strengths and weaknesses are known

°| /to the client in detail/faking the final choice can be quite
complex. Alternatively, '?some candidates may require additional
persua%ufn to leaﬁ jQbg wSi;hey already enjoy.

<7 A ;e 'l WSt
We believe the final choice is the client's to make. We help our
clients make a well-informed choice by presenting the candidates
' in the context of the job and its requirements. We are also

frequently asked to play an important role in the final

, .1y negotiations between the'candidate and the client.
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QUALIFICATIONS AND EXPERIENCE

! ir e Es
Voo o erep <

The client list included with this letter indicates the range of
our work. Currently, approximately 70% of our work is in the
not-for-profit and public sectors. Our partners and staff have
come to the firm from successful careers predominantly in these
areas. Therefore, we bring not only our experience in recruiting
for public organizations;' but the added perspective of our own
management histories in those environments. We are so often
retained by governments, public authorities, hospitals,
educational institutions, foundations, and local human services
organizations because we understand the unique nature of their
public mission. We are successful because we have been able to
identify people who combine a business orientation to the
management of public agencies with a sense of service.

1\

Our firm also has a national reputation for its work in the
recruitment of women and minorities, and we are often retained
iexpressly for this purpose. As a consequence, we have
Testablished a substantial network among women and minority people
at the senior levels of government, not-for-profit organizations,
and corporations. Our networks ensure extensive consideration of
minority and women candidates.

Isaacson, Miller, Gilvar & Boulware is deeply committed to
affirmative action within our own firm as well. Two of the five
partners are women and one is a minority. Overall, our firm's
professional staff is 60 percent women and minorities, 25 percent
of it being minority. -

A4'H' =, - 2
As you know, we are currently working with the New Israel Fund in
its search for a new Executive Director. I am enclosing a copy
of our "scoping letter" for,.that search which will give you an
example of the document described above in Phase I. You can feel
free to talk to Mary Ann Stein or David Arnow about our work with
the New Israel Fund, understanding of course that the search is
not yet complete. I would be happy to give you the names and
numbers of other clients as references at any time as well.

FEES

Our fees are typically one-third of the first year's cash
compensation, with a $15,000 minimum, plus customary
reimburseable expenses for;travel, communications and the like.
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Thank you very much for‘your interest in our firm. We would
welcome an opportunity"Bto talk with you or your colleagues
further about how we Wmight help you.

Sincerely, mhtvk. '

ISAACSON, MILLER, GILVAR V BOULWARE

/W

Karen Wilcox

Enclosure
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DAVID COHEN PHONE CONFERENCE CallL.
FOX/HOCHSTEIN FROM CLEVELAND

FEBRUARY 7, J989

1. He read the December .13 document.
2. SF explains where we are at.
3. 1. lustrates the demo center~” The
-- Para-prof essi-onals — the professionals in-service
training

Training program
The community+«

4. Responses
A~ On the relationship with universities*

Unless they recruited very different people, they XXX be of
little user™

Or theoiogical universi ties

Schools of education are very big problem,

N. 8* at their job~ If they say they know how, either fools
or liars.

Interesting things happening in the U.S. At Michigan State
University and other places.

Faculty members who are classy, XXX teach in schools, and
teacher education is great.
D. Cohen's wife, Magdalene, Lampert, etc. Cathy Roth He

could arrange meeting.

8. Undergraduates in the SF model could do much more.
While studying » this is just training/internship. Then 2-3
years. Young people will do that.,

The problem with undergrads as teachers <their perception of

themselves) # Categorically the wundergrads cannot fee full
teachi ng.

C. The Retired5 much underused.

D. Even people in their fifties — retrained <be has Time
Magazine science section today).
Done in public school. Stable people.
Need mechanism for efiguring out who to take.

E, The Demo Centers
What exists; Gamut, public. More 1limited number of



Local group ~

Any ana.iysis" Ford — Anti-poverty in '60se and '70s.
Math teaching in public schools now.

Positi ve General

Do we have support from Foundation for the long haul? At 1least
five years Dbefore they off the ground - plus ail the
implications. Be very, very direct with XXX.

The great people issue in the Jewish community. IThe Jews have not
solved in the U.S. th eprohlem the Catholics ha\>e solved.

Peopleb5

J. Wise about doing things on the ground in Chicago, etc. (Got
to find them.) He may help.

2. The large police thinkers, they are ignorant of the ground
stuff, but important. Academics of XXXX.
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TOWARD THE THIRD COMMISSION MEETING

CONSULTATION WITH PROF. MICHAEL INBAR TN NEW YORK

DATE: FEBRUARY 1, 1989

PRESENT: MI, SF, AH

We began by asking Mike to respond to our suggestion which
consisted of five points (ee "Concept Paper™ of end January).
Mike made the initial point that it was superflucus to summarize
past work as we were intending to do, but rahter that we should
go immediately into the fact that the Commissiom had takem a
decision ((prewscmmel/comumnity). Our assignment now is to make our
suggestion as to how the decision should ke implemented.. He
collapsed the five suggestions or variatioms by virtue of
pointing to the fact that what we were calling a "demonstratiom
center" was really the building of a prototype. We later adopted
the term "workshop" to help deal with the concept of building a
demonstration center as a prototype. The prototype is a
legitimate conception when you have had your theoretical
discussion long enough so that you're ready to find out what
theory will be like when it is implemenmted.. This is the stage we
think we are in and so the concept of protetype is now usefull.,

The notion of prototype and workshop turns out te be not amothexr
version for demonstration center but really ancther weord for
implementation mechanism. This mechanism will brimg about the
demonstration center —— will design and implement it =- whem all
the issues, research, planning ironing out of difficulties will
. be worked out. It is here that you will decide what data has o
be gathered, what research, if any, has te be undertaliem, wbat
the workshop will be like in practice. For example, the
mechanism/workehop weuld decide whether yeu p re am leligeWh
prototype and/or a mere grassroets prototype and/or maybe evem a
third group. By %“elite" we were talking about Chicago with its
upiversities as reseurces =- by 'igrassroots’ €leveland. A thixd
group might include Providemce. Here you weuld work eout the
details and learn how te translate the theory inte practice. The
reason why yeu have te have €the cencepts of IlipreteotyRe’ e¥x
"workshop" is because all the elements are 8e interrelated im
nature that there is ne way to find out abeut them threugh the
theoretical disecussiem. Theeretieal diseussion gains elegaree ard
power by virtue of eliminating detail, the detail whieh is Ehe
*aw material of the werk that we are deirg.

As we refined the netiom, we diseussed hew Wapy elemerts wewld
have to be ineluded in dealing effeetively with ecomAwRity amd
persenmell.. For example, eveR the issue of comprehemsiveress
(bihether all four elements of persennel =- reeruwithrnit, bEAlning,



retention, professioen-building =— are abselutely indispensahls) =
- @k what is meant by “building the professien" will enly be
discovered when you put it inte practice. The werkshep wiil
discuss this and decide how to handle these kind of guestiams.

The guestion "to what extent are we testing 7geed edusatian’
veEsus the development of persennel™ is really being deferred te
the work that we undertake. Right now we are unable te make that
distinetien. A suggestion was made that we might create some kind
of seminar that would accompany the work in the United States.
The seminar could deal with two questioms. Either ohe seminar or
two or three seminars, each one dealing with a questiean, e.g. teo
what extent is the distinetion “good educatiom," ‘'persemnsl,™ a
useful one; to what extent are the concepts of "workshep" and
'prototype” problematic; what difficulties can we prediet; ete.?

Ima answer to the question of “how are we going to protect the
workshop from the establishment,* the notion was that some kind
@f a relationship to scholarship, academics, MIG, be considersd.,
The idea would be that the workshop would be somehow modeled
after the partnership of the Commission with foundatiens, the
erganized Jewish community, and others.

Then we went on to the implementation question of the community
option. MI suggested that in the community optiom, a much heavier
role will have to be given to commissioners (though commissiomers
would be imvolved in the workshop as well)). The commissioners
here will take leadership in terms of creatimg the climatss,
imterpretimg, PR, raising funds, etc. It might have some limited
staff attached to it. The connectiom betweem the twop, the
implementation of the two optioms, community and persomsdl,, is
yet to be more fully developed. .



February 6, 1989

Dr. Arthur Naparstek, Director

Commission on Jewish Education in North America
4500 Euclid Ave.

Cleveland, OH 44103-3780

Dear Art,

As we prepare for the meetings of February 7-9 and plan our
next steps toward the final report and beyond, I wish to share
with you, Mr. Mandel and the senior policy advisors major
concerns regarding the issues of personnel and community-

leadership. I've expressed some of these concerns before, but
they take on renewed urgency based on recent conversations with
Barry Shrage, Sara Lee and Harold Schulweis. Realizing that they

share these concerns with convictions equal to mine own
encourages me to give voice to them once again.

A Commission of continental scope has to develop as broad a
perspective as possible on the major issues in Jewish education.
I believe we have done so admirably with our analyses of the
twenty-six options, and our decision to focus primary, but not
exclusive, attention on the issues of personnel and community.
However it is of equal importance that we balance this macro
perspective with a micro perspective of how the basic services of
Jewish education are delivered to the largest numbers of North
American Jews in their immediate environments.

The synagogue, for all its obvious weaknesses as an
educational institution, remains the single most prominent
deliverer of these services on this continent, and especially in
the U.S.A. I say this not only because synagogue-based education
for school-aged children is by far the most widely used service,
but also because many other of the options we survey either are
based in the synagogue (such as adult, family and informal
education) or recruit heavily from the synagogue membership (such
as summer camps or Israel experiences.) Only the JCC's and the
denominationally-based day schools come to mind as major
alternative or complementary delivers of Jewish educational
services.

Yet our analysis thus far has all but overlooked the issues
of service-delivery.1 I say this now precisely because I do not
think we can fruitfully proceed with the issues of personnel and
community without simultaneously thinking through how whatever
changes we hope to bring about in these macro areas will impact

When in our analysis o; the options we approached options
like adult and family education as domains-in-their-own-right, we

ended up downplaying the role of the synagogues in their service
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on and be impacted by the eculture 6f the synagogue, our major
serviee deliverer..

Let me be more specific ifi redard to both the issues of
personnel and commumity.. There can be no question that withowt
an influx of guality personnel no branch of Jewish educatiom cam
grow or flourish. But is seems equally obviouws that differendt
institutions employ persconnel in quite differemt ways.. To be a
professional educator in a day schoel is a dramatically differenth
experience than to be one in a synagogue.. Day schools are built
around educators; synagogues are built around rabbis.. It may be
an exaggeratiom, but not by mucl, to say that the synagogue as am
imstitution has never learned to comfortably include the
professional educator as part of its regular stafff.. It is at
least accurate to say that while synagogues regularly employ
full-time rabbis, they much less regularly employ full-time:
educators and tend to rely on either part-time professiomall or
avocational educators..

1f there were available a new c¢ohort of quality Jewish
educatoers, how would they fit into the curremt synagogue
structure? Would they be slotted into the principal's role im
the supplementary schools, guaranteeimg almost a life of
frustration dealing with ill-traimed|,, part-time teachers and
divorced from the adult life of the congregatiom which is the
rabbi's domain? Or is there another maedel by which synagoguess
can learn to imtegrate full-flime professiomal educators into the:
life of the congregation in ways that allow them to functiom im a
multiplicity of roles alongside the rabbi and the lay leadership
and develop a set of talents in working with childirem, adultss,
teachers and families? Alvim Schiff and Barry Shrage, among
others, have writtem about the need for this second model {(im
connection with family educatiom), but I am not aware of any
systematic effort to put this alternative model into place, ¥ Cam
this Commission afford to not deal with the issue of how to
integrate educators effectively inte the life of the commumity?

In regard to the issue of communal leadership,, I beliewe oun
suggested focus has been on Federatiom leadership which is quite:
appropriate. However, within congregatiomall culture there is
also often a gap between those in power and theose mest concerned
and imvolved with Jewish educatiem.. Here I am onm less familian
ground, but fthe work of my colleague Susan Shevitz suggests: te me
that decision-making by congregatiomall lay leadership is oftemn:

2* Harold Schulweis is working on an altermative model ip
his congregation as are other rabbis and eduecatewrs: ip
their congregatioms;. By systematic I meam an-acress:
synagogue, communal effort.
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not well informed by an appreciation of the educational issues
involved and that congregations as an organizational culture will
not become more fundamentally hospitable to providing guality
educational opportunities until its top leadership becomes more
involved and better informed. Sara Lee has made a similar point

with egual power. Will we find a way to address this aspect of
community leadership?®?

In practice I not only support Josh Elkin's plea that we
begin to include in our work regular contact with the
denominations and with CAJE (where most synagogue educators are
to be found), but also that we devote regular staff time to a
consideration of these delivery-issues when thinking through the
issues of personnel and community. If we go ahead with a best-
practices volume, we can also use that as an opportunity to
highlight congregations that have made significant strides
towards prioritizing Jewish education for all their members and
including Jewish educators as a proud and integral part of
congregational 1life.

I hope these issues will find a way into our discussions
next week.

Sincerely yours,



EKLILN'?L g

MINUTES : Bllammiimy, Gioupp Méedti hygs
Commission on Jewish Education in North America

DATE : Helbrusnyy 7-93, 19897
DATE NMINUTES ISSUED: March 2, 1989

PRESENT : Mortom L. Manwlédl,, Chadizmean, Sepuourn Hoxs, Rachel Gubiitz,,
Annette Hochsteim, Virginia F. Levi (S=Vy),
Arthur J. Naparstelk, Joseph Reimew, Herman B. Steim,
Henry L. Zucker

I.. Imtroduction

The Commission Planning Group spent three days in meetings.. The
primary purpose of these meetings was to seek tentative agreement on
mechanisms for implementatiom, communicatioms and public relatiens:;, and
a five-month work plam.

IX.. Commissioner Imvolvement

It was agreed that keeping commissioners engaged in our work is an
important and challenging assignment to be accemplished in a variety of

WEYS .

A. Hlannihgy oup memthers Willll contimue e stastay doudiouehcividibe thheir
assigned ceamiksdianens, a3s sppREARTIEte. Writtten saummaries of dthese
€ontaets shedld the smant the WL wihe will ssee rbhat cbhey aare reeconted,
cireulated, 2nd kept on file. A cheecklist will be designed for
commissioner centaets ineluding eelumne designated "curremt status™
a2nd “aetien needed.”

Fhe cheecklist will inelude designatiens sueh as edueatey, poteatial
funder, one whe influences petential funders, ete. A group of
prEigrity funders was identified and sheuld be invelved in the
planning preeess as mueh as pessible.

B. MEM will] ssat yp 2 meating widh Branfman and anduEron sl Wedd RBsk Fox
and/er Hochstein te take place on Mareh 2290er33l. sAt cHhis meeetiimg,
Bronfman and Crown will be asked for their reactiems and
suggestions to the implementatien instrumentality as well as te
chair regional meetings of commissiene¥s in Ap¥il oF May.

€. £t wyas agreed that a letter should ge from MIM te cemmissioneus
SUmmarizing activities of the Planning Greup sinee the lask
gommission meeting and indicating that regiemal meetings will be

/
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geheduled prior to the June Commission meetimg. In additiem, it
was- suggested that the following meetings be scheduledi:

1. A meeting of commissioner educators in Boston--to be convened
and chaired by JR and attended by SF, AH, AJN--to take place in
March..

2. A meeting of MLM with Lipsetr, Twersky, Gottschalk,, Greew, Lamm
and Schorsch plus Fox and/or Hochstein to take place in Mawrch.,

3. A meeting of MIM with Federation executives to be scheduled
during the CJF meeting in Washimgiem, D.C. on Sunday, April 9
for dinner (first choice)) or lunch (third choice)) or on Momdayy,,
April 10 for lunch {second choice). HLZ or AJN will make the
necessary Aarrangememis..

A. A meeting of the planning group on March 29 and of semior
policy advisors March 30, location to be determinadi.

It was agreed that a summary of activities which will have occurred
or been scheduled by mid-April will be sent to all commissioners at
that time.

ITI. Public Relatioms. Communicatiens. Qutreach, and Networkimg

A'—

Publiec Relations

Paula Berman Cohen made a presentation on public affairs and
outreach. Planning group members responded faverably teo her
recommendatioms. An early PR assignment will be the creation of a
short piece describing the Commission's work, membens;,, staff and
goals which can be used in any outreach effort.

Communieatiens

It was agreed that the Commission staff will pe longer take
responsibility fer eireulating letterxs, boeks, and other materials
ameng cemmissioners. At the next Commission meeting MLM will note
that commissioners are weleeme to communieate threugh lettens:,
mailiegs, ete., but that the effiee will net serve as the eonduit
for eirculating such communiecatiens.. This will aveid any cenfusiom
regarding Commissien endorsement of an expressed peimt of view.

Letters whieh are received from commissiemers will be eirculated
periedieally te members of the Planning Greuwp. In additiom, all
weitten summaries of meetings of Planning Group members with
cemmissioners or related groups are te be submitted te VFL for
€irsulation..
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€.. Retwerking and Outreaeh

It was neted Ehat a plan sheuld be developed for periodiec contact
with non-eommissieners who are important to us.

I.

3.

Sutregeh te Fermal and Infermal Bdueation Instituticos

AJN and SF reported on their meetings with Jonmathan Woocher amd
Art Rotman. It was agreed that Woocher will comveme a gromp
frem his network of formal educators to consult on ways in wihiich
eutside experts cah aid the Gommission within formal educattion.
Rotman agfeed to help set up a similar meeting of people from
the informal educators network.

JR will take the lists of formal and informal educatiom
imstitutions provided by Woocher and Rotmmm, will comswmlt wiltth
Alvin 3chiff and Leonard Rubiim, and will develop a more complettrs
list imeclwuding recommendatiomss, priorities,, method of comtadi;,
and a timetable by the end of February.

Local Commissions

We must decide which staff members should take respomsibility
for maintaining contact with the nine local commissiors on
Jewish education and develop a plan for establishimg these
relationships. Joel Fox is currently preparing an amalysis of
the commissions and HLZ will coordinate this planning process:.

We might consider bringing representatives of the mime leeal
commissions together and/or presenting a repeort from ome or
several of them at the 6/14 Commission meeting., HLZ and AJIN
will put together a comprehensive plan for comtacts wiith leeal

commissions by 3/29.
Synagogues

It was suggested that meore attentien be paid to the rele of
synagegues and the three denominatioms in Jewish edueatiiom,

This might be accemplished by erganizing a meeting with leadess
frem the three deneminatiens (Syme, Abramam, and someore from
Terah U'Meserah) te diseuss ways ef invelving them in the work
of the GCommission. A strategy sheould be develeped for these
&ontacts, including an interview schedule and an expladatiem for
the fact that they are net represented on the Cemmissiom

direetly.
EAJE

AJN 3nd AH have both met with Directer Elliott Spack whe seems
FeSpoRsive &0 inyolving EAJE iR the Commissieon preeess. It was
suggested that one oF several representatives be available for
presentations at the August '89 meeting of CAJE.
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v.

Meehanism for Implementation

A,

B,

Background

SF and AH presented their proposal for a Commission implementatiom
mechamism. This is based on an understanding that the third meeting
of the Commission should focus on a strategy of planning and
inmtervention that would lead to significant change and improvememts
in the areas of personnel and community.

Assumptioms

The proposal is based on certain assumptioms including the
followiimg:

1. An approach to persomnel must include recruitment, traiming,
profession buildimg, and retemtiam.

2. Coommurityy &t prersommell @me lntermdlated and mepuire @ conmom
strategy. Q@ommumiithy lessdiersthbip most build 2 dlimette for Jewish
education which encourages recruitmemt, traimimg, professiom
building and retentiem.

3. The strategy should include a balance eof short-, wmedium~, and
long-term goals.

4. A wide range of "stakeholders™ must be involved as early as
possible and should be given an opportunity te respend te the
concept of the implementation mechamism.,

5. Demonstration centers fill the need for translating theory inte
practice. In light of the complexities involved, a fluid,
complex concept of demonstration center must be used.

6. Nenw of the unneswelved queshitnss neganding pensenned] and
community ceanbbest bee coprdidered rhlrveondh cthe ppreesss of
implementatiom.

Mechaniam

It is prepesed that the implementation mechanism be a small
erganigatien staffed by a2 few outstanding professiomnals werking from
ene geegraphie lecatien te initiate and carry threugh the plamming
and implementatien of “protetypea" or demenatration sites fox
personnel and comwunity. Tts beard would be a suecessor group te
the Cemmissieom. The mechanism will serve as headquarters for
creative thinking, expert knowledge, and deeisiopmaking. It will
work closely with ene or several communities seleeted fer
demonstrakion, werking eut detailed plans and implementation in
partne¥ship with a local team.
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Tais organizakien will be respensibie for:

1. BPlanning and isplementation of the prototype(s).
2. DProviding ©Ehe neeessary knewledge and expertise required for
informed planning and implementation decisiioms.
3. Facilitating sponsorship and funding of projectss.
4. Monitoring and evaluatiom.
%. Disseminating knowledge for replication and/or wide scale
applicatiom.
6. Implementing decisions of the Commissiom.
The functional elements of implementation might include the
fooll oesviinegy::
1. Central managememnt.
2, A data and knowledge resouxce..
3. Monitoring, evaluatiom, and active feedbami.
4, Community finterface.
5, Commissioner relations and funding facilitatiiom.
®. Dissemination and replicatiiieom.
The topical areas of implementation include:
1, Personnel
2. Recruitment
b. Training
€. Retentien
d. Prefession building
2. Community

2. Iwpreving the €limate for change and innovatien im educakiom
b. Reeruiting eutstanding leadership
€. Affecting prierities

d:. Generating neeessary fundiag

It was propesed that 2 management team weuld coerdimate deeisionss,
byt that the various functions of the implementatien instrumentality
yould generally be the respensibility of diffexent peeple seleeted
o ensure guality apd creativity.
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D. Discussion

In the discussion that followed, a number of technical suggestions
were made which will be incorporated in future drafts. In additiiem,
tthe fodllbwdigg subdstamtiiee questtidoss weaee raifsedd.

1.

Rbow dbess tihidss mesotieamiissn nedletee too JEENM aard] JMBB? MAghttt am
effort to fortify them be preferable to designing a separate
mechanism?

Benttayyss Heefboee taliding: aooremedtee anttijoon iitt wemild Hee usedil] teo
define systemic problems to be addressed at a demonstratiom
site, identify a set of best practices to serve as the
foundation to possible solutioms, and develop a visiom of the
results we seek.

Are the ilabile: to Tiisth i
proposal? It requires academic suppert, gquality leadershiyp, and
pools of persommel. A position description for a head of the
implementation mechanism will be drafted by SF and AJN by
3/29/89.

It will be important to define the mechamism's relatiomship te
local leadership. Action is implemented at the local lewvel.

It will be important to consider how demonstratiom sites can be
useful in addressing the issues in other commwumitiiess..

Is it possible to develop a quality mechanism for implementatiom
at the same time as a quality report is being writtem or must
the mechanism follow the report?

This might be developed in the context of a Consertium for
Initiation in Jewish Contimuity, a successer to the Commissionm
te oversee the mechamiism,, hRatienal initiatives, and a research
arm.,

V.. Other Assignments

The fellewing additienal assigaments and action items were generated!:

A. A list ef all working ideas generated by the Cemmission and related
greups will be maintained, prieritized, and updated regulamlly.

B. A preductien sehedule fer staff werk will be created and maintained
by VFL.
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€.

The Follewing written materials are to be prepawmsdl:

h-‘

L1.

A paper on the significance of Jewish education in the context
of Jewish eontinuity, monitored by an editorial committee (to be
conmissiened) ..

A "molling outline” (mot content) of a final report, to be
zeongkantly revised and fleshed out. Might include two streams:
conceptual or knowledge-based and instrumental or
action-oriented. To be drafted by JR and AJN by 3/15..

A paper on ithe state of Jewish education in North America——
assigned ko JR, due 3/25.

Rewrite the personnel and community optioms papers in light of
current proposals, assigned to AH, SF and HLZ. Due date to be
determined in March.

Qutline of a vision paper assigned to SF to be dome by 3/29.

Develop a paper discussing the strategy and philosophy behind
tthe work of the Commissiom, assigned to AH, SF and AJW. No dus
date determined.

Proposal for implementation mechanism to be prepared by AH and
SF, due 3/29.

A paper outlining the desired outcomes of the paper for use in
meetings with "wise people™ in April and May was assigned to AH
and SF, due 3/29.

A paper presenting an institutional and organmizatiomal analysis
of Jewish education in North Amerieca may be commissicnsd.
Walter Ackerman might be asked to write this.. No defimite
decision or due date.

Best practices paper--assignment and due date to be discussed en
3/30.

Materials to be sent prior to the 6/14 Commission meeting are to
be determined at the 3/30 peliey advisers meeting for mailing by
5/18.
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Review of SF and AH paper

HDS Questions
1. In back”r6und - spell out more informal programmatic areas.

2. ReJ"irence to demo centers - change to demo sites.

38 Assumption 9 - "implementation of personnel and community" - clarity.

4. Mechanism C - "force manage" should be defined or replaced to imply
cooperation.

5. G6 - define "umbrella mechanism" - Is this the follow-up mechanism for

the Commission? If so, deserves to be stated.

6. I 5 - commissioner-relations - clarify.

7. What 1is the nature of relationship to JESNA and JWB. What about an
effort to fortify them rather than separate mechanism.

JR Comments

1. Agrees that commissioners are looking for an action plan now.
However, JR thinks a good report before implementation would allow it
to be founded on a stronger intellectual base. Will a demo site give
us the intellectual power to deal with issues. Suggests first:
a. View of the systemic problems.
b. A set of best practices - some available solutions.
c. Vision paper - What is the ideal we're aiming for?

2. We don't have a clear view of resources available.

a. We don't have the academic, intellectual strength to mount this.

b. No clear picture of available leadership or of time needed to get
people to responsibly take on leadership.

c. No clear picture of where available pools of personnel are.



3. Impeortant to think through "power™ issue.
&, mellatiionrsthiip too W ard JIEIa
b, nellatiorsthiip to losad]l owesnsitbp
@, fHimearecdid] gowwear
4. Diffusion problem
@a. Dewo siidess ofttten Heanee guodlikems bedmgusesefii]l ttwothdrer coommuni tt ées |

. Diiffiusicon som wooulld Heare o Hee asweel fufldededs as the deme oenters
o impact on other communities.

1.z

Iff this iis presented to Commission in Jume, would require rewrite of
personnel and community optiens.

AN

Commissions - tenous entities - made up of velunteers -impeFrman®iiL.
Permmanent entities as outcomes of commissions are generally based en a

eyt .
Te create an entity during Life of Commission = unique..

Cam we come up with & quality repert that will stand en its ewn? Can we
put together 2 quality ii at the same tiMe?



The second meeting of the planning group (Without MLM) .

* SFY AN pagear reaeld

Invited onslaught

All basic questions were raised. From skepticism about the idea
and the ability to carry it out. To questions of details.

[I am horrified at the absence of hearimg, the expressions of
weakness, the fear, the lack of visiom, of hope, the

conventionality of thinkimg.
Zatc! ]

Vision
Best Practice
The anxiety around report
How will change occurs:
Jo says:
Thinking
Research
Action
SF answers:
Linearily this will be sterile
poor thinking coz:

1. Documented re-personnel problem
2. The guestion is: what to do and how to do it

E.g. What to do about traimimag:
* Cover ideas
* See what can be done

etc..

Great SF answer.

Grounded Field Theory

ii is a suggested forum where practice will get its theoretical
grounding in the light of practice.



JWB~JESNA

How will the ii encble and enrich these organisations and help
them get to their full stature.

Commission

This is not a commissiem. It is a cover for what we want te de
in the field. How can we use the power of the commission te de
what has to be done.

Permanent or not?

We don't know.

The History of the Two Calls to Fox re-Schools of Eduecatiom: JT8
and HUAC
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2/1G/89  DRAFT
MINUTES: Planning Group Meetings

Commiseion on Jewish Education in North America
DATHE: February 7-9, 1989

DATE MINUTES ISSUED: February
PRGN Merton L, Mandel, Chairman, Seymour Fex, Rachel Cubiltrz,
Annette Hochsteim, Virginia F. Levi (See’y).

Arthur J. Naparstek, Joseph Reimer, Hermam D. Stsin,
Henry L. Zucker

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

The Commi{szsiom Planning Croup spent three days in meetimps. The primary
purpose of these meetings was to seek tentative agreement on mechanisms
for fmplementation, communications and public relatjors, and a

five-month work plan,

T, Commissierer Tnwolwemert
It was egreed that keeping commisaioners engaged in our werk iz am

fmportant and challenging assignment to be accomplished Lln a variety of

ways,.

A, Planning Graup members will eontinue te stay im teueh with their
sscigned cemmissioners, ai appropriate. Written summaries of these
contacts chould be sent to VFL who will cee that they are racondul,
eireulated, and kept on file. A ehecklist will be desigmed for
Eoiifii §816R6F E8Rtacts ineluding celumns desighated Veurremt shalbug™

ARd "AEELGR Regded.v



FEB

21 '8BS N2:3789' PREMIER CORP PAGE . @3
Page 2

The cheeklist will include designations such as educator, potential
funder, one who influences potential funders, etc. A group of
priority funders was identified and should be involved in the

planning process as much as posaible.

MLM will set up a meeting with Bronfman and Crown as well as Fox
and/or Hochstein to take place on March 29 or 31. At this meeting,
Bronfman and Crown will be asked for their reactions and suggestions
to the implementation instrumentality as well as to chair regional

meetings of commissioners in April or May.

It was asgreed that a letter should go from MLM to commlssiomers

summarizing mctivities of the Planning Group since the last

Commission meeting and indicating that regional meetings will be

scheduled prior to the June Commission meetimg., In additiam, It was

suggested that the following meetings be scheduled:

I.~ A meeting of commissioner educators fn Boston--to be convened by
JR to take place in March.. \//A WCA.LZ\ un E‘?

2. A mmeetimg off MIM widith LipsetctTwarskykyGoCoschalklkGréeagn Lammmum
and SchorschpplasFEax andfol dodhatetreito trake gl adeckn Hatelich.

3, M mestiing off MLM wiltth Federatlemasxecutkeenttuebe tpchaduibdduled
during the CJF meeting in Washingten, D.C. on Sunday, April 9
for dinner (first choice) or lunch (third cheice) or on Monday,

April 10 for lunch (®econd choice). HLZ or AJN will make the

necessary arrangemts..
4. Ammtiing of the plammiirg Grow anMarch 29 andd of sseriboy golitey

advisors March 30, location to be determimed.
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It was agreed that a summary of activities which will have occurred

or been schedulsd by mid-aApril will be sent to all commissiomers at

that time.

Paula Berman Cohen made a presentation on public affairs and
outreach. Planning group members responded favorably to her
recommendations. An early PR assignment will be the creatiom of a
short plece describing the Comnission's work, members, staff and

goals which can be used fn any outreach effort.,

fommupnicationg

It was agreed that the Commission staff will no longer take
responsibility for eireulating letters, beeolw, and other materials
among comuigsioners. At the next Commission moeting MLM will nete
that commissioners are welcome te cemmunicate through letterw,
mailings, ete., but that ths effige will not serve as the conduil
for circulating sueh cemmunications. This will avoid any eenfusieon

regarding Commicsien ondorcament ef an expressed point of view,

Letters which are received from commissioners will be elreulated
periedically €o membsrs of €he Planning Grewp. IR addition, alt

vritten summaries of meetings of Planning Group hembars with
commissione¥s OF Felated groupe are t6 B8 sSubmiteed €8 VFL fer

€lreulatien.
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C. HNotworkine and Qutreach
It was noted that a plan should be developed for periedic contact

with non-commissioners who are important to us.

1. Outreach to Formsl snd_Informal Education Institutioms
AJN and SF reperted on their meetings with Jonathan Weoeher and
Art Rotmam. It was agreed that Wooecher will convene a group te
consult on ways im vhich outside experts can aid the Commissien
within formal education. Rotman agresd to help to set up &

similar meeting for informal edueatiem.,

JR will take the lists of formal and fnformal education
institutions provided by Woocher and Rotman, will congsult with
Alvin Schiff and Leonard Rubim, &nd will develop a more cemplete
list including racommendations, priorities, method of contact,

and a timetable by the end of February.

2. Loca mmiss
We must decide which staff members should take responeibility
for maintaining eontact with the nine local commizsions on
Jawish education and develop a plan for establishing those
relationships. Joel Fox [ currently preparing an analysis of

the commissions and HLZ will coordinate this planning process.

We might consider bringing representatives of the nine local
commissions together and/or presenting a report Lrem ohe oF
several of them at the 6/14 Commission meetimg. HLZ and AJN
will put together a comprehensiva plan for contacts with lecal

commissions by 3/29%,
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3. Synagogues
It was suggested that more attention be paid to the role of
synagogues and the three denominations in Jeuish-edmnam&nn.
This might be accomplished by organizing a meeting with leaders
from the three denominations (Syme, Abramson, and someone from
Torah UtMesorah) to discuss ways of involving them in the work
of the Commissiom. A strategy should be developed for these
contacts, including an interview schedule and an explanation for
the fact that they are not represented on the Commission

directly.

4. CAJE
AJN and AH have bath met with Director Elliett Spack wha seoms
responsive to Invelving CAJE in the Commizsien procews. It was
suggested that one or several representatives be available fey

presentations at the August "89 meeting of CAJE,

&:; Bagkgreund

SF and AH precented thsir prepesal fer a Cemmicesien implementatiom

meehanisn. This {5 based en an understanding that the Ehird Wmeeting
of the Cemmissien sheuld fecus on a strategy of planning and
incervention that weuld lead to #ignificant ehange and iMproveRemts

ta the areas o6f personnel afd eommunity.
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Aagunptions
The proposal is based on certain assumptioms including the

following.

1!

An appreach to personnel must include rectuitment, tralnimg,
profession building, and retentiloenm.

Community and personnel are interrelated and require & common

stratagy.

The strategy should Include a balance of short-,, medifum-, and
long-tarm goals,

A wide range of "stakeholders” must be Involved as early as
possible and should be given an opportunity to respomd to the
concept of the implementation mechanizm.,

Demorstratiion centerss 1111 chee needd foar transibting theary ive
practice., In light dfgtheocomplexbupéesxinved vedyolwefluid, fluid,
complex concept of demenstration center must be uswil,

Mamy of the wmresolveld queegtiiorns reparting opessonne 1 asald
community can best be cdorstidered thtaghl the pedcdde gfocess of

implementatiom.

Meshamigan

It is propesed that the implementatien meechanism be a swall

organization etaffed by & few eutstanding professiomals werking Froh

one geographlie lecatien €6 inleéfate and éarty threugh tho plamming

and implementation 6f "pretetypes™ of demomatration sites for

persennel and eemimunity, Its beard would Be a gUCEREOT Frowp i
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the Commission. The mechanism will serve as&ﬁigdqﬁirgézﬁ for

creative thinkimg, expert knowledge, and decisiommakimg. It will

work closely with one or several communities selected for

demonstration, working out detailed plans and implementation in

partnership with a local team.

This organization will be responsible for:

l.

21

Planning and implementation of the prototype(s).

Providing the necessary knowledge and expertise required for
informed planning and implementation decisioms.

Facilitating sponsorship and funding of projects.

Monitoring and evaluation.

Disseminating knowledge for replication and/or wide scale
application.

Implementing decisions of the Commisszion.

The functional elements of implementation might fnclude the

followimg:

1. Central management.

2. A data and knowledge resource.

3. Moniteorimg, evaluatiom, and active feedback.

4, Community interface.

5. Commissioner relations and funding facilitatiom.
6. Disseminatien and replicatiomn,
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The topical areas of fmplementation include:
1. Personnel
a, Recruitment
b. Training
¢. Retention
d. Profession building
2. Community
a, Improving the climate for change and innovation in education
b. Recruiting outstanding leadership
c. Affecting priorities

d. Generating additional Eunding

It wag proposed that a management team would coordinate decisiwies,
but that the various functionz of the implementation instrumentality
would generally be the responeibiliey of different people seleeted

to ensure quality and ereativity.,

D: Discuesion
In the discussien that fellewed, a humber of teehnieal suggestions
were mads whieh will be incerporated in futuie drafis. IR AdAtiYn,
the follewing substantive guestion: uere ralswd,
1. Hoew dees this mechanisih relake to JESNA and JWRY Might am
affert ce fortify them be preferable €6 derighling a IePaATATR

mechaniam?
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2. rRerhaps hefore taking woncrete action it vwould tbe ussgful too
define systemic problems to be addressed aat aa ddewonstration
site, fdentify a set of best practices to serve"as the
foundation to possible solutioms, and develop a vision of the v
results we seek.
3. MAre the mecessary Tesources availible two saccomplish tthiss
proposal? It requires academic support, ogudlivy besdership, asdd
pools of persomnmel. @:&%JW’ é‘ffﬁf @% cdl —
4, It will be important to define the mechanism's relationship to
local leadership.
5. It will be important to consider how demonstration sites can be
useful in addressing the issues in other commumities.
6. 1Is it possible to develop a quality mechanism for implementationm
at the same time as a quality report is being written or must
the mechanism follow the report?
7. This might be developed fn the context of a Consortium for
2
Infciatioe ih Jawish Continmuity, a successor to the Commission

to oversee the machamism, national initiatives, and a research

ar.,

V. her Asgigmnments
The following additional assignments and action items were generated:
A. A list of all working ideas generated by the Commission and related
groups will be maintaimed, prioritized, and updated regularly.

B, A production schedule for staff work will be created and maintained

by VFL.
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€. The following written materials are to be prepared:
1. A paper on the significance of Jewish education in the context
/ of Jewish continuity, monitored by an edttorial-committee {to be
commissiomed) ..

2. A "rolling outline® of a final report, to be constamtly revised
and fleshed out. Might include two streams: conceptuwal or
knovwledge-based and instrumental or actiom-orijsmted, To be
drafted by JR and AJN by 3/15.

3. A paper on the state of Jewish education in North Americast
assigned to JR, due 3/25.

4. Rewrite the personnel and community optioma papers in light of
current proposals, assigned to AH, SF and HLZ. Due date to ba
determined in March.

3. dutlire of - wision rpaper swsiigred to SF to be domoedbye 31293/29.

M 6. Dovdbep a paper Wisoussing e strdtegy and philoseptwpHyeteiid nd

+ T

the work of the Commission, assigned to AW, SE?&ndiR&ﬁr Noo diee
\__-/
date determined.
7. Proposal for implementation mechanism to be prepared by AH and
SF, due 3/29.
8. A rpeper outlining ttive ddesicdd coitoomss odf thkve rpaper Bor ugse ibn
7

& meetings with "wise people™ in April and May was assigned to AR

and §F, due 3/29.
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9. A\ papes: pEesanting am instdtutdonal) andi organlzatlonal annlysis
of Jewish education in North Amerisa may be smisssﬂ&naﬂ.
Walter Ackerman might be asked to write this. No definize
decision or due date.

19, Reat practices papar--assignment and ddue date thobbe ddixcussead oon
3/30.

11, Materisls to be sent prier teo the 6/lé Comnlssiomn mesting are two

be determined at the 3/30 policy advisors meeting for mailimg iy

5/15.



FAX TO: MR. MORTON L. MANDEL

FROM: SEYMOUR FOX
DATE: 21.2.»9
DEAR MORT,

I RETURNED TO ISRAEL GLOWING WITH THE FEELING THAT MIG-I, MIG-II AND MINA

WERE TRULY THE FIRST STEPS IN DEVELOPING THE NEW JEWISH EDUCATION.

DINNER WITH YOU AND BARBARA WAS THE VERY BEST WAY TO END A LONG,

EXCITING AND VERY WORTHWHILE TRIP.

I DID MINA WORK ON THE PLANE AND TAUGHT ON MONDAY AND AM NOW FULLY BACK

TO WORK ON THE I.T.

WOULD IT BE POSSIBLE TO RECEIVE YOUR NOTES ON THE I.TI.? IT WAS SHABBAT
AND 11M NOT SURE I GOT IT ALL. I DID TAKE NOTES ON OUR EARLIER TELEPHONE
CONVERSATION BUT I HAVE THE FEELING THAT YOUR NOTES CONTAINED ADDITIONAL

MATERIAL. IT IS A GREAT CHALLENGE TO TRY AND WORK THIS ONE OUT.

MY BEST REGARDS TO BARBARA.

SINCERELY,

P.S. I HAD A VERY INTERESTING DINNER AT MY HOME L£ ST NIGHT WITH ISAAC JOFFE
AND ESTHER LEAH RITZ. I WILL REPORT ON IT TO YOU WHEN WE SPEAK ON THE

PHONE SUNDAY AT 10:00 A.M. NEW YORK OR PALM BEACH TIME.
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TO: Morton L. Mandel FROM: Arthur J. Naparstek DATF- 2/21/89
NAME NAME ~ "
REPLYING TO
PEPARTMENT/PLANT LOCATION CEEARRYTENFLLAL25EAEN YOUR MEMO OF: _
SUBJECT: BACKGROUND NOTES FOR COMMUNICATIONS AND PUBLIC RELATIONS MEETING

FEBRUARY 22, 1989

RE: Focus on identifying publics

Mort, I've spoken with Joe Reimer and reviewed Josh Elkin's letter and the work
Jon Woocher and Art Rotman carried out. Clearly, there are a number of
different cuts one can take in dealing with the various publics related to
Jewish education. Rotman and Woocher point to formal and informal
organizations as the major cut, informal being defined as B'nai B'rith Youth
Organization, Association of Jewish-sponsored Camps, Hadassah Youth Commission,
Camp Ramah, etc. Formal organizations are defined in terms of various
institutions of higher learning for Jewish education, departments of education
in each of the denominations, Torah U'Mesorah for the orthodox, Jewish
Educators Assembly for the conservative, National Association of Temple
Educators for the reformed, so on and so forth.

Josh Elkin identifies the publics from the point of view of key stakeholders.
He assesses the conservative movement and indicates that stakeholders include:
Jewish Theological Seminary, Jewish Educators Assembly, Solomon Schechter Day

School Principals' Council and the United Synagogue Youth Movement. He goes on
No say we should identify comparable groups in the orthodox and reform
movements.

Joe Reimer builds on the work of Woocher, Rotman, Elkin, and advice of Schiff
and suggests that we make the cut by identifying the three essential bodies
that have to be reached. They are the Central Agencies, the Denominational
Bodies. and the Educator Organizations. Under central bodies the key,
according to Reimer, is the Bureau of Directors Organization/Fellowship (BDF).
This organization is the umbrella group and has contact with all the Bureau
directors throughout the country. In this grouping, federation executives and
planning directors may be included.

In the denominations, he sees the four major denominations, reformed,
conservative, orthodox, reconstructionist key.

With the following stakeholders as key:

1. The heads of the seminaries of the training institutions connected to
the denomination.

2. Heads of synagogue organizations connected to the denomination..

3. The rabbinical organizations linked to the denomination.

4. Organizations of teachers linked to  the denomination.

The third body he points to is the body of organizations relatedto educators

and there he identifies COJEO which represents the principals,CAJE which
represents the teachers as most important.

Or
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Processor Seymour Fox February 23* 1989

Some suggestions for I.I. Unit
1. It should be free-standing.

2. Its mission should ba to identify ways to improve the system* and
stimulate existing institutions to undertake pieces of work to advance
the causee It may cause new organizations to be formed, as needed*.

3. It will have a Board of outstanding lay leaders blending experience*
knowledge, and financial strength.

4. It will continuously develop and revise strategies, generally in concert
with other persons or institutions.

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

6. It will be a full-time catalyst, acting in a planful* Btrategic way*
while exploiting targets of opportunity.

7. It pill seek to link priority places of work with various funders and
U. Cvuuuuultl*s a* a who!- * Dxa0rC ouxaiag diock! ana occn oa rm>

principal "laboratory" (versus the individual institutions that deliver
service within a community) e

9. Its 1initial focus will be on our enabling options.
10. It will assist funders in moving ahead with programmatic options in

which they have an interest* acting as a consultant* and providing
monitoring and/or evaluation as appropriate..

II AIT »«njai* v»ala»«n«@ 4 *11* ds\no wM 1 Via aaan
12. TIts- small staff must be superior.
N K

13. Operating expenses will bs funded by its Board.
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February 8, 1989
TO: The Planning Group: MLM; AJN; HLZ; JR; HS.

FROM: SF and AH

Re: The instrumentality for implementation:

an outline of today's version for discussion

I. BACKGROUND

Between August and December 1988, the Commission engaged in a
decision-making process aimed at identifying those areas of
Jewish education most 1likely to significantly affect the guality
of Jewish education in North America.

Having considered a wide variety of possible options for
implementation, the Commission opted for focusing its work
initially on two topics:

1. Dealing with the shortage of qualified personnel for
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, etc.).

The task for the third meeting of the Commission is to design a
strategy of planning and intervention that would 1lead to
significant change and improvements in the two areas selected.

II. THE CHALLENGE

The wide consensus amongst 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 improve the situation in these two areas. 1Indeed, a
number of commissioners suggested that agreement on the general
areas in need of improvement has existed for a long time amongst
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 problem is,

but have not yet devised a workable strategy for addressimg it
effectively in the field.

The challenge facing the third Commission meetimg is to develap
effective, creative and feasible approaches for dealimg with the
topics at hand ((personnel and community). The Commissiom is
committed to launching the process that will brimg across—the—

board improvement and chamge. To this end,, it will develaep
sttrategies with their implementation in mimdi.



T

III. Assumptions

1. The approach to personnel must Dbe as comprehensive as
possible. This means that recruitment; training; profession-
building and retention must be attacked a’imult-niieuab-"y.y

2. The approach to Community and personnel are interrelated and a
common strategy involving both must be devised.

TI0 Ox <
3. The issue of "real time" must be addressed. This reqguires that
we find p-J%epe*~ balance between short, medium and long-term

goals* U~”All the stakeholders must be involved at the earliest
possib\le time.

NVyawl'
4. Stakeholders include: national organisations and institutions;
local organisations and institutions; professionals - local and
national; funding sources; foundations; individuals;

organisations, Ofec.

5. The ideas that guide the work of the mechanism should be
disclosed to all of the above publics and be deliberated upon by
community leaders, scholars, professionals - in different forks.

6. THE THEORETICAL BASIS FOR UNDERTAKING PERSONNEL AND THE
COMMUNITY HAS BEEN SUFFICIENTLY DEBATED.

7. HOW CAN THE TRANSLATION FROM THEORY TO PRACTICE EFFECTIVELY
TAKE PLACE? CLEAR NEED FOR DEMONSTRATION CENTER/S.

A tof W - ID‘,
8 . A co\ffiE-PBfriragft) DEMONSTRATION CENTER WILL NOT MEET THE
COMPLEXITIES OF REALITY. IT IS AND STATIC FOR AN ISSUE

THAT IS COMPLEX AND NON-LINEAR.

9. SIGNIFICANT QUESTIONS CONCERNING THE IMPLEMENTATION OF
PERSONNEL AND THE COMMUNITY*-—-ARE UNRESOLVED. THEIR RESOLUTION
WILL BEST TAKE PLACE IN A REAL LIFE SITUATION THROUGH THE
DYNAMICS OF THINKING FOR IMPLEMENTATION - AND IN THE ACTUAL ACT
OF IMPLEMENTING.

10. We are therefore suggesting the creation of a mechanism for
implementation, to be called -c*

IV. A mechanism for implementation

A. The mechanism will be the driving force that will help build
the demonstration center/s or prototype/s for personnel and the
community.

B. It will consist of a small organization, staffed by
outstanding professionals, working from one geographic location,



to initiate and carry through the planning and the implementation

of the Iprototype/s". It will have an appropriate board and
appropriate sponsorship ;involving the relevant stakeholders and
institutions.
C. The instrumentality will "force-manage" the demonstration /KE
process.
E. It will do so by virtue of being the hé&atftquai creative
thinking, expert knowledge and decisionmaking for the process.
F. It will work intensively with the community/ies and-
jln&t—-itrtrtians selected for demonstration, working detailed / *
plans and implementation 1in partnership with a' local team.[ll ; m -/
(Community leaders and professionals®--— ¢ ~

/>t

G. Its responsibilities will include:

1. Planning and implementation of the prototype/s (criteria
for selecting a demonstration site, etc.)

2. Provide the necessary knowledge and expertise for taking
informed planning and implementation decisions
r
rv\AQO" 3., Facilitate sponsorship and funding of projects by
(individuals, foundations, institutions, federations, etc...

r 4. Monitoring and implomonte-erbi-em
-
5. Dissemination of knowledge for replication and/or wide-
scale application. Encourage and guide dissemination.
osr
6. Be isfegrrr'Hites®C ¥ffSi mechanism for the Commission for
implementation of decisions.

H. The instrumentality for implementation (ii) will carry out
- or delegate under 1its supervision - all the functions needed to
implement the projects in the areas of personnel” and the
community. It will be organised along two axes:

* functional
* topical

I. The functional elements may include the follpwing:

1. A central management function for thefwgo?e—process

2. A data and knowledge resource function

3. A monitoring, evaluation and active feedback function

4. A community interface function Voo [ r~,—



5. A commissioners 4nd funding-facilitating function
6. A dissemination and replication function
This 1list is a first set of suggestions. It will be changed as

work proceeds.

J. The topical areas will include the following:
Personnel
1. Recruitment
2. Training
3. Retention
4. Profession-Building
Community

1"""ang-rrrg the climate to allow for change and innovation in
education

2. Recruiting outstanding leadership to take on
responsibility for Jewish Education

3. Affecting priorities

4. Generating additional funding for education

5. etc...
K. In the area of “community" the work may require an additional
sub-committee of the Commission. Indeed Commissioners may play a
significant role 1in some or many of the tasks involved 1in
affecting the climate, negotiating with communities, recruiting
additional leadership, generating more funding.
V. How will the instrumentality work?
A. In the interest of effectiveness the wvarious functions of the
ii will Dbe <carried out separately - each or most being the
responsibility of different people.

B. There will be a management team to co-ordinate all decisions.

C. The staff of the ii will be selected to ensure high quality
as well as creativity.

D. Outside expertise of the highest level will be brought in to
the work of the ii.

JU -
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12 .

13.

14 .

COMMISSION ON JEWISH EDUCATION IN NORTH AMERICA
IDEAS TAKEN FROM MEETING MINUTES

A file of all Commission-related correspondence will be maintained by
VFL and circulated to the planning group. (10/10)

At a point mid-way between Commission meetings an update letter will
be sent from MLM to all commissioners. (10/10)

Assignment sheets will be circulated among the planning group
bi-weekly. (10/10)

Using the example of "The Future is History," develop a vision paper
to create a context for innovation. (10/12)

Consider a presentation of a successful program in Jewish education at
each Commission meeting - to be written up later as part of the final
report. (10/12)

Develop ties to federations, formal education groups, informal
education groups. When anyone is aware of a meeting at which a
Commission presentation would be appropriate, let AJN know. (10/12)

Reports on all interviews with commissioners and copies of all
correspondence with commissioners should be sent to VFL for
circulation among sr. policy advisors. (10/12)

At future Commission meetings, consider leaving more time for lunch
and vary the format for the afternoon. (12/14)

Look at each programmatic option as it relates to personnel and
community. (12/14)

. A study of the two primary options should include a research

component. (12/14)

. A look at community should include input from the Bureau system and

Federation planners. (12/14)

We should address the individual interests of commissioners while

pursuing our main thrusts. (12/14)

Develop a plan to examine programmatic options. Include the road map
concept, the matchmaker concept (linking with possible funders), and a
method for continuing evaluation. (12/14)

Look at good practices within a programmatic area and identify key
factors for success.
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.. A5 a follew-up teo the 12/13 meeting, all commissiomers should be

econtacted for debriefing (or briefing for those not presemt). (12/14)

If we establish task forces on personnel and commumity, ensure that
there is communication between them. (12/14)

.. Consider helding a series of meetings hosted by commissiomers and

invite each commissioner to one. MLM to chair. (12/14))

Explore their specific agendas for the Commission with appropriate
commissioners and ask how the commission process can serve their
goals. (12/14)

Develop a communications/PR strategy. Identify publics; consider a
newsletter; develop a standard paragraph defining the Commissiiory; use

JWB, JESNA, and CIJF mailing lists. ((12/14)

Conduct research to show a link between Jewish education and Jewish
continuity. {(12/14)

Consider commissioning occasional papers on a variety of topiecs..
(W2/14)

A vision paper should be useful to every denominatiem. (12/14)

Prepare a paper on the status of Jewish educatien in North Americ.
((12/14)

. Prepare a paper restating our goals and stating where we are one year

after the wrmiittiingp of ttlee diesiign dwowment, (R2184)

PPeppaee aa prosiithiicm peper too seggeestwasys iinwkhtohotatal commissionms om
Jewish education can provide models to this Commissiem.

DBged bpp aaplam wiithiim die comtext of JWB, JFEMA anitl CIF te definelefine
their roles in eur werk. (12/14) (12/14)

If we decide to add staff, hold a seminar for them so that everyone
takes the same approach and understamds the rules. (12/14)

Consider the possibility of a "“successor mechamism™ to keep
initiatives going after Commissionls eenelueion in sprimg, 1990.
(12/14)

Develep an outline fer a £inal report new, ineluding as assessment of
the current state of American Jewish education and visioms for the
future and a case study componemt. ((L2/14)
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Prepare a propesal for life after the Cemmissien by Jume, 1989.
(12/14)

Define the issues, propose alternative approaches and selutions..

Prepare a paper stating the outcomes we seek: (@) systemie ehamge,
(b) published papers,, and (€} a breker proecess toe link issues and
potential fundens. (12/14)

Develop an outcomes paper as a basis for determining next steps and
staff needs. ((12/14)



a note...

from JQEL FQX

To: Steve Hoffman
Mark Gurvis
Henry Zucker!>

David Ariel

The enclosed draft article was
#»commissioned" by Mort Mandel and
Jon Woocher 1last fall. They thought
it would be helpful to MINA and the

CJF1ls continuity work.

I'm open to any and all suggestions
to clarify or enhance the piece, and

will appreciate your input.

Thanks.

The jewish communit)’ pEdER/vrioN of c Ievelanc]
1750 EUCLID AVENUE e CLEVEIAND. OHIO 44115 « PHONE (216) 566 9200



Jewish Community Federation >>Y\ February 15, 1989
of Cleveland
DRAFTIII
FEDERATION-LED COMMUNITY PLANNING FOR

JEWISH EDUCATION, IDENTITY AND CONTINUITY

For the last few years, local North American Jewish community planning
agendas have been shifting, and have now evolved to the point of primarily
concentrating on issues related to Jewish survival and continuity. While
traditional community planning for special sub-populations such as the
disabled and aging continues, more and more communities have re-arranged
their planning priorities in order to focus resources and attention on the
question of the nature of our North American Jewish community in the 21st

century.

The national planning agenda, in many ways, has provided the impetus for
this change -- with major national agencies including the Jewish Agency's
Jewish Education Committee (North America), JESNA, CAJE, JWB and the CIJF
all focused on raising the visibility of Jewish education and continuity as

an issue of primary concern and requiring extraordinary efforts.

Another important impetus for change comes from the expanding field-based
and academic research undergirding the belief that we are facing a
continuity crisis. Harvard's London/Frank work on Jewish identity
formation and Jewish schooling; the Melton Center's work in non-North
American Jewish education trouble spots; Lewittes' research on "what works"
in Jewish education; Schiff's supplementary school study; Schrage's "From
Experimentation to Institutionalized Change;" and Cleveland's 18-29 Year

Old demographic study all provide reliable, and very compelling research
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and exgeeriential data pointimg both to problems and solutioors im maintaim-
ing Jewish comttinuity. All of this is gemeratimg recommeentddtions for
tramendous change -- im our fundimg prioritiees, im our basic educatiomall
approaches, and in the breadth of players inmvolwed im Jewisih educatiam.,
This article will explore the inpdlicatiams of this knowledge, as a guide to
Fettersttion's emterimg into this field, and alse tallk about the rolles of

various community players, required for success.

CHNGING ROLES FOR FEDERATIONS

Jonatihan Waeedher's concept of the "communblization" of Jewish educatiom
sets the stage for a mew role for Fedierations to be directily imvolMed im
broad-based community plannimg for Jewish educatiom and comtinuity. It fs
clear fram the mational efferts that commuontty-wide collbdroratine efforts
are absohtely necessary for Jewish education planning te be meaningfull im
the 1990s. With the focus on maximizing the Jewish educatiom effectivesnass
of Jewish community cemters; recent asdlvances im academia and the
strengthenimg of owr institutiosns of higher education; recogmititan of the
critical role of synagogues; and the need for invelmament of tep communiity
leadership, it is €lear that emly the Federatiom can serve as tne convenor,
facilitadtor and coordinater of the next genaration's system of Jewish
egucation and comtinuity activities. While the BIE's retaim the relle of
providing central services and supports to Jewish educators, and als® iim
settimg standards for student and teacher performance, the Federatiom has
to address ehanging nerms iR comwpdnity life, invelving the highest flevel ef
leadership, and accessimg extragrdinary new levels of funding.
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Top eommanity leadership i, of course, Federations” most valuable asset.
Tinese are the people who are able to focws others om an issue, generate and
niove funding towards a panticular issue, and re-establish commauriity
priorities. In Cleveland, it was Morton Mavibsl's involement im the Jewish
Agency amd JVB which moved a whole commuonity te rise up and be willing to
look at 1ts very mature in order to assure Jewish comtinuity for the lamg
term. WMWemidd's bellief that Federation-led broad-hased commounity plannimg
for Jewish conttinwity is "an idea whose time has come" because we are “im a
war for owr swrwival" has mudtivated a deep commiitrmemt t@ change. There are
meny others across the coumtry in the ranks of top natiomal Jewisth
leadi@rship gettimg involved in this isswe, and they are constamtly workiimg

with their peers to get them involwed,

Access to funding is another major reason to have Federatioms at time center
of the mew movement towards the primacy of Jewish educatiom and Jewish
conttinmuity activities, [t i3 Federatioms which wiill be callesti upon t®
raise more money to adltiress these isswes. It is Federatioms whigh willl
thave te manage and live through the difficult process of re-anraargiing
existimg community prieritias to get te this. It is Federatigns that eam
werk with peeple who are capable of establishing special purpese fumds @
assure this activity in perpetuity. It is Federations that eam bring te@
hear endowmant and ONgOIRg eperating suppert im arder to leverage ether
fmoney for this purpese. The few pregram €onEepts are se big, o expensive
and so broad-based as te require nething less tham the cammuntties"
eemtral adedresst tg be the key planner and eesrdinator.
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MODELS QF COMMUNITY ORGANIZATION

Many Federatioms have already engaged im Federation=ledi commurity plamniimg
for lJewish idemttity and comttinuity. Comidssions, commiittees and task
forces are alremdy well adlvanced im Clevelamd, Los Angeles, Columbus,
Metwoiit, Baltitmore, Pittstburgt, Dalllas, Denwer, and Ridimond. Many others

are at earlier stages of orgamizatianm.

“Communki zettion" of the effort is the key. Placimg comttinuity isswes higfh
on the commounity plannimg agenda and developiimg an allieacosmpassiing
plannimg process is working., The Federatiams have assumed a leadership
role, but have all been sure to involwe alll key players, and espedially the
synagogues. Professional leadership teams, led by Federatioom planners and
includimg rabipis, school directors, JCC and BJE professionals, and
academies are wwrking together te defime prablems, sort out their own
priorities, and then develop optiams which can be considered by lay
leadership. Most of the commuiities alse report that while lay involhegment
on the commniissions s formedllly represemtative of the various institiutdoomss,
the issues run so deep that after a while people forget whom they represent.
The plannimg effort gels into a umified approach which itself is of some
value in emsuring the apprepriate use of fimancial reseurces and a broad

commitiment to program recommendations.

There are three different community orgamizatiom approaches which have been

taken by the eemmunities which are more advanced im the process. Howaver,
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in each case the overall plans are preceded by experimentation with
individual program ideas and concepts. Detroit's success with the "Jewish
Education for Families" program, Baltimore's success with the
synagogue-based teacher training program; Cleveland and Los Angeles'
successes with direct funding of informal Jewish educational experiences in
congregations; Denver's outreach programs; and a host of other individual
successes have also worked to set the stage and make people believe that it
is possible to have an impact on our continuity, and that change is really

possible.

Traditional Planning --

Cleveland and Baltimore convened every conceivable player to go through the
exercise of defining problems; sorting out priorities; developing and
considering action options; developing full program, implementation,
funding and evaluation plans; and then publishing blueprints for
broad-based community action. This process is closely linked to the
traditional planning activity in these and many other communities, except
that in both cases, the intensity of effort, commitment and excitement was

higher than usual.

"Request for Proposals" —

Detroit's process was similar initially to the Cleveland and Baltimore
experience, except that, after establishing priorities, Detroit published

an inventory of issues it wanted addressed through innovative program
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proposals. This “request for proposals" approach caused agencies,
synagogues and individuals to begin to think and plan together around the

newly established community directives.
Seed Money Approach —

Columbus put its resources out front as an incentive for cooperative
planning and creative thinking in dealing with identified community
problems. The Federations Board of Trustees set aside $250,000 of
campaign money and then initiated a Federation-led process to decide how

best to spend it.

Although the three approaches have differences in dynamics, in how quickly
Federation can "go public" with new priorities, and in flexibility as you
omﬂve ahead with planning, the overall results in these and the other
Acommunities is remarkably consistent. In each case, problem statements and
proposed programs revolve around professional”~personnel, the importance of
informal identity-building experiences, and the importance of involving
parents in the Jewish identity formation of their children. As time goes
on, more and more material will be developed in each of these three areas
which will help each local community form its own approach. Conventional
wisdom at the national level now has it that intensive efforts in these
three areas will take us a very long way toward ensuring the long-term

continuity and viability of North American Jewry.
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PERSONNEL

North American Jewry has a massive disaster on its hands, stemming from our
lack of a profession of Jewish teaching. Although this is surprising in
the historical context of Jewish values and priorities, given a
contemporary North American context, with the wide variety of struggles
faced by the last three generations here, it is at least somewhat
understandable how we got here. Creating a profession of Jewish teaching
now really is an idea whose time has come, since so many of our other

social and economic problems have been addressed.

We need to clarify why a person should remain Jewish in North America,
tailored to the various branches and schools of thought on that subject.

We then need to have people in the classrooms who can interpret that, and
do it from a personal perspective which should be based on more than a Bar
Mitzvah-age understanding of their own. We then have to see that such
people can make a living doing this, and maintain it so that others will be
attracted to spend their lives this way. Finally we need ladders of
advancement which will continue to challenge and interest excellent
professionals so they will commit a full career to Jewish education and

continuity-serving activities.

Of course, given the fact that so much of our formal education happens in
supplementary schools, a substantial portion of our teacher corps will
always be avocational. While we can reduce this with community teaching

positions and other creative use of professionals who are engaged in other
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ways in the Jewish community, most communities have come to the conclusion
that we need to find a way to give part-time teachers enough skills and
personal knowledge to do a good job in the classroom. Baltimore enhanced
this thinking by creating incentives for schools to engage a majority of
their teachers in such training. Cleveland has developed a "personal
growth plan" which will tailor-make teacher training programs recognizing
individual differences in Jewish content knowledge and pedagogic skills.
Cleveland is also preparing to launch a new masters-level training program
for career-oriented Jewish educators, who will be used in their initial
years of professional service to address a variety of other communal and
congregational goals. Many communities are now providing regular
opportunities for teachers to study in Israel, participate in professional
development activities like CAJE, and so on. Many communities are also
struggling to close the gap between day school teacher salaries and those
provided by the finest private schools in their communities. These and
many other approaches will need to be more fully developed in order to

build the Jewish teaching profession.

INFORMAL EXPERIENCES

We now have a significant body of knowledge proving our long-held theory
that informal experiences with Jewish life have a critical role in building
lifelong Jewish identity, and often represent the key element which
motivated our Jewish professionals in the social work and teaching fields,
and in the rabbinate. Cleveland's 18-29 year old demographic study found

many people who attributed their Jewish identity to a summer camp, an
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Israel trip, a youth group. Perry London and Naava Frank's work on Jewish
identity at Harvard and Annette Hochstein's research on the Israel

experience back this up strongly.

Even though informal experiences are a primary motivator for many Jews,
this issue cannot stand on its own for planning purposes. First, we have
even more intense personnel problems here than we have in the classroom --
with so few people who combine a strong Jewish knowledge with group work
ability that brings the Jewish experience to life. Second, in order for
the informal experience to have a real cognitive impact on a Jew's
understanding, it must be related to and supportive of the formal classroom
concepts. And third, it must be possible to relate the experience to
everyday life. The extent to which community planning issues in this area,
in personnel and formal classroom training, and in family education must be
mutually supportive provides yet another strong rationale, if not
requirement, for comprehensive Federation-led planning in Jewish education,

identity and continuity.

The Brandeis-Bardin Institute is the best known institutional approach to
informal experiences with Jewish life. Although it has not been replicated
on a consistent basis, many communities have had successful, if periodic,
retreat and Shabbaton programming. Most successful youth groups,
especially in the Reform and Conservative movements, revolve around retreat
weekends. And, of course, the impact of the Israel experience is now well

documented.
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For Federatiom planning, the need for a comprehensive approach, integratig
BIJE, JCC amd school persommel, itself represents an opportumity te giwe
people who care about these isswes a chance to talk to and lesrm fromm eagh
other. Program mutiels like Columbus' Discovery Program, imtegratiing
preparation for an Israel trigp into school cumriculie; Cleveland's Commurity
Youth Resowrce Ufffice; Israel incemtiwe savimgs plams;; ICC family retreaits

amd others provide great foed for thought im the Federatiogn plammimg arema.,

The trest thinkimg about integratiimg formal and inflymnall experiences has
theen dione at the Mew York BJE, and is documemted im Alvim Schiiff's
Supplemertary School Study, Althtough it seemed radicall a few years ago, a
mumber of planners and educators are now considering shifting supplementary
school heurs fram the smid-week program te mere expatiential weekend
retreats. That these mwajor shifts can even be contemplated represents a
sigmificant kelief in the power of previdimg a Jewish life experience to
kids whose families may etherwise net previde it, and whese formaal Jewish
education is otherwise ualinked to their daily limes,.

JEWASH FAMILY EDUCATION

It has feng been recegnized iR gemeral education that sehesls cannet
egucate ehildren (R a vaewum. If issues studied in the chassreosm, aF evem
experienced iR infermal settimgs, are ROt suUpperted at heme, mueh of ke
educational proeess is for paught. This concept was eonsiderad im Jewish
sducation years age iR the work of Haretd Himmealfard and gthers. Mere
Fecent Jewish identityformation werk, ineluding the Harvard Study deme by
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London and Framk correborates this. The point now beimg made most strangly

in the Jewish educatiom studies is that family education, though, muwst not

be viewed as separate and apart fram the classsoomm experiemce. Rather, we

are mowving toward a time when famiily involvement and imflarmall experiemces

are part of the edwrational programm =~ not a supplement, not an adljunct.

The program mutiel wihich helps make this point is Dettreit's Jewish Educatiom
for Families, "JEFF". Althhowgh Dettroit's Fresh Air Society (the camping
agency) provides amd sup®ervises programm content, no school may take
advanmtage of the program umless they have an intermali commiittee strwctwre
involvimg educators and parents to meke decisioms about the nature of the
program and to emsure that it wiill be connected to the fommall classroomm
activitiees.. This “community orgamizatiam” cencept withim each schooll is

yieldimg great successes for Detbroit's Jewish schools.

Joe Riemer at Bramdeis has alse done signifiteant work about MNiikiimg Jewish
education to tiffe cycle evemts as a nmaturall hook for involving families.
Cartainly famiilies have an investment im brit miilaih and naming ceremomies,
comsegration, bar/bat mitzvah, and comfirmatiom. These represent powarfull
times for invelvimg families in a broader way in the Jewish educatiam of

their childrem,

Clevelamd is comsideriimg a matiel bwiilt on the sociall work case management
approach. Around the liffe cycle evemts, famiilies are easily approached to
build a whwle program iavelvimg their own commitment to learmiimg, Israel

expariences, comsideriimg various Jewish schoeling eptians, and other kimds
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of involvement. Each school must have the ability to sit down with each
set of parents and their children to discuss this comprehensive Jewish
activity. The federations have come to see that, especially in the
synagogue schools, communal resources must be brought to bear in order to

give the schools the ability to do this in an effective way.

CONCLUSION

The most important early success in Federation-led planning for Jewish
education has been to raise the ante -- i.e. if a community's very top tier
of leadership will be involved in this issue and its financial resources
will be rearranged somewhat in order to address Jewish education more
properly, then the product is likely to be better, more comprehensive, and
more successful. The federations have the ability to help each provider do
its job in the best possible way -- including federation agencies, other

community schools, and congregations.

Those communities which are most advanced in their thinking and planning
are now dealing with very complex control and governance issues, as they
sort out the extent to which community resources can be expended in schools
and settings over which the federations have no financial control. For the
most part, the top leadership involved in these efforts have come to see
that the federation's and synagogues' futures are so inextricably bound
that we have no choice but to share control and influence if all of us are

to be successful in ensuring Jewish continuity.
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Another broad challenge will be the need for proof, in the next decade or
so, that all of these activities will make a difference. Of course we
can't know immediately whether the work will create a more committed
next-generation of Jews. However, the cooperative work of JESNA and
Brandeis to professionalize evaluation research in Jewish education will

certainly give us clues as to how we're doing.

We will also have to measure our will to re-establish priorities in order
to address these issues. Important and difficult discussions will be held
in all the communities about funding Jewish education at the expense of

social services, and about the involvement of overseas dollars.

National initiatives such as the JESNA 2000 conferences, the Mandel
Initiative for North America, the Wexner Foundation Grants Program, the IW\B
Century II initiative and a variety of national synagogue programs will all
keep the heat on as the local communities make their independent

J

determinations about planning needs and roles.

We are fortunate that a number of positive influences converge at this time
which allow the federations to move on this work. The general American
return to traditional values and more religious life helps. The fact that
we have less worry about our physical and social needs in this generation
helps. Our massive national resources both from the campaigns and in the
foundations will help. Our emerging national cadre of new Jewish “educaTTon
professionals will help. And, our mature community planning approaches and

relationships with the synagogues help.
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s the Fedienmaftion-led compedtmrsive approaches to Jewisth educatiom plammimg
continue, we will all meed to comtimuwe to learm froom eacth other and share
swccesses. The door is wide open, and witih hard work and detemminatiom we

seem ready to take ativamtage of mamy oppuorttumiities.

JE:r:62:4
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Joseph Reimer March 1, 190?

a3l -.hUar.iU a Adivoars ik o

In -first outlining a possible final report fur the Commission, we
mentioned beginning with a section on "the state of Jewish education in
North America" as a way oi setting the context. for the work of the
Commissi on. I've been asked to take a mfirst Ishot at conceptualizing this
section and my thoughts are what ®=follow*

<[> Herman Stein suggested at our meeting that this section be
thought of not so much as a statistical review of the facte of the -field,

a* a narrative of what the =mfield is like, <focusing, for example, on an
institution - like the Hebrew high school - which has exemplified the
field at its height and at its decline. | like Herman's direction with

perhaps a wider ®focus and an integrating of the data we do have.

{2) A recent conversation with Art Naparstek crystal 1iKed the
direction of my thinking. | had been thinking how odd and sad it is that
there is no one book that can be given to a 1ayptjrson or a student with ”
the message "Plead it and you111 understand what we mean by 'Jewish-
education.* Art remarked that as someone coming <from without he is
struck by how amorphous the field is, how hard it is for insiders to tell
outsiders “what the story is.” The situation reminded him of the field of
poverty before Michael Harrington in the early 1960’6 wrote Thle Ofrfrftr
America which in one hundred clear, readable pages offered 48 picture of
what poverty is in America. While? it was only & picture, it could be
givon to Proddont Konnody and at lo.nct a2 diccueclon could bogin on what
sould bo done to alleviate the problem (and what were other versions of
the story.)

(3) Art's reference to Harrington reminded me of a point in John
Dewey that Seymour once taught me. In the deliberative process a crucial
step is how the problem gets formulated. When we talk of "the state of
Jewish education" w® may meant what narratives most, clearly illustrate the
key problems in the -<field? Or, how can we present a picture of the field
that provides « clear background to the central problems to which this

Commission is addressed? //

(4) As | read the design document and listen to Mr. Mandel, 1 take
the crucial problem to which this Commission is addressed as that of
Jwwirh «»ntinwitys how «€ w« h«ip «mkui=« «r»»\V.ivo Jewitsh continuity in
North America? Prom the perspective of the problem, Jewish education is a
response, a seminal means to an end. However, the link ®from means to end
a*l 1y woa®, id4»mlilifelM (*tor-te «htm R ul i luha. 1 pn’apaca tK it tiaa
go hock to the problematic and work throuQh more coherently how !mducation
functions &% a response. (I am proposing a move analag<btre to trre Csrrregie
Report in which they take the assumed link between the health of tht?
national 4»cono/ity »nd the a( public »dur*ti(sn and msikb it. bo”h
clearer #nd more problematic.)



Hiore are a potuible set of quesltiams tw giwe backgrauwmd toce and make
tlearer the limk between comttinuiity and edwucatticom.

1. Have tha prompects for Jewish comttinwity become more prableamatic
im racent tihoms?

2, Histtorrically, was Jawish edwucstticom im Northh Anperica desigyred as a
way of asswrimg Jewish comtiinuity?

3. My hasi the commonbity at largpe imcreasimgly tuwmed ittse heges® im
recent years to Jewish educsiian & a mean® to this @nd?

4, Wt evidence have we timat Jewisih educstiom does (car) Fumctibor as
a powefful mesms tm this and?

&3 Our atbhen- tiwen beibc aasumptiborsy, eoresssdd in thiee chaiber afe naii gng
optticns, arew thladt (63) Jbawsdh ethcedtion cam mvily lbe aes efftativee ass the the
commurnel suppartt it emiays, and (b¥ the lomg-termm key tw pragyeam equioelld ity
is the quelity of the personmel. ThEdfi tewm Rrtim foom a perceptican of LW
problemuatic. In the cane of cosmanbily, we noate "The Jewish commumiity has
creatad notable success im ,.. pthilantteapy, social services, defonss and
sumparrt of lIsrawcdl.” The problerm is haw do we tramslals: thase succosaes to
tihe effective support of Jowish educating,. Im the ease of persennel, we
note "Jewish edwmstion suffers froom a shortage of qulificed), wel l=traiiresy
educetor®.” The prablorm is how to tensfairm a largely partdin am, o~
statws field of work imter a viabla profesaiwn.

) We'vw cHiH "“ermminibp il kol "pei pwickerl t wvaT  «a@ng over agalt wumtil
they'we lost their punch., What wowld a reader need tm knew t see Ureswm
words im aaffresh coabéex), im tted r "Arodh lmaetic” sttate? There ae &
possiible lhistt odf queesiomes tthett mpghiet sippply the nreeteadbaakgiogusd.

Commringty s

1. Too whioonn doess Jemishh edlicaation “thellogng” im Americad?
Mo breught it imte exdstenee «nd why?

2. Wy is there ne ecemiral address im Jewish education®
1f there is AB eAddral address, whe Fumw the whowd
Whet keeps the operration foom fallifg; imte a8 deeentralisised ehaes?

Are thare altarmative arrgRments?

3. WAboppgws Fiar Jew if eeidi ae lignr?
Mo seda the budgets?
How did this way of fwnding arisa?
Why does it gtay this way? Arfe tesdy gllarmativii paésible
FFUGRMENL S Y

30 3®»wud Abha M3twANA 21:1) EBR. £ MHU
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Personnel 1
Was there ever a tim«> when ther*? was* no personnel shortage in

4,
1st the problem reeerit ot chronic?

Jewish*jdms”tinn?

Is this shortage unique® to Jewish education?
Hnw nur prnhlpm rnmpflrfa tn thr* pnhllir **rhnnl *, tnf;hrl sti an
education, to private schools?

ti.

the* quality of this* field 5.0 variable?
program® and also

6. Why In
camps,

Why arc? there some really good schools,

come very mediocre ones?
Is it persunnel that makes the di fferpnee?

do w« know that?

Whirh pprnnnnpl"? Hnw

(7) | think highlighting the problem#, raising the right questions
N r»Uvc *#Hf »f«di<

imd anowwing thitm ci«sj»rly will givw un th«



MEMO TO: Joel Fox /
FROM: Henry L. Zuckei
DATE: March 2, 1989

COPY TO: Arthur J. Naparstek, Stephen Hoffman, Mark Gurvis,
David Ariel

I am pleased to react to your draft article on the subject of "Federation-led
Community Planning for Jewish Education, Identity and Continuity." It is a
very well conceived and written exposition of the subject. It certainly
merits distribution to a leadership group in Jewish education and to
federation planners, and I hope you will find the means to circulate it and
get feedback.

The paper suggests a number of ideas. First and foremost, I think someone
should be commissioned to prepare an article (possibly a book) on the subject
of "Ideas that Work" in Jewish education. So much has been written about the
poor quality of Jewish education that we need to emphasize positive aspects
of the subject. Emphasizing ideas that work would be a positive contribution
to Jewish education and Jewish continuity. Moreover, a good publication on
this subject would advertise ideas and programs that can be replicated in
different communities. This suggested publication should be commissioned
soon, probably as a product of the Mandel Commission on Jewish Education in
North America.

An entirely different thought: Can the CJF, JESNA, JWB or somebody else,
prepare a paper covering communities other than the nine which you have
covered? You indicate that there are a number of other communities which are
in earlier stages of planning for Jewish education and Jewish continuity. I
think we should know more about them, both to make our picture more complete
about what is going on, and to encourage these communities and others to move
forward with their planning and implementation of Jewish education/continuity
programs.

My third thought is that your article should be presented at a meeting of the
Mandel Commission as well as to the CJF. I plan to discuss with Mort Mandel
and Art Naparstek how they feel this material should be related to the work
of the Commission.

Finally, I want to say again how happy I am that you have prepared this
excellent article, and I'm glad that I had the chutzpah to keep after you to
fit it into your busy schedule.
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gl 1 left Cleveland ac approximately SstO a.n. -nd arrived at Logan Airport At
in 10 - m, My m-h*4ul* («1 (h* day An linM m lmsesm v<rh .JA«mph Rittwftr
K* from 10 Co U e.m, which look pi*fit! purely in hi- -AC and the remainder it his

office «c >r«nd!11 University, follow-* by « two-hour meeting with faculty of
1 th« Horn*Win Prograa at grandel8, The faculty included Susan Ihovice, lylvU
0 VUhMAA [Arry *r*rnh«r*. At MS-r-* 7 m* siirh ,IMh_RJkin and iaaanh
p Reiner and chat waa follow'd at 21i0 p,m, with a Mating with Barry Shral,

1? | returned to Cleveland via Continental Airlines at 410 p.a., arriving in the
] city at 6 pl-- and at haae at 6:30 p.m.

X.KeetIMJtleh mTouch Rata.r

A, Discussion of paper on the atat- of Jewish education in North

Auerlea.
0 Thia la RdM t'i esalgniient and wa talked about way# of organising
E the paper. Cindicated that Z waa not familiar with the body ef
literatus . with regard to Jewleh eduOAtion* hut Celt that there Mai
1 muah -e be leavnod from related eubjeel areaa. 1 asked hi- if it vial
]07 true that -any regard Jewish education aa very difficult to gteb hold
utt m *u nuivtplwue I*«k1 fairls! *M with » «v» w«l<
5 data base. Joe indicated this was true.

X said that 1 felt hie Major challenge was to put forward a statement

A on Jew(,ah -dueation in North America that would define the problem in

F5 a mannar which aeuld atisuilate end engage lay leaders as wail aa

irv educators and intellectual-m X pointed to a nuabor of works in other
areaa llka Michael Harrington's *The Other Aaerlca" which was used as

L the bails for having poverty become a national public policy issue
and stimulated scholars, foundation executives! politicians, and

C government officials to cakeaotion. Thisla tha typ- of paper,

monograph or hook, that is needed on Jewishedueatton.
Jot waa intrigued whoa 1 outlined the aspects of "The other Anertce"

and ssveral ether reports -f a similar nature, We draw parallels,
and if you a*- interested>1 will dev:Lop th: owtllna for you.

M Ll 11/ POINT*fl IN U»A,
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Fresmat1 Arthur Naeparstek, Jesaph Relmer, Susan Shewits, fiylviae
Pritiman, and Larry Starnberg
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Atkwd; gave several sxampies fron hiw eNperiance of what mun &
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a: A sichanisea davelapdd Im Clavelant t@ dmal with poverty————
in the neighborhouds) devaleped te bO catalyii€, to work with
casmibhty groups and ganmedt thewm with fwunding seurcas and
provide them with cechmical know-ham ARG their ateaMs with
profeassianal traikning:

b. In the fomaut Flanner repornt, the mechdnlsm was Jobn

Hephdingi the improvomentd of that mediieal school wet the standara
for thae prodeasion,

€. During the Nixaen yeard, ene persan concennad with the -
functioming of persennel im the Federal gevirmment pushed for the

avesiMen st ke Ballided Fraauddws (AeH] tubguhi cih-was 2 mechanism
for intansiwa) rijuvenéliily, Wweining pragrans far Federdl
anpioyaei/

A
2. Ant poend the guestion of whethar we cam put forwardl an
lnt‘nlnenmual base tg explain how an iwplesentstion sethanien
edlitrd ™ umy u anl iReanU* # N
Wi?hhwt "-uu- & e & shddurivhen U’ Hal sikgiruend bhat & Foapse

an iy AEad welight, but & negliemiam witheut @
report im techmatesui¢ fallbacy)

Susan Simvilh sdiukh ex tha Arad ki Biesyu Aat amliy o

yntal leckual base, hut & common vimbah and a gawmon Lengusge by

whtiich t0 spesk of change im the fially. The filold lacks a

conesive way of viawing itenlt and operating of its own pogemtial .
naginktisn 0§ the 'Erp&ii':i"ii'a'ifé'f\iiiii‘viﬁ%&"”a#’tﬁ:ﬁ:ﬂ,*ﬁm>‘°’ uoTem e
fiecthemi Bh wiill EoMEinue) bwk une Eenee OF AUQELEM WINE be Lwiu,

He wantiered how i§ §9 passible ta creste a sammen vhidon whigh
sieukill outbawi the mweheml si Liiaelld.

Leit d f GLal WRET Y suygesved W% oi (R Reipe a1t RAX VIR IR wait
be the raeon isals role Of the educatar and Une pragreem.
The role of the asdusater hal te evolva beyond Wne curreat part-
tima, Aun-proféceionad SUItuk i the fiaild ls ta graw, and the
vitality of the pragram offerad tn the few ghert heurs we have
has ta ba enhanced i# the education iw t@ Mavi effoct. Borhaps
ot the heart of thi rrif@rn 4§ the greatiom hé the ‘cmRUKEEY

*kafr
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S b et s S g i n,mh‘ Tk b AR BRSO gAY, R Rt s s ax: bl

*gueator” whe warkt fulil-tine in & varlety of setitings and hekpe
tastM On the mana effective progran: That reguires tho uwinatibon
v nvw educaticen slots and funding to& help syagdguas croata
thete full=tina pasiliticon.

Sumen Brewiita wordired 1F it'e at #ll realisbic to envifbicn
prafisemmadiiing tha emening swigp; Perihaps ve have ta olm at a
profesplonal cora uf semier educetore snd a tere dedicatad corps
of fvpalional teschers wio are traittad and dirsstad by the

ior ethgxtor

¥ A vandwred Lf (£ nede wenoe &8 tihirie of & mechanises Dikke
v Natimnal Kndowmgnt of Une Arts (ar Humeohnies) whign ia
cenardlly adeinimtratad hut which functinng by stiaulating
awebivity (n the lacal cosmunities.

Syivia Riwtman rospondss that wivat (8 crucial f8 €2 stimuidte .
local astdvity that raquires coopematicn betwean inatictutsons =
ke JCE*s and aynagogues = who do not noraally caoperates Susan
Shevitz egreed wiith the goal, but remirded ue of Ehe crucial

Lpl kure gap" whrlch onists Netween gormumdl and donemimational
Srgamisationd that sc oftan undermines their atdorts at
cooparating together,

f. Jelieph Relwaill difeml & Cueiidlnaboe wwys> Uu Ui didgw Ui . @
"sulltural gap." Viory Steriiberg epoke of select profesalonalis

trton wich Pwooilld" coming together to leirm the egliura of tha
other weelld,

Sylvia Plitwan epeke of learmirg by doiny = putting cacperstive
phojects inta place teaching the profeasionals & common Lenguage.
Busan Bivmwiey PaidH QKRR that Siehn siaa My (wed U e Nbegound in
orger ta work twgether, ®ylvia Plomomh saw n ¢ne gkanple of Wne
Synagogue counadil a hopadgl wign that diffesceontes tin

denditd nait4 an) rauid hm avabeuild I launahing & beine pieyeds,

S. Art remerked that he was haaring support for the consept ot a
central mrcHemiza of impiesontition, Bylvis FilkNwn ag - if¢
it wat urdsretoad that local casmunitiigs have real inpyt intn Y
praceds. Busan Whevite agreed that working with selact
Eoananiiias rige sense and that a plan i implesevtaticn ghat
broke thraugh the talk wam resded. On a commmiity lawal you i
4 shanss ta get arganliationa to cee that coaporativon ¢un be im
thelr enligghtaned seif-intwost. That s harder Y@ achigve on a
natienal laveli Ary agrewd = seying you nesdl Yha mational bedy :

as a fundi wh, bBut impleNeniEtich has to be
desairelizads .

6w At sakedi Wiet 19 the {ateliaktual dase ehat ew}(@ galvanie
puﬂl:“:;ugm z:tmwa?d boqm tﬁ‘:div:::er ﬂgﬂﬂhﬁi g L]

cemtr ia decsritvglivdll e mechan #
Sheviti  wernad G¢ qfPiTuIties BUS o Judk aﬁ'agmdg& Bitw,




Ly Crol'ri1** thew«Kt th» kl‘uct*l nr yuiimiol. m. wtwMing tn* -
Jawiftlt aducation maken o diffantric* In prwmotir»Q Jawi*h identity
*mi ou’vivtt),, SylvU Plithfnim and lua*n -Havit# thouQht tK&t Ih#
cruci *lI intal letttua} *Hart in moving tha dafinitiari a* Jawlah
wdiacatifon from T.aahciftl“ to "totmwirrlLyt 4~ wtl providing Khowfrunlgo
> providing a communal coritaxt in livino 1 -Jaw mnka* c*n«4»

< ’

?. JOte#ph dinner aak»d what; th- graun thought n*»rt»d to ton don-
in r*y*fu to par«onn»11 Lurry -t«r»Barg thought two priority-*
war* cruciali full tin!e principal- far 1>upp}T<«antaty *«hc'Oi» 'ana
Jtwi,»h anrieftmant for JCC workar-. Susan VNvU! -poka ofl naad
to mdjio Jawi*n -duflntltfnal fi-tl1i rnmpatiIMvp with rabbinata in
n«Ury and atatu® no no a«n corttpata for tha battar -tudanta!

Alto, tha naod to upgrada tnaaa in tha fiaid by affarino -alary
Itwamanta for improv:. pen-annahc- and added rwapwnaibiUtl.*..”’"

Larry -tarnberg talked of na«d to 4*t back to youth group-
-isurea «f rasruitfliiJjnt.

a«

3. Art -aked what it th- hbdy of knowledge that would hbip guide
tha mwchanlam for change, -u»an -heviti suggested eoffiifilasioning
« sariea of or in which pawl* would Lay out thair theorist of

ehan«e’ thair_hypothaala for change which eould be taatad *gainst
tha ¥ thm H*rmrimen*." m* i/t>ple»**nka%amn

9*rry 8h>-*ga add-* maver-! point* that afternoon.

i« Collag- atuaania rapra*enl « »e0l o*-u<Tt«pped par-cmnal for
Oawiah education.

2. Crucial to auaaatt -f impleiwentation i« cooperation between
universities. communal aganci-- and mynagciQue- to help -yn*gogu«»

m<<hKiw||i<<e thair adueattenal effect!vene»e h#*ontf tha swppletMntary
»1,N00I 1

h2}
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RET rooum on Identifying publioa

Hott) I'v» -pokan with Jo* Ralaat and tw iv*9d Josh liking Ut«er”o*d tha wcv
Jon Wooohar end Art; Rotnan carried out. Clearly, char* ara a nunibar of
different outm ana can taka in daoling with tha varloua publioa releted to
Jewish education. to6tum and Wooohar point to foxaal and informal
organiaatione aa tha najor cut, infernal being defined aa B'nai » 'vieh Youth
Organisation, Aeeoeletlon of Jewleh-aponaorod Camps, Hadaaaah Youth Comiaaion,
Gap K<uuh, 1t«, rornat organizations ara defined in tarna of various '
institution! of higher learning for Jevleh -ducatlon, departments of education
in aaeh of tha denominstlona, Torah UXeeerah far tha orthodox, Jewish
Educators Aeaambly tar tha conservative, National Aaaooiatlon of Temple
Educators for tha reform/e\d, -0 on and aa forth.

Josh Elkin identlflee tha pubUea froa tha point of view of key aupholdera.
lla aaaaiaaa tha coneervativa movement and indiostes that stakeholders Inoluda:
Jewish Th«)10|U 41 -eminery, Javlih KduoatoV* Aaaambly! loloaon Sohathtai Day
lohool Principals' Council and tha Unltad lynagogue Youth Movement, M !aai on

,to may va ahould Identify eonpereble groups in tha orthodox and retorn
movements.

Joe Relmer bullda an tha work of Vooahor, Rotmsn, Elkin, and advice of lohiff
and au5|«1to that we make tha out by identifying tha thvaa aaaantlal bodioa
that hava to b« raaabad, Thay ara tha Central Aaeneloa. tha Denominational
Redial. and tha imt— a««fc*ar-h»diaa-fchm Vay,

according to Ralnar, la tha Ruraau of Biraotora Or&ani**tion/rellevehlp (lor),
This organisation la ena uaovaua group are nai oonumj, wiui «11 u>* a*ktmu

director* throughout tha aauntry. In this !roupingm fadaratlon executives and
planning dlraotoea nay ba ineludad,

In lha denominations, ha eees tha four major dsnominatlens, reformed,
oonaaryatlva, orthodox, reeonatiuetlcnlst kay. Y,

With eha following atakahaldara a- kay!

1. The h**4. .f th« HniMVtx t\f training 1m *1fiutione oannaetad to
tha danomlnation.

2. Heada of tynssoguo organisation- connected to tha denomination,.

J, Tha rabbinieel organlaetlona Unkad to tha denomination.

6. 0*§enUaeiona of fcaaohara link-# to tha ianamination.

Tha third body ho polnta to la tha body af organliationa rotated to eduoeGoro
and there ha idantlfiaa CQJEO which repraeonbo lha prinolpala,GAJS which
rapraaonto tha teaohexe aa *oat important.

A K 5119 9951 A
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atiruary ill, 1M 9
TO1 Arthur N¥*p*r»te»'.

FROWMK JuBKph heimer

WS!  natrwMch to Formm educationm; Cawauni <y

| »m ,--porting on my converfottono IAit w«ati-wifcl» Alvin fiohlff,
Hon Wooehor And Jonh RIHin on {»mmlo*irjn plan®* to uutrooeh to
aducation*! arg*rtitotlono operating in tho "formal" uphmrui.

2, Thar* aro thru* 00*0Ontl4i badieu that have to bo reftchedi the
¥.rfral *g*wir1»d1, tha *annulnational t)Qril»» *nil th* educator
Or<]*nIxAtianB«

7. *chiff sugoette two approachva are poooibloi calling ana big
moot.ing to which you invite delogote« from *11 throw budlea or
morn individualised approach whore each of th. throe An#
Mppnva«chod diffarantly and separately! He and Woocilmr *gr®+% VhAt
though tha aacond i« »ora tlma consuming, it 111 mare effective 14
thu goalti arm (1) fd3 got peupl# on board and (2) to got thair
Input into the plAnning pracouo, Tho big moafcing would only
ra*Uy allow f«r u« to report to thwtn!

J. Doth Agroo thAt for Central Agaric10ft! the organifcatian is 1D*
And thu ccmtAct parson 10 Qono Qreemiiiwelg. Thoy oOugg«ot calling
him mU fuiluwing hi« lunri* *Haugh twa *eAAflnn »*» p<o«ibl»«
GAlling n (ipodAl mooting of bwreeu heart- from tho big cities
and/or working through tho Juno mooting in Florid*m Th*” *# pea>pl«
are importAnt because thoy *till control access to ochr.toi* in
local el«m«unitiu0O< WO want their cnclpw Atinri a« wall 00 input
And ndvice on Implementation!

4, With tho oducAtaro bath agree th*t tha primary org*ni**tlon
i« COJKO (of which tho othor organlsAtlona are member*) *nrt tho
tontAct person 10 Hy Gompo*o, tfchiff suggentfl oonding*lotter to
campoa* (wha! by U<e way! worl!* tmr T1l«hid< in N.V.) am< Allowing
him to invite tho constituent organ!xAtiona to *and tholr rep* to
« mooting with ur VhAt COJfi0 would *porifcor (following option 01
on p. 14). Thio dues not include th* right-wing Torah Umo«or*h
(p. 4) - but Alvin think* they *ra not partner® to our proeeaw.

9, Woonher believe* that CAJK need* Its awn treatment * 00 Blkln
auggooted in hie latter! He thtnWa tha beet way to proceed i« ta

»«f, up « meetinp with Eliot -pack and Oetay K*t« and wortt out
with them one beat option* for contactm

A. The donutMnations nra moali tim* eonoumlng h««AU»e warh unw
n«wdt« to na aoproachod O«PA»'*t«ly. Ilkhiff »u<ign«U bnglnning
with fcha president* <eomfnloOioner») and itava them Chooeo
1<Mnam*MAtion(Hl rapm 1.0 coma fcn a ma*ting< Glut ho Admitsi thAt it
tricky becsauAA aopeclally with Auform, but also with
ConaorvAtiva, tha danominAtionai organ!tatlana (UAHC, Uritad
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mAng. B/SMN=W
MINUTES OF MEETINGS

JERUSALEM NEETINGS =— MARCH 7-10, 1989

PRESENT: Arthur Naparstek, Joseph Reimer, Seymour Fox, Annette
hochstein, Debbie Meline

I. OBRJECTIVESS FOR THESE MEFFTINGE

A. Buildiimy a2 team (ARD, J, §F, &H)
B. Clarification of ke ii concept
II. REVIENW OF RECHENT DREVRIGHMEBNDS :

How dlid we arrive at the idea of a demonstration center? How did
the motion of the il evolve?

This Commission was never intended to be simply a report-writimg
body. Since its inceptiom, there has existed the mnotiom of
"diping" as an outcome. During the eariest stages of the
Commission (Howember 1986), discussions already cemtered om
expanding the training of educational personmel trhough the
existing imstitutions of higher Jewish learnimg;.

A. WY A DEMORSTHRRTION CENIFEER?

A particular site was thought necessary in order to:

-- deal with all four aspects of persommel (recruitmart,
training, profession-building and retemtien) simulitareously.,

-- maximize the impact of peolicy decisions; preventing time
lags from eroding the effectiveness of the decisiiwrs.

-- encourage the local community's iavolvemrent and
responsibility.

Description of Demonstration Centers ((See separate deocwirynt:
March 7th re: demonstration sites.))

B, EVOLUTION ©@F e LT MOITIaN

Comswltations with Inbax, Colemam, Sizer revealed problems with
the concept of the demonstratien centen:

-~ There is no prototype in Jewish educatieon (i.e. each
demoristration center weuld have to be different);

-- There is no Tlaberateryl te develep the pretekyRry; a leeus
for thinking is Aeeded;

-- There is ne mechanism in edueatien feor Weving from ideas e

- éV \



All of those experts consulltestl wiitth agpesst thiet @ medbamism to
develop and implement ideas s meeded.

III. IMPLEMENTING INNOVATIONS —— THE THEORY OF PARTIALIZATION

Innovations ammenable to trial on a partial basis have a greater
chance for success. This incremental approach requires:

A, Observability -- the pullic wents tossee ttlee results.

B. Trialability -- the publiic wants texpepérhenceaparsial
imnovation before full innovation is attempted.

Success on a small scale provides Jjustificatiom for full
impl ementatiom..

The process of partializatiam:

- A partnership of public, private and communal forces is
establ i shed);

-- Obstacles ((legal, financial, administratiwe, politicall,,
cultural, etc.) are identified;

-- Model programs are instituted;

- Structural disincentives that inhibit the programs are
identified.

This process cannot yet be applied to demonstratiom centers
because the context, i.e. the model programs, does not exist; it
must be created first. We know the areas of endeavour (e.qg.
personmell,, community), but multiple factors must be defined
before planning of programs can begim.

Point of disagreememt:

(ATH) = By inventing programs we will initiate the process that
will lead to defining the implementation mechamism.

(SF) = We cannot begin programmimg until the implementaticon
mechanism is in place. We do not yet have the methods in Jewish
education needed to deliver good programs. E.g. we don't yet know
how to train a great teacher.

IV. THE CURRENT SITUATION
Nothing that exists today in Jewish educatiom is worth the
Commission's major investmenmnt. A full revolutionary reform is

needed.

Two guestions that need to be examined:



1, Why has atrophy occurred since the 1950s? Why has the system
evolved the way it has?

2. How has the syshem pensbiisted a5 loeng as it has? The
imgtitutions with a mandate to produce professiomals hav mnot
faylfilled it, Can the existing system go from “somehow mamagiinmmg™
to producing excellent personnel?

Some good programs din exdistt -- noitemnobgh, natot higigh erenoigh
guality, mnot enough quadliffiedd pesrscrmell, but programs are often
established to meet aa pressingg needt.. How cam we work with good
existing programs without coming to ™early closure™? Parallel
planning is needed; immediate support should be givem to existimg
prograns while long-term planning is being dome and !gems™ are
being developed. For political as well as practical reasons (i.e.
the stakeholders), existing programs should not be overlodisd,
but this showld not prevent us from developing new protaotypess..
MIM*'s imtention is for us to deal with the obstacles of the
present system; the new partnership that has been created
(ediwllars/educators/lay people) provides us with the opportumity
to owercome these obstacles. The problem is that the process is
moving too fast. We want to begin with the theory of how to
owvercome the obstacles and the Commissioners are anxious to do
something already. (€.g. Bronfman wants to know where to invesit.))

Three principles that should guide the thinking on the werk of
the Commission:

1. Fefissl to acoept tive staitss gpes.

2. Fecopgniittion of how handl it §is too dhargge ttiee sPedtings gpooe -
B, A coalition of powsr is meedidl to dengre dit.

v. THEE INSTRIMENTSIIIIYY FOR INEIIRHFRWATITON

The outline for discussion prepared by AH was initially reviewed
on March 7th and preliminary guestions were raised. The paper was
analyzed more thoreughly en the fellewing day, and each peint was
discussed. (Gee separate doeument: Comments on the ii Paper.)

The mext several menths, leading to the meeting of Jume 14, mnusk
be deveted te develeping the ii idea and "eselling™ it te the

Ratienale fer ii:

Sehwab’s theery of practice claime that theory 1s not apprepriate
fo¥F S61ViRg €ertain preblens, €that ideas need te be shaped in
practice. Ne siue€h meenanism fer shaping ideas in practice exists
ifn edueatieh. Edueatien is d@iiv&%z 6f a se¥viee, and there is neo
nechanism that c€an guarantee that teaehers will deliver preperiy.



Education has never had a successful theory of change eor
delivery. With the right theory of delivery, we could cut inte
the field at any poimt. In designing a mechanism for delivery we
must justify it with a theory. The ii will refleet a delivery
system.

The ii will not only have to create a demonstratien centy, but
will have to be able te replicate it. If a demonstration e€enter
is not replicable®, then we have no right to elaim that it ean
lead to across-the-board change. The demonstratien center hag to
offer hope to the entire field.

VI. RSSIGNMENTS

The assignment list of February 23rd was carefully reviewed and
revised. ((See separate documents =-- Assignment List, Notes for
AJN.)

Issues raised during discussion of assigmemnts:

i. Should educaters (on the Commissiom) meet separately or teo
be included in regienal meetimgys. The heterogeneity of the
Commissiom is an important characteristic which should be
maintained in the small groups.

2. What should be done about the West Coast commissioners? They
are too weak a group to have their own regional meetimg. JR
should meet with as many ae possible when he is in Califormia.

3. Whose attendance is critical at the regional meetings?
Meeting dates should accommodate the important peeple. What's the
minimal number of people we need at a regional meeting in order
to consider it a success?

4, How do we define "educators" on the Commissien? Is Greenberg
an educator? Lookstein? We need educational input on ii, not just
reactions to it. Should non-commissioners ((@ducaters) be invited
to the educators meeting? Woocher sees himself as ™head"™ of the
Commissioner educaters, so he should be asked to host the
meetimg.

Should Ariel be invited? (If Rotman doesn't come then Ariel
doesn't have to be invited.)

5. Contacts with commissioners have te be thoroughly decumented
and followed up omn, so that "problems™ (e.g. Zeldim) can be
brought to the staff's attentiomn. If a staff member meets with a
commissioner who is assinged to someone else, it must be cleared
through/reported to that staff persem. (See separate documenmtt:
Suggested Contact Sheei.))

6. In strategies for networking with relevant organizatioms,
the denominations will have to be dealt with separately from



Bureaus, imformal imstitutions and educators. In his list of all
organizations tht need to be contacted, JR can note '"problem
players™ and suggest strategies for each.

7. AIN widillll Hrodieeff MOMI foor his messttimg with Federstion
executives, including SF’'s suggestioms. (See separate memo re:
Federation executives).

B. Joe Fox'’s paper on Federation-led educatiomal initiatiwves
overstates the Federatim's role and the success of the
experimental programs. SF will write to him and suggest
amendmentts..

9, MIN dieeffttes] aan ocuitdlimee foor thee el repgort of tihe
Commission which imcludes the "best practice™ paper and the paper
on the significance of Jewish continuity in the context of Jewish
educatiom. (@ee separate document: Outline for Final Repomrit.)) It
was suggested that several distinct papers be commissioned from
different people. While each would represent a significamt
contribution to Jewish education in its own right,, these papers
would serve as background documents for the final report,, with a
summary of each imcluded in the report. AJN and JR will write a
second draft of the outline fdprtheereporeport.

VII. FIWNDING A DIBECTOR FOR THEHELIII

The possibility of hiring a professiomnal search company was
discussed. The advantage would be to break out of the traditiomal
circle of Jewish professionals and to generate new possibilities;
we might not have all of the possible names inmmicd.

The jobe of director will bdelil&ketweo Huwllftimetijnshelbs;itiwivill
require a very dynamic and committed persom.

A, Cutgyoribss to ook 2t

1, IO directors —- ool SKilllls wiitth lay ltedders; Kmow Hoay/swiem
to enlist outside help.

2. Balddis
3.  Bohdbars (“aa nwrarazy Neesses?Y )
4, Drsdrss o uiriineerss tH bss

5, T seconi-imessmedr Of marjsr agfanzedtboss(ofososemeonehaho
applied for a job and didn’t get it).

All pames that are suggested sheould gyo inte & rollllimg fHille
maintained by VFL.
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c. Jadb Dessoriioit bon

AJN will draft outline of a rolling job descriptiom. It sheuld
include:

- Preamble: Philosophy, vision and mission of ii; the issue of
being a committed Jew; commitment to Jewish eduecatiom.

-— Attributes: Strategic manager/planmer; understanding te ask
the right gquestioms; a networker; a fundraiser; a goed
communicator; understanding of building an organizatiom; ability
to build a board; commitment to content (but doesn't have te know
Judaica) ; commitment to quality. The directeor must be an expert
in at least one of the functions of the ii and able te comprehend
the others.

- Scope:z The functions of the ii; description of demonstration
sites; leadership of ii (wecruitment, inductiem, inspiratiomn,
development of staff).

VIII. PLANNING FOR JUNE 14TH

The meeting of June 14th must allow for active participation of
the commissioners;, though the exact nature of that participation
is not yet clear.

We must find ways of getting input/feedback on the ii concept
before June 14th, The commissioners are still where we left them
on December 13th; we have to bring them through the whole process
we have gone through. In March, we should discuss which
commissioners musté be seen to discuss the ii. A strategy should
be decided by May 1ist.

Various formats for the June 14th meeting were discussed.. Perhaps
work groups should be formed for part of the day. An extended
lunch session is also suggested as a way of giving commissioners
more opportunity for direct imnteractieom.

Draft of a letter to be sent to commissioners prior teo June 14th
was discussed.

For the commissiomers, the demonstration site will be the focus.
The il represents a major breakthrough for us but the
commissioners will see it only as a tool for developing the



demonstration centers. We must be able to present in practical
terms what the ii will be able to do.

Before the June 14th meetimy, a plan for dealing with the major
ffundlers showld be discussed with MIM.

IX. IPERBUNTNEHT, ZND COVNINNITY

Concern was expressed that even if the ii is successfful,, it may
mot completely address the needs of Personnel and Commuiity..
Perhaps a simulation of the ii at a future meeting could reveal
which goals might not be accomplished through the ii. We need to
ffind & way to keep the macro goals of the Commissiom in mimdl.

SF urged that the notion of task forces for Persommel and
Community be left open for discussian. A Personnel task force
might be useful in evaluating training institutioms.,

The Personnel and Community options papers should be revised im
light of the ii.

X. CTONEIIIESITON

The meetings concluded with a review of the objectives which had
been imtroduced when work began on March 7th. All eof the
participants agreed that both of the ebjectives = building a team
and achieving clarity on the ii = had beemn acceomplizsl.

Everyone alse expressed satisfaetiom that many of the
dysfunctienal elements ameng the groeup had been reselved quickly,
allewing for fruitful, content-eriented werk. The need to
maintain effective ceommunicatien among this foursome was
discusgsed and it wae suggested that this group ((plus ether
members of the planning group) allecate priority time te disecuss
the detail of the werk. The nature ef diseussion within this
gEcup has achieved a new parity as a result of the exchange of
idleas and infermation that has taken plaece this week. AJN
expressed optimism that, teogether, this greup will be able te
facilitate progrkess in the Cemmissien'’s werk.
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TAPE —— RE: DEMONSTRATION SITES

SF: With all due respect to Isa Arom, I take her paper on
personnel as an example of how not to think in Jewish educatiem,
because it is a case of early closure. The fct that it says "this
is the way to go — or even a way to go“ makes it a case of early
closure. Maybe it’s a destructive way to go. What is called for
is for someone to stand back and think about what can be. I don't
know the answer. We need to throw ideas into the air, none of
which may be good, but would show what a demonstration site could
be like.

Suppose we took as our pool the graduates of the good day high
schools —- who we know are the best people for Jewish educatieom.
We know 90% of them won’t go into Jewish educatiom, they’ll be
committed to Jewish life but not as Jewish professiomals.. Suppose
we took Bostem, which has a lot of great universities;, and said
that anyone who could get inteo Harvard, Brandeis, Tufts, etc. whe
is ready to devote 4 years to teaching in a congregatiomal
schools 6 hrs/week -- we will give him whatever package the
economists tell us we hav to give him =- ranging from full
tuitiom, room and board and pocket momeywy, down to half tuition —-
whatever the market requires. Such an economic assessment has to
be made. We will give it to him on 2 conditioms: 1) he agrees to
teach for 4 years; and 2) he agrees to go to in-service training
once a week. He will also go to an in-service seminar every
summer in Boston or New York or in Cincinmatii. Every second yeanr,
he will go to Jerusalem. The assumption is that a massive
infusion of a different kind of talent into the supplementary
school would offer promise that never existed beforwe. A whole new
population of people to teach supplementary scheol —- and do it
seriously —- would now be in the picture.

Now here a piece of Isa comes in. Maybe by some conception of
lead teacher, ala Carnegie, you get pecple to work with them. Now
for day schools;, we would raid all the best day schools in
tehcountry by telling the teachers that we'll raise their
salaries from $20,000 to $30,000 or from 30 to 50 —- whatever our
economic study tells us to. But we won't just give them higher
salaries; we'll tell them that they are part of a great
experimemt. "'You have been invited to be the Fellow of . . .; The
so0 and so scholar in this project.”™ How many educators like this
we need and how many we can get will have to be investigated. But
all of a sudden we'll have an infusion of a concentrated power of
a large number of day school people whe are given five-year
contracts.. Agaim, on the condition that they participate in in-
service traimimg..

We don’t know whether we’ll have one demonstration center or 5.
It will depend on what we define as the critical mass. We’'d like
to do one, but maybe we need more.



We’ll do the same thing with day schoel principals. We'll steal
as many Josh Elkins as we can. We get them to be part of this
great experimemt. With JCCs, we use the same principle —- we get
day school grads to work in JCCs. In order to maximize the
Jewishness of the JCC, Boston might need to get 32 people into
the picture. We'll recruit them from Harvard, Tufts, etc.

The whole thing begins with a study of the educationalpersonnel
in Boston =—- npumbers;, compositiem, etc. The study will reveal
howmany personmnel you need in order to reach an optimal level.
Then you hav to determine how many you can fire, who you want to
fire, how many you can’t fire, how many will turnover without
being fired. Then you can draw a map of Boston —— how many people
you need where, where to put your new people.

For traimimg;, we'd go to Yeshiva University, or Harvard, or any
existing training institutiom, and ask them to take over the
training of Bostom. We'll offer them 5 endowed professorships
over the next "X" years. We want to build the facility for
trainimgy.,

We'll tell them that we want them to run the weekly in-service
pregram, the summer in Israel program, etc. We'll give YU someone
like Michael Gillis for five years. He can go to Boston once a
week to run training programs..

Maybe we'll send Wygoda to ¥YU toe. If YU doesn't need thes guys,
fine. We have to stretch all the good people that we have. We
could do the same thing with Brandeis.. We'll send Jonatham
Kestenbaum for 5 years if Brandeis wants himm. He'll be financed
by this operation and Brandeis could do the training for the St.
Louis project. By the way, none of these guys want to go but they
are all involved and they will go. Theirincentive will be their
deep commitment to Jewish educatiom.

So YU builds its own team, and JTS, HUC, Brandeis, and some of
the Hebrew colleges are building their training institutes. YU
will put together a team to figure out "Yeshiva University toward
the year 2000."™ Key laymen from the Commission are on it. The
Crown Foundation might agree to fund two of the professorsihipss.
They are sitting on the board that is overlooking this whole
thing to develop YU’'s capacity. This is teh ideal; now for the
more realistic scenarie@. How is YU going to work with the Reform
constituency in Bostom? In the ideal case, there will be one big
consortium with everyone — YU, JTS, HUC. YU could take HUC staff
to work in Bostom. Those guys told me that they would de it, but
I don’t believe them. In the less visionary case, the Reform will
be trained by HUC, the Orthodox by YU.

Each of the denominations will be told that in this vision of
demonstration site, the responsibility of translating the dream
into reality belongs to them. We’lllet Bob Abramson and Schorsch
and their team take over Conservative educatiom. Let there be
full competitiom; whoever wims, wims. If the Reform movement at



the end of 10 years has the most exciting educatiomal program,
wonderful. All three should be given every opportunity to do the
best job.

Now professiom—tmiilldiing;.. Imagine that we have this recruitment
program going on in five citiex amd wwe have &l tihe maim
institutions involved im #raining. Then we have tp U=k ot
profession-buwildiing.. The problem here is that there are only 2
places you can go: you can go from being a teacher to beimg a
principal, or from being a principal to being a bureau head, or a
professor. In formal ecédogitbon, thbeeéss nmo other e wou cEm
go. This means that & gremit teacher who may lee @ themrilblle
principal is finished. What if we built 7 differemt tracks in
Jewish education? We could put a teacher who is a great innovater
in charge of curriculum developmentt,, in-service traimingg,
supervision for a whole city and give her the same salary and
status as a principal. She gets to be a major; she moves up. We
can put one person in charge of special education for a wheole
community. We don’t have anyone now who is responsible for
special Jewish educatiom.

This is another track for advancement. Ancother one could be for
the imtersection of formal and informal educatiom — a teacher wh
omoves out of a formal imstitution into the out-of-classroom
stuff. In campimg, the arts, etc. there is room £for tracks in
profession-bwildiingy.

Salaries are something that have to be figured out. Hank Levim
can help us — he’s an economist of educatiom —-- figure out what
the slaries are that need to be paidi, what the system can carmry..
Then we would begin the interaction with the lay pecople.. What are
they willing to do, double the allocation to Jewish educatiiaom,
triple it? If they only want 50%, what can you de? Remember that
the demonstration site has as its purpose replicatiom throughout
the country. Sco there’s no sense in building a budget that the
Jewish community cannot suppert.

Built imto the notion ¢of profession-building are sabbaticmllss,
advancement, and other things that will contribute to retemtiem.

That is a vulgarization of what we had in mindi, when we suggested
demonstration centers.
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v CEO-type. The word "manager" should be changed to "executive'y

ii/4MN-W X0
JERUSALEM MEETINGS A
March 7, 1989

COMMENTS ON THE DRAFT OF THE "II" PAPER

PAGE 1:
yr. Elaborate on the term "demonstration sites.": .. .that will
deal minimally with"fche two/ enabling options, where personnel
will include recruitifrent/; training, profession Dbuilding,
retention, and community include bringing strong leadership

into Jewish education, cKangihg the climate, etc."

4. What kind of person should the head of the "ii" be? A leader
or a manager? Doesn't have to be both. Maybe the Chairman of the
Board will be the leader, the personality. It will be a job
similar to that of the Chairman of the UJA - a\lot of travelling
will be involved. The director has to be a brilliant manager, a

- and the word "administrator" should be changed to "manager." &

5. YTake out the word "small." TJie description of the

M

suggests that it will reguire a f"iriy large staff (overall staff”"j

and local planning teams, possibly "circuit riders" who will
travel to the various demonstration cities in a given region.) *

Will therre be more than one board (lay and academic)? Will
they have egquai /%ay? The board will be part of the "ii", not
above it. Suggested wording: "Governance will be in the hands of
a board of experienced and knowledgeable lay leaders, scholars
and professionals”™"

Will there be, 1n addition to the board, a professional advisory
committee?

7. What will the relationship of the staff of the "ii" be to
each of the "ii~/s functions?

8.a.1i. Potential problem with the research function: Research
is a hard, slow process. How will "ii" deal with the problem of
getting information from people who may not want to provide it?

PAGE 2:

8.a.2. The "ii" will be a policy instrument, not a think-tank
or a data base outfit. But as data 1s collected for specific
projects, the "ii" will be able to serve as a resource for other
related projects.

)4
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8.a.3. By what authority will the ~ii" set the standards for

guaﬂ fc ~dk

uthori y/ comec from the prestige and status of the peoplEJ
involved. 1

If the "ii" sets standards that are not acceptable to the whole
community, then perhpas another body will be forced to take on
the challenge of establishing standards.

8.a.4. What will be the planning range of the "ii"? 5 years? / ' J
10 years?

Strategic thinking is still in its formative stages.

AJIN volunteered to A ctft a topiceti.., outline 'em strategic planning
for.the "ii".)

8.b.1. How will the "ii" know that projects being carried out
on the micro-level (i.e. 1in a demonstration site) are working?
How will the "ii" ensure that the community fulfills its
obligations (e.g. will the "ii" threaten to withhold funds)?

~MAn extensive coalition will have to becreated in the community
where the demonstration site is going to be. We will try to
maximize the number of stakeholders (as was done, for example, in

the England Community Project on Senior Personnel) For that, an Y
inventory of all stakeholders will have to be done. The
negotiation process will have to be worked out in jnore detail. — -J

| to

»8.Db.2.Is this going to result in nforce management”?
Management has to be localized.

L. c. The "brokering function” of the "ii"™ - Should funding
sources be incorporated into the board of the 1Tii~”? Not all
foundation leaders can be on the board, but perhaps some should
be. Foundations are only one funding source. Others include
federations, which might be convinced to double their allocations
to Jewish education. Or one foundation leader could convince an
uninvolved foundation leader to undertake a project.

8.d. Will the "ii" be able to monitor and evaluate 1its own
functioning? The latest literature in the field of evaluation
suggests that evaluation is most effective when more than one
method 1is used and where the organization being evaluated is an
integral part of the evalutive process. Summative evaluation is
best done by an academic institute, but formative evaluation is
best done "in house".

Where will the feedback loops operate?



PAGE 3:

8.e. The concept of "partialization" may be useful in diffusing

innovations. But there are certain problems with applying the
partialization theory to the 1i. Paritalization might be
effective for programmatic options, but works against enabling
options. In order to have across-the-board change in personnel,
we need a critical mass. As for community, partial
implementation (in one or two institutions) will not bring the
widespread change we seek. One possibility is to work within one

syste”e.g. a training program for Solomin Schechter teachers.

In light of the significant differences in the character of the
various Jewish communities, implementation will be guite
different in each. How will the ~ii” staff accommodate all the
needs? Different communities will have to determine their
specific staff needs for their particular demonstration projects.

~“Should the term "across-the-board" be replaced with {systemic”?
If we do not know what the system of Jewish educationSrs-,— carfwe
propose systemic change? We do know the outer 1limits of the
system in relation to other systems, so we can define it at least
in that way, and we do know its institutional and functional
elements.

uJ'Across-the-board" should be gualified: in the areas of personnel
and the community. Our goals should be listed more explicitly !
here. b\
v
v I\#6. Perhaps this point should be part of an introductory mission T) s
' statement, the "ii~/s charge. Add the word "vision."

The word "place" should be taken literally. The main staff of
the "ii" will sit in one physical place, so as to benefit from
the constant intellectual interaction with their colleagues, but
the teams working under those in charge of each function might be
scattered. (E.g. The head of research will sit in the "ii" office
but those doing the current research project may be at Brandeis.)

The paragraph about how the "ii" staff will function should be I O
moved to a more appropriate place in the document. >

What type of additional forums might be necessary? Professional
advisory board, scholars on different topics, etc. Experts will
be consulted to help the "ii" staff determine legitimate forms of
intervention and to design effective programs.

The 1ii" staff will have to do "hands on" work — constant
evaluation and decision-making. Sizer's method ("Here are the
principles; develop them as you want and report back to us") will

not be useful to the "ii".



2. The induction process for the staff of the "ii" (transfer of
“knowledge and authority) could take the form of a several-week
seminar (in Cleveland? Jerusalem?) with a fully-developed
curriculum. The "faculty” could include MLM, members of the
planning group, academics, professionals from the field.

~
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What will the Commission's role be in launching the "ii"? When
describing the "ii" to the commissioners, we have to present:

-the vision - terms of reference
-the assignment - what need (lack of a mechanism) it will
fulfill

-shades of how it will work

-concrete pieces that the commissioners can grab onto (i.e.
what they came to the Commission for) . E.g. "We are
searching for the mechanism that will enable: training
institutions to reach their full stature, experimentation
in early childhood programming, development of the ideal
supplementary school, etc.

3. The "ii" staff will flesh out the skeleton of the mission
statement that is accepted by the board.

4. What will the nature of the interaction between the board
and the staff of the "ii~ be?

"Towards Demonstration Sites”

Different communities have different strong elements (e.g. lay

ledership, several universities) and strong programs (e.g. camps,

schools) . Does a demonstration site have to be limited to a local

site or can it be an organization (e.g. Ramah Camps)? The board

of the "ii" will decide where the demonstration site will be.
i/K 0 "Various possibilities:

L/1. A whole community.
2. An institution or set of organizations (perhaps "sponsored"
by a particular foundation. E.g. Bronfman/UAHC Israel programs) .
3. One institution in several communities.

Lxt 7 The "ii" cannot be an isolated unit; it must work with the

community and relevant people. This should be included in the
mission statement.

PAGE 5:

, L. The sentence about inspiring change should be part of the
mission statement. The term "trigger" should be changed to "be
the basis for inspiring change."



A

The notion of local imitation of change should be added.

3. What will the relationship be of the "ii" staff c”. the local
demonstration site staff? If the "ii" director is in New York, he
cannot run a demonstration center in Cleveland. How will the 1,ii"
staff oversee several demonstration sites?

4. Perhaps one of the conditions for choosing a community as a
demonstration site will be the existence of a local commission.
That commission's staff could act as the local "ii" staff.

There should be constant interaction between the Lii" staff and
the local staff. Perhaps the "ii" will be able to learn things
from the local projects not necessarily initiated by the "ii".

5. The nature of the contractual agreement has not yet been
determined, but must be dealt with. How much 1 force management"
can come from the "ii"? Will funding be enough to guarantee
cooperation by the communities? The "ii" has to do more than
offer a community money; it has to help local institutions and
their leaders rise to their full stature.



ASSORTED COMMENTS ON THE "II"
DEMONSTRATION SITE:

We don't want to impose a mandate from the outside; we want it to
come from within. Illustration: We would tell a principal of a
school that we want to do a demonstration project and ask him
what he wants/needs for his school. He might say "we need rest
time for the faculty.™ We'd consult with experts 1like Srason to
determine whether that is a legitimate form of intervention. Then
we'd ask the local Hebrew College or training institution to plan
a group dynamics seminar for the school's faculty. Perhaps "the
Sarason" would work with "the Schaffler" toplan it. The
principal would be responsible for getting his faculty to
participate.

How will intervention be determined? By addressing the smallest
element needed 1in order to bring change, and through
consultations with experts.

In the case of "infusing a community with fresh blood," how will
we know 1if the community wants it? Maybe the current personnel
will feel threatened, demoralized. No intervention should be
imposed on a community without the community beingasked first if
it wants the intervention. It should be presented as achallenge
to the community.

What will the "frustration tolerance" of the project be? When
will results be wvisible? Should quick results programs be
developed to appease the community in addition to the long-term
projects?

The "ii" will be an intermediary organization, a mechanism for
implementing ideas such as Cleveland Tomorrow, Project Renewal,
the Ford Foundation, etc.

In order to "sell" the concept of the "ii" to the Commission, a
strong rationale has to be presented: statement of the problem,
explanation of the lack of mechanisms for change in education, a
vision of what it could do, directions it could take.

The specific design of the "ii" will Dbe shaped through 1its
implementation. Ideas will emerge from it as it begins to work.
The "ii" wil be different from an R & D center in that an R & D
center seeks to put a finished project into the hands of the
client.

(To be continued)

A



March o6, 1989
DRAFT - FOR DISCUSSION ONLY d d
The Instrumentality for Implementation : ‘Aﬁl

Discussion outline

1. The ix will undertake the assignment of developing
demonstration sites.

2. Much of the definition of its work will occur in the actual
process of implementation.

3. The following is one possible scenario of the ii at work:

4. There will be a manager, responsible for all the work of the
ii. He/she will be an outstanding, high-level professional,
knowledgeable of the Jewish community of North America. He/she
may be an educator, an administrator, or both (to be determined.)

5. In addition to the manager, a small team of outstanding
professionals will staff the 1i (size and composition to be
determined) .

6. The ii will be governed by a lay board of experienced and
knowledgeable leaders and by an academic team.

7. In order to meet the complex tasks involved in developing
demonstration sites, the following functions will be undertaken:

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

monitoring, evaluation and feedback;

diffusion of innovations.

N

8. Some of the content and rationale for these functions include:
a. data collection, planning and policy analysis

* To improve and maximize the knowledge base upon which

decisions for Jewish education are made [in a demonstration site
and/or in general? To be determined]. This may be viewed as the
research arm of the ii - 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 guestions will be researched (e.g. create
inventories of Jewish educational resources; undertake needs
analyses; set norms and standards for training; assess the
quality of existing training; etc. [add examples for community].

* To provide analysis needed for informed decisions. (E.g. What
are relevant criteria for the selection of demonstration sites?



What is the nature of the problem/s in that site? What are the
pelitical and imstitutional givens relevant to change in the
demonstration site? Who are the stakeholders and how can they be
involved? What are the financial and financing possibilities?)

* To provide - upon decision to undertake a project = the
knowledge and planning support needed and wanted by the
demonstration site; to work WITH the team of the demonstratiom
site and provide expertise that may be needed; to ensure the
level and guality of the work intended.

* Planning and strategic thinking

b. community interface ((in demonstration sites);
The community interface function will deal withs:

* Preliminary negotiations with relevamt stakeholders and
community leaders about undertaking the project. Negotiatioms
concerning the terms for participation in the demonstratian
project and the nature of this participation: agreement
concerning the quality of work; agreement concerning targets,
time fframes, standards, local investments in funds, peopls,
activities. Assistance in setting up the local mechanism(s)) that
will take leadership of the demonstration project, that will plam
it and coordinate its implementatiom.

* Ongoing facilitation during implementation - as needed (e.g.
negotiations with mational training institutions, universities,
organizatioms, etc.). Assistance as needed (e.g. crisis
management, dealing with resistamce, enlisting community leaders"
help when needed, etc.).

¢. funding facilitation

* Matchmaking between various possible sources of fundimg
(foumdations, national organizatioms, Ilocal sources of funds,
individuals) and the demonstration site (direct and indirect,
with the help of commissioners, local leaders, etc.).

d. monitoring, evaluation and feedback

The purpose of this fumction is threefold:

* To monitor implementation of decisions on an ongoing basis and
thegeaby enable treuble-shootimy, echanges, interventiens as
needed.

* o evaluate - in vhatever form or forms deemed Most relevamt =
the nature, quality, iipact of ehanges.

* To create and aectivate feedback leeps that will allew a
dialegue between what happens in praetiee and the planhihg and

2



theoretical functions. If successful, this loop will allow for
an ongoing process of cross-fertilizatiom: the content of both
the practical and the theoretical will be affected, enriched,
changed accordingly.

@, diffusion of innovations

The goal of the Commission on Jewish Education in North America
is to bring about across-the-board change in Jewish education.
The ii will deal with the complex issue of the diffusion of
imnovations from one or more demonstration sites to many or all
communities. Strategies will be devised to maximize change
throughout the community.

9. In order for each of these functions to be given the
attention needed, and that none be overwhelmed or overtaken by
pressing needs of other functions,, they will 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.

16. The ii will be a mechanism for the initiation and promotion
of change and imnovation in Jewish educatiomn. As such, it should
be a plce of rigorous work together with inspiratiem, and
creative thinking. If succesful, it will be a source of ideas,
an ii characterized by an atmosphere of fermenmt,, search,
creativity.

To coordinate the work, there will be a number of forums at which
progress will be discussed and ideas will be presented for
debate. The first of these forums will be the staff and its
manager who will meet regularly to coordinate the thimkingy,
planning and activities of the ii. [@ddlitional forums]

How will the ji begin its werk?

1. A pre-planning process will be undertaken with the head of
the ).;i;i (@mdl = depending on circumstances - with staff members
tos.

2. This process - which will be a jeint learning endeavour =
will imelude:

a. extensive work with members of the planning team to
familiarize himself with the background, c¢oncepts and ideas of
the ii (Pox, Naparsteck, Heehsteim, Zueker, Reimer).

b. extensive work with members of the planning group, senior

pelicy advisors, some edicators and commissioners to familiarize

himself with the reality of the situation of Jewish education in

)ggrth America and with the ceomfunhal and institutienal aspeects of
e issue.



3. Following the above and any additional consultation they wish
to hold, the first task of the staff will be to define the ii'’s
missiom, This will include identifying ways to improvements and
strategies for interventiom.

4. The staff will present its proposed definition te the beard
and to the academic team for consideration, discussion and
approval..

It is understood that these strategies will be reviewed on an
ongoing basis, in extensive consultaltions with other institutions
and individuals. ‘

5. The initial structure of the ii will be fimalized (though
always in flux) in accordance with the miseion statement.

Towards Dunonstratiocm Hites

i. Amonget the early stepe in its work, the ii will have to
decide on appropriate demonstration sites. The data-colieection
and policy-analysis unit will prepare a prepesal for discussion.
This may include comminity data and criteria for the selectien ef
sites (&.g. availability of general educational resources;
optimal size; soclo-economic and Jewish education indicaters;
leadership = current and potential; etc.).

This data may be largely available er may have to be celleeted by
£he unit. Ih sofie instances, it may have te be produced.

6. The unit will bring the proposal for discussion to the "Monday
morning forum® - i.e. to the staff meeting of the ii, where it
will be argued, discussed and altered as the case may be.

7. The head of the ii and its relevant unite will then begin a
round of consultatiens with beard members and with relevant
people and institutions (stakeholders, power-holders, poteatial
agents o6f change) in candidate communities to check further
feasibility and wisdom of the specific suggestioms. This will
include preliminary assessments of loecal interest, 1likely
interest and inveolvement of stakehelders, 1ikely availability ef
resources, etc.

8. Following extensive review of the feasibility and assessments
of the chances for change and success, one or more demonstration
sites will be selected.

fhe ii and a demenstration site

1. The purpose of the demonstratien site is te bring abeut
major change in the gquality of Jewish educatien in that site,
through the media of ediucational personnel and the community.
The interest in that site resides boeth in the pessibility te



effect and demonstrate change and in the faect that it can trigger
or inspire change elsewhere.

2. Change will be brought about by the community and in the
community with the ii acting as initiator, facilitatewr,, catalyst
and resource for change.

3. The success of demonstration sites will be largely dependent
ypon the loecal ownership, inwoelvement, Ilmnvestment im the
endeavor, Detailed planning and implementation will take place
lozally, :

4. The ii will help identify or set-up (@s needed) the local
mechanism (existing institutiom, coalition of institutions,
planning team, etc.) thatwililltdlekeressponsdhliildty for the
demonstration site.

5. The ii will enter intoa acocantractlalacagreementwiwhth the
demonstration site (Commumity). —This agreement with stipulate
the mutual roles and undertakimgs. E.g. there will be explicit
definitions of the purpose of demonstratiom sites, of the
standards of the work and of the expected activities. The
principles guiding the work will be agreed upomn (plannimgy,
monitoring, evaluatiom)..

Planning
Monitoring
Evaluation

Process and Content: The relationship between the community and
the ii - the community’s role in the demonstration site.

UNFINISHED
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INTERNAL

Notes for Letter to Commissioners

SF: I think we should begin with some kind of statement about
where we were on December 13th and what we saw as the challenge
and problems facing us. We began to investigate and consult with
Commissioners and people and people seemed to be zeroing in on
something that - I would not even call it demonstration site yet
- people felt that you have to ~do it”. It couldn't be a study;
one would have to "do personnelll and ,'do community ™ The response
to the generality and the amorphousness - and I would give
examples of both community and personnel - which came out in the
meeting reguire that we be able to at least specify what we have
meant. This led us, in conversations with you, to some idea of
demonstration. Maybe I wouldn't use the word demonstration.

[JR: The term ~demonstration" has been intentionally introduced
into our conversations with commissioners.]

As we began to work with demonstration, the upside was that [list
all the things]. Then we encountered a problem: all the work on
education has indicated that parachuting in a finished product on
demonstration will cause such and such a problem. So we began to
ask ourselves what to do about that, and about all of those
issues you [JR] talked about. So now what we are asking your help
on thinking about some kind of a mechanism that could close this
gap between "a parachute" and mere incrementalism, Dbetween a
parachute and the enthusiasm of the local community.



fedexec/4mn-w

Jerusalem Meetings
March 8, 1989

Meeting with Federation Executives

Before MLM meets with the group of federation executives, AJN
(and SF?) should discuss the desired outcomes of that meeting
with him. What are the guestions that the executives might throw

at MILM? What does he want to walk away with?
Some of the issues to discuss:

*centratlity of the federation in the Commission
*conscious decision to create a partnership of public and private
*the positive feedback we have been getting; the excitement
*central role of Mandell Berman
*the role of the 9 commissions on continuity
*substance: grappling with the following issues

(MIM should show them how much he knows)



Jerusalem Meetings
Mareh 10, 1988

outline for Final Repert

k. Jewish Bduecation at a Cressread
A. A changing Jewish ecommunity
B. Who are we loosing?
C. Reguirements of Jewish continuity

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

III. The Opportunity
A. Wave of Consciousness in the Diaspora

B. Wave of Programs and Innovation
(>ee Joel Fox papem)

IV. Best Practises

A. One vision - What is one ideal scenario for the next
Millenium

V. (Pme PRhan

One New Framework:

enabling -==>  persomrel ===>  Pprografmatic
options cemmunity eptiome

VI. Implementing the Plan ((Imnovatien Medel))
A. Innovation through
1. Partializatien

2. Protetype based en a partializatien precess

Vii. €enelusien



Jerusalem Meetings
March 9, 1989

INTERNAL

Notes on the denominations

SF: I think that at the next set of meetings 1n America we
should consider, in light of our discussions about the i.i., what
the role of the denominations is going to be.

It may have been appropriate up until this point to have the
denominations represented by the leaders of the training
institutions or the institutions of higher learning. But as we
move toward any conception of implementation, we must keep in
mind that the deliverers of services areessentially the
denominations plus Torah Umesora.

I am suggesting that we decide what contact has to be made by the
Commission with the denominations so that they are on board
before we announce any kind of implementation activity. One
approach could be for MLM to meet individually with each of the
institutions of higher Jewish learning and ask them that
guestion. Appropriate staff should be with MLM at that time so
that the full role of thelay organization and/or education
commissions be considered.

With the orthodox movement an interpretationwill have to be
offered to Lamm who may see turning to Torah Umesora as
undercutting centrist orthodoxy. This is a more complex problem
but we can't avoid it because Torah Umesora controls most of the
day schools of the orthodox movement.



Jerusalem Meetings
March 7, 1989

Summary of Discussion - March 7, 1989
at the offices of Nativ

Presemt: AJN, JR, SF, AH, DM

AJN opened the discussion by conveying MIM's expectations of this
series of meetimgs:

1. Building a Team
2. Achieving clarity on the issue of the iir
understanding it and developing it.

For the sake of clarifying misunderstamdimgs and correctimg
mistaken assumptioms, SF offered a brief summary of the
development of the Commissiom, particularly the evolution ef his
and AH'’s role. He also described in detail the "m.o." developed
by MLM, in the work of the Jewish Education Committee ({i.e.
research, translation into practice, implementation = all with
consultatiomns, forums, input firom outside experts, etc.)).

It became clear that:

1. While the ™m.o." developed in the work of the JEC is
not a formally adopted methed, it characterizes the work
of MIM, SF and AH. Taken for granted by the JEC team,
it was never spelled out te the planning group and it
is useful to do so now.

2. AJN's, SF's and AH's roles developed in response to the
crisis that faced the Commission as it was about te have
its first meetimng: lack of a director.

3. Because JR entered the process late, he was net party ¢e
the common history of the Commissien and, in teying teo
make sense out of the precess, made some assumptions that
need to be checked during this week.

For the remainder of the morhnimgy, disecussien feecused on the tepie
of the demonstration site and hew that idea led teo that ef the
ii. SF explained the netien of the demenstratien site and gave



several examples of possible functions of a demonstration project
(Gm the areas of recruitment, traimimg, profession-building and
retention for personmel). He then presented some of the problems
amd objections raised while developing the demonstration site

comoett::

—How would it be done? (lack of an implementation mechamiissm)

-For a practical field like educatiam, a finished product -
as implied in the concept of a demonstratiom center -
is imappropriate.

-The problems with the notion of a prototype in Jewish
educatiom.

-lack of appropriate personnel to run it.

The views of the demonstration site concept offered by Coleman,
Inbar, et al led SF and AH to the realizatiom that am
imstrumentality for implementation was needed.

AJN cited several advantages and several disadvamtages to
demonstration projects and outlined the concept of
“rartialization." He then presented a model for the process of
how demonstrations could be developed. This would include the
following stages:

—Creating a mechanism for establishing a partnership between
the various stakeholders in Jewish educatiom.

-identifying obstacles ((legal, pelitieall,, financial, ete.))
-designing model pregrams.

—identifying disincentives which create negative
preconditions that make the programs impessible.

SF and AH expressed the opinien that this medel would prebably be
useful in addressing the issue 6f procesws, howevet, we a¥re hot
ready at thies peint to deal with this process. In the esase @F
Jewish educatiom, we must first deal with ereating o¥ inventing
the content of what is going te g6 inte the process.

JR suggested that there are sefie exatiples of excellent pregrams
that should be built upen rather than bypassed in faver eof
something cempletsly new.

SF posited three prineiples that guide the thinking:

1, Refusal te acecept the status que. .

2, R@@@gﬁit;@ﬂ of how diffieult and ecefipliecated the process
of changing thee sthAUss quer iss. L

3. REcsgatioancE tHe el floyr assersng CesadlitPBANiArdeder
te €aiise systemie €hange.

Follewing luneh, AH ppeseagbgdaadeagt off tie jidogsrgmbnt'NiRich
will be diSameaedinndetadll oveer thiee cepliyd dins..



A few of the questions and concerns that were raised are:

-"academic team"™ or professional advisory board?
-relationship of the staff of the ii to its functions

~the feasibility of the research function

-what is the source of authority of the ii

-monltoring on a micro level the effectiveness of programs
-various stakeholders and publics that need to be addressed
—-funding sources - should they be incorporated inte the
board?

—different implementation needs for differemt types of
communities.



Jerusalem Meetings
March 8, 1989

Summary of Discussion - March 8, 1989
at the M.A.F. Offices in Jerusalem
Presemt: AJN, JR, SF, AH, DM

Following the previous day'’s preliminary discussionm on the ii,
AJN raised several issues that he sees emerging:

-commissicrers:” involvement in the process of the ii = how
to "sell™ the ii concept to the Commissiom

-the job description for the director of the ii

-linkage of the ii to specific content areass.

AH urged that we continue to discuss the ii before addressing
these issues. She agreed that we will need tco find a stromg,
capable directaom, but we must first determine what the ii will
be, what it will do and how it will functiom.

SF reviewed the 1ii model, offering examples of how it would
relate to different content issues in different commumnitiess.

AJN raised the gquestions of what should happen between now and
the next Commission meeting and what the agenda of the Jume 14th
meeting should be. It was agreed to return to these guesticons
following further discussion on the ii today and tomorrew..

JR asked several guestions about the ii : E.g. What is the theory
of change that informs it? Will existing institutions welcome a
sudden infusion of new personnel?

AJN introduced the notion of the ii as an "intermediary
organizatiom™ and described several examples of intermediary
organizations with which he has been involved.. He noted that the
success of an intermediary organization depends to a large extent
on the strength of its directaonr.

A lengthy discussion on theory of practice clarified some of the
concepts on which the ii is based.

The draft of the ii paper was reviewed in detail. DM will
produce the "Rashi commentary”™ (@ll remarks relevant to each item
discussed)) early next week.

Following the lunch break, the list of assignments was reviewsd.
(Must be continued tomorrow - from item 15.)



Jerusalem Meetings
March 9, 1989

Summary of Discussion - Evening of March 9, 1989
at "Eleh Mah" Restaurant

Presentt:A JRJNJR,JRSF,S FAH,AHOM DM

AJN raised the question of how to bring the commissioners up to
date and best convey to them the concept of the ii. He believes
that their first impression of the ii will be critical and we
should seek to minimize misunderstandimgs. Various suggestions
were made as to how the commissioners might be able to offer
imput before the meeting of June 1l4th.

It was decided that prior to the meeting of March 30th, a draft
of the letter that will be sent to the Commissiomers will be sent
to the Senior Policy Advisors for review. The letter will trace
the development of the staff'’s thinking since December 13th (i.e.
from the enabling options teo the notion of demonstratiom to the
concept of the ii). Verbal briefings should also take place
(@oW/Ariel, JR/Woocher, SF/Rotman) .

Various formats of the June 14th meeting were discussed.

SF expressed concern that a strategy for dealimg with the
foundation heads has not yet been developed. AJN will discuss
the issue with MLM and HLZ.

The issues of Personnel and the Community, as distinct frem the
ii, were again raised. JR reiterated the point made earlier in
the day that even if the ii is entirely successful,, it may not
completely answer the needs. SF urged against early closure on
the possibility of task forces. AH suggested that a simulatiom
of the ii might be useful at the next meeting of this group.



Jerusalem Neetings
March %, 1989

Summary of Diseussion - March 9, 1989
at the offices of Natiwv

Present: AJN, JR, SF, AH, DM

The day began with a review of the summaries of the prewvious
days’ discussiomsi. Corrections were made.

The group then resumed the item by item review of the assigmmemt
List. (Bee amended list.)) Some of the issues that were
discussed in detail are:

-the mnine local commissions and how they should bhe
related to

-the relationship of the Commission with the variows
denominatioms, in light of their roles in Jewish
educatiom, their histories and intermal structure
-JESNA‘s possible sensitivity to the ii comncept and
its potential role in relation to the ii,

The remainder of the morning was devoted to discussimg the final
report. AJN presented the draft of an ocutline in which several
of tthe mnotions which had previously been considered as separate
papers are imcorporated (e,g. the state of the field,, best
practice).. Background papere for the report could be commnissieored
and each might represent in its own right a significamit
contribution to the field ¢of Jewish educatiem. All agreed that
this was a useful model. AJN and JR will prepare a secend draft
outline for circulation among thie group.

Following luach, SF described what he saw as gome of the
potential 1limitatiens of ii and suggested that we hneed to
consider what other activities might supplememt it. The ii, eof
necessity, will not be able te serve all purposes. We mnuskt be
careful that important matters related to Persorrell and the
Community are net 1lest in terme of the macre goalsy of the
Commission. ((fo be discussed at the werking dinner on Thursday

evVemnimg..)



den/5MN-W
MEMORANDUM ON THE COMMISSION AND THE DENOMINATIONS

1. THE PROBLEM

a) By denominations, we mean the national and local synagogues
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 the
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
ii.

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

3. STEPS TO BE TAKEN

a) MLM 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 staff.

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

c) We might choose from among the ~“Possible Approaches" 1listed
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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March 6, 1989

Baruch Haba, Joe!

hope your flight was pleasant and that Jjet 1lag
isn't too severe.

Enclosed is the schedule for the next few days
(slightly different versions for you and Dr.

Naparstek) . We are all looking forward to a busy
and productive week. We begin tomorrow at Nativ at
8:00 a.m.

I would be happy to pick you up tomorrow on my way
to the office if you'd like. Just call me at home
this evening (tel. 249302) and let me know. Or if
you would prefer to get to Nativ on your own, the
address is 10 Yehoshafat Street in the Greek
Colony.

Dr. Naparstek is staying at the Laromme Hotel (tel.
697777) , should you want to contact him this
evening. Annette's telephone number at home is

1802. She asked me to tell you to feel free to
call her if you need anything at all.

L'hitraot machar,

10, Yehoshafat St., Jerusalem 93152 Tel. 02662296 ;699951 '?u .93152 or2w1N 10 vaw I

Electronic Mail: 05:GLT490 P.0.B 4497, Jerusalem 91044

‘m

.T.nDM?w110,4497
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MLYNIN LIX
ANNETTE HOCHSTEIN

February 27, 1989

Ms. Karen A. Wilcox

Senior Associate

Isaacson, Miller, Gilvar & Boulware
The Frost Building

105 Chauncy Street

Boston, MA 02111

Dear Ms. Wilcox,

Thank you for sending me so promptly the
information concerning searches by your firm. I
read with interest and will share with my

colleagues.

During the next several weeks we will be
determining some of our specific needs.

I will contact you if and when we decide to choose
the professional search route.

Sincerely,

Annette Hochstein
Director

10, Yehoshafat St., Jerusalem 93152 Tel. 027662296 ;699951 'YL 93152 oY1 10 vavain 'm

Fax. 972-2-699951 P.0.B 4497, Jerusalem 91044 .T.NDYwI1,4497
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Tel.: 972-2-662 296; 699 951

Fax: 972-2-699 951 FACSIMILE TRANSMISSION

TOx DR. ARTHUR NAPARSTEK DATE MARCH 15, 1989
FROME  pppon oo NO. PAGES:

FAX NUMBER: 001-216-391-8327 3

Dear Dr. Naparstelk,

Attached is the summary of our meeting last Friday,
plus suggestions for the commissioner feollow up sheet
which were discussed at that meetimg. The latter may
not be complete, but I hepe it is usefwl.

Sincerely,,



Summary of Diseussion - March 10, 1989
aE the MAF offices in Jerusalem

Presemt: AJN, JR, SF, AN, DM

The summaries of the previous day’'s meetings were read and
eorrected. The amended assignment list was reviewed in detail and
decisions were made on those items that had been left opem.

The issue of maintaining current files on each commissioner was
discussed.. A form for keeping track of contacts with
commissioners will be designed and put into immediate use.

SF reported on his telephone conversation with HLZ regarding Joel
Fox's article. SF will write to Joel Fox with the following
Ccommemtts::

The paper is useful but should be reformulated in light of
two lissues:

1. The denominations are the primary deliverers of services;;
the central role of the federatioms in Jewish education is
not yet a reality.

2. The description of the experimemtal programs as
"sunccessful™ may be an overstatemenitt.,

The subject of a director for the ii was discussedl.. AH presemted
imformation about the possibility of hiring a professiomal search
company to identify potential candidates.. Those presemt prefer
not to try this for the time beimg.. AJN will draft am outlime of
the job description and circulate it among the planning group for
comments. A first list of names will bhe generated for discussdiem.

AJN concluded the meeting by returning to the objectives for this
week, which he had introduced when work began on Tuesday:

1. Building a team

2. Achieving clarity on the ii

Participants agreed that both objectives had been accomplished
and expressed satisfaction that many of the dysfumctiomall
elements among the group had been resolved gquickly, allowing for
fruitful, content-oriented work. The need to maintaim effective
communication among this foureome was discussed and it was
suggested that this group ((plus other members of the planning
group) alleocate priority time to discuss the detail of the wonk.
The nature of discuseiens within this group has achieved a new
parity as a result of the exchange of ideas and informatiem that
has taken place this week. AJN expressed optimism that, togethewn,,
this group will be able to facilitate pregress in the
Commission’e work.



Suggested Elements for Commissioner Follow-up Sheet

1) Name of Commissiomen:

2) Contact Persom:

B) Profile:

Foundation/Educator/Community Leader/Scholar/Head
of Imstitution etc.

Degree of Influence
Potential Grantor

Special interests related to the work of the Commissiom

4) Contacts:

a.
b.
c.

dl

Meetings: ((@ate, place, participamts;, comtent))
Telephone conversatiems: (date, participantss, cemtenin)
Letters (@ate, writer/recipiemt, content, respeNss))

Participation in small group meetings (date, which
group, role)

(Beports Attached))

) Outstanding Issues:

®) ARetiens teo be TFaken:
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W ar Eastern and Loitununal Servii'e
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March 14, 1989

Mr. Morton L. Mandel
Premier Industries

4500 Euclid Ave.
Cleveland, OH 44103-3780

Dear Mort,

I know that you will be briefed thoroughly by Art
Naparstek on our trip to Israel, but I wanted to add my
own perspective and thanks.

For whatever reasons our last set of meetings in Cleveland
in February was not a successful moment for communications
and left our team divided. It meant that Art and I were not
really in touch with the direction of thinking that Seymour and
Annette were developing around the concept of implementation
("the ii") and were not clear on our own roles as members of
the team. Clearly the team needed to be reconstituted.

The possibility to meet for four uninterrupted days in
Jerusalem proved a wonderful remedy. It was not easy at first,
but everyone was dedicated to working through misunderstandings
and working on gaining mutual understanding. I cannot over-
emphasize how graciously Seymour, Annette and their staffs received
and hosted us and gave us their undivided attention until we
could reconstitute ourselves as a team. When at the end we each
spoke of how these meetings had met the goals we set for them.,

I felt grateful to you for this opportunity and fortunate to
be part of a team that functions at this level of quality
and dedication.

There obviously is much work before us, but I believe
we will all approach the work now with a fuller heart and a
clearer mind.

Sincerely yours,

Joseph Reimer

ng
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cc:  Arthur J. Naparstek:jﬁl
Virginia F, Levi

.

TO: Morion L. Mandel FROM: Henry F. Zucker J__ DATE: 3/9/89

REPLYING TO
YOUR MEMO OF; _

Of MAM 1M1 N1/I'LAN1 IUCAHON

SUBJECT

Sara Lee’s February 27th letter to you is excellent. I would like to comment
on two points,

She suggests convening a special task force to investigate the question of
personnel and to report back with recommendations, presumably within six months
to a year. 1 think this is a very good idea, especially if we designated one
person to take the lead in preparing a paper on the subject for the
consideration of the task force. Unless that is done, we will not be able to
get a report back in six months. It is very important to keep on our timetable
for the work of the Commission which should conclude its work and make its
report by late spring or early summer, 1990.

I like very much her idea about finding communities which would be laboratories
for program experiments and for communal leadership development for Jewish
education. We have one community in Cleveland clearly on the way to
undertaking this already. The idea also relates closely to the Fox/Hochstein
"ii" idea with the added advantage of placing the emphasis on local community
development rather than on the national component. By combining the
Fox/Hochstein thrust with the Sara Lee idea, we may very well be on the road to
satisfying the need to deal with the programmatic aspects as well as with
personnel and community.

1 believe this subject belongs on our agenda for the March 29*30 meetings of
the Commission planning group and Commission policy advisory group.
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Towards the Third Commission Meeting

Phone Conversation: Mike Inbar and A.H.

March 13, 1989

1. As we are about to prepare a second draft of the "ii", a
number of points needed further deliberation with Mike.

2. The topic was implementation. I told him where we had gone
with the project since our conversation in N.Y. and reported on
the content of consultations (Jim, David Cohen, etc.) and of our
meetings in Jerusalem last week with Art and Joe. He thought
their coming was important for beginning to create the conditions
that would remove us (SF,AH) from the center of action.

3. "Finding the right head for the ‘/ii’ is the $64 ,000
guestion.1

We discussed this matter at length:

We should see ourselves now in the position of a Chairman of the

Board who wants to nominate a CEO. The decision itself -— the
last selection, must be taken by the full board for a number of
reasons — i.a. though the board (the planning group in our case)

may not always choose the top executive, it is 1likely that the
collective decision will prevent choosing a lemon. (!?)

The head of the "ii" should be a Jew, however he does not have to
be an educator or content-knowledgeable. He has to be a role
model by way of being an extremely responsible person, who can
deeply understand what we want, and to whom we can truly delegate
responsibility. He can be either a combination of administrator
and educator, or one, or the other, and take on someone to work
with him in the area in which he is not an expert.

It is essential that we (SF/AH) remove ourselves from the first
row of responsibility for the project. We should line up 3 to 5
very attractive candidates for the post. Mike thinks this is our
responsibility. We should bring this 1line up to the group for
selection.

4. a. Lengthy discussion about the whole concept of the 1ii" and
the extent to which we feel comfortable with it and are secure in
it. I explained that we are guite comfortable with the concept as
a way of coming to grips with the implementation. However, we
have deep concerns related to taking a very big risk — as there
seems to exist no such mechanism to take example from in the area
of general or Jewish education.



4.b. M.I. said that he feels very comfortable with the notion of
the mechanism for implementation (("iii"), with that notiom being a
goed one. Hewever, he has what he called “a functional concerm"
that what he had done in the conversatiom with us was to
illustrate one wav in which one might deal with implememtatiiomm.
If that way is one with which we are comfortalilee, and if it is
“gsatisfyeing” to us, then we should adopt it and move ahead full-
gteam. However, if we are not comfortable with it, we ought to
consider toying with alternatiwves.

4.c. M.I. suggested that we consider, as a safeguardl,, taking one
or two good people and asking them to draw a scenario of
implementation -- if no mechanism were to be set up. In other
words, how would one do a demonstratiom center without a
mechanism, say in Chicago? As the conversation went om, Mike
thought that this could be a helpful exercise for us in any case,
and that it might be of good use for interviewing prospective
directors. Despite all his backing for the "ii", it might be a
fall-back position we could feel comfortable hawimgy;.

In sum, Mike was extremely encouraging about the way we are
goimg,, and with the progress of the project. He was very keen to
be kept abreast of the work.
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I'g Imi:lay,

TO: idombsissdion. Planning finoup meﬂdi
|

REPLYING TO

LA B AT 1| AT TIK AR YOUR MEMO OF:

SUBJECT: Commission Communications

Enclosed are coples of communications relating to the Commission,

pertaining particularly to the role of the Reform movememt (HUC

and UAHC) in the Commiadinn. T widll)t manrdnoe dn rircdbate Gilbah
mntn el -c‘-e-—-rn-—l-n-r’-—wn-“-I-'h" ey mm

Distributiom;

mowr Fox
vAnnette Hochatein
Morten L. Mandel
Arthur J. Naparatek
Joseph Reimer
Hévisn T, SHaih
Henry L. Zucker
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TO: Virginia Levi
FROM; Joe Reimer

RE: Communication (2/21/89) with Sara Lee

I called Sara in reference to developing a plan of outreach to the Reform
movement. I made reference to the letter from Rabbi Syme of UAHC of which
3he had heard from Seymour. She wanted to actually see the correspondence,
but in the interim thought we have a real problem with the Reform,

The problem lies in the relation between HUC and UAHC. Whereas 1in the
Conservative Movement, JTS has the real power, in the Reform, it is the
Union (not HUC) that really represents the movement. While we had to
include Gottschalk on the Commission to parallel Lamm and Schorsch, she
thinks we also need to consider the possibility of adding Alex Schindler,
the executive of UAHC and possibly the most powerful force in the movement.

sees 1itself as excluded from the Commission, he might not do it.

This is ticklish indeed, for Gottschalk might see any such move as threaten
to his position. But, and here I (JR) am speaking, we do have an inactive
Reform rabbi on the Commission and we might wish to supplement Zeldin's
presence with an active rabbi from UAHC.
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February 27, 1989

Mr. Morton Mandel

Commission on Jewish Education in North America
4500 Euclid Avenue

Clevelamnd, OH 44103

Dear Mort:

In the weeks that have passed since the December meeting of
the North American Commission on Jewish Educatiem, I have
,thought many times of the extraordimary nature of this

undertaking and the challenges and possibilities that the
Cwbhdldaslvns Wil AW -thd. Ad I havd WKUlduiedl e ATSMeulhhg

of the December meeting some ideas have emerged in terms of
processes that might contribute to advancing the agenda of the
Commissiom. I share these ideas with you in the hope that
some of them may prove helpful to you and the staff of the
Commissiom.

While there was the consensus about the importance of the
personnel issue in Jewish educatiom, wvidely divergemt views
about the nature of t¥w problem and its policy implicatioms
vare expressed. In reality, there is verg little systematic
research about d¢he nature of the problem beyand the ctruggle
that all Jewish educational institutions face in recruiting
and retaining teaching and administrative persormmll. In
public education the assessment of the personmel problem has
fiavelved leading academiciana and public efficialy., Their
deliberations and the research they have initiated reveal that
the causes for the personnel proklems in educatiom are
multiple, and that the causes are in many cases aystemdc,
This leads me te eeneciude that the guestion of perzorsel for
Jewish educatien needs in-depth investigation if effective
responses te the preblem are te be develeprd. Sueh
deliberations weuld be difficult to ecenduct in Cemmissiom
howeve¥, that the” cemmissien eould™ evexa® adadudpyiel a
speeial task feree teo investigate the gquestion of persomel
and to repert bask with recemmepdatiems. Sueh a task feree
sheuld be limited in sige, but net perspectiive, and aheuld ba
gpeeteé to cempiete its deiiberatiens withim six (6) memers
8 yea¥.
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Mr. Morton Mandel
Page two
February 27, 1989

The assignment of the personnel guestion to a task force of
high guality would enable the North Americam Commission to
focus its attention on the other areas of concerm that have
been raised.

Another conclusion I drew from the December meetimg relates
to the high level of commitment of many Commission members to
programmatic interventions as the path to improvimg the
guality or jewisn educatiom. wnille tne Issue or perscmmel is
certainly central to any programmatic initiatiwes, there is
the possibility of moving ahead in areas of program on a
limited and experimental basis. I would add that the comcerm
ffnr aifiplloping nenminity laadiamship and advecacy could be
addressed within these experimental models. My assumptiom is
UG Y il aliigglon oy mene ble Giei v eistlidviy, @uili Wae W Lowvaws UL
early childhood, would serve our or a ecessnnnity's interestk,
Imstead, a constellation of several programmatic opticms could
be developed with a number of commumnities;,, each constellationm
reflecting the unique realities and needs of a particular
community. In the light of differemces among communities
based on size, regional locatiom, communal structure, and
demography, it would be appropriate to select commumities
which reflect the range of differemcs. Suppeort for these
communal experiments in Jewish education would depend om hoth
the resources that the North American Commission could
develop, as well as the community itself mckilizimg resources

from yifhin.  Ip that way, the commuynities in Cuestiom woula

o o e

would qenerate impoptapint dataababoutthehepripriicwi tyandnd
implementation of the programmatic optiens we have been
considering. In additiom, these experiments could serve as
catalysts for other communities not initially invelved im the

supavinmantal phamsa

[ XTI €l LI LW B A LY By 0 i et T i P W il el

sctivities 9F T Roi Uf Ridexivasi SGWaAsIHs have engenrdered

point te several ehallenges Fipst, the guality of Jewish
educatish &3RRBE bs addrsased without cendidening

imstitutional and cemwmunal realities that impact upom the
quality and oFTEetiveness obf bty edwatijordl efforts.
Hepefully, the Eemmissien can find a way teo fagilitate the
gathering ef these individuals and erganiratiens that need te
probe and address these contextudl realities. Beeeord, there
is a paueity of researeh of any kiRd te suppert sur aSELETRAAE
ef the preblems of Jewish edueatien and te suggest pPromizing
Eefedies..
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Mr. Morton Mandel
Page three
February 27, 1989

As a long ¥Hamgec goal I would hope that the Commiweiom cam ba
the catalyst for the initiation and funding of key research
projects that would enable the Jewish community to plam for
the future of Jewish sducation on a foundation of knowledge.

I want to express my appreciation for the opportunity to be
a part of the deliberations of the North Americam Sommissiion.
Your commitment to the future of Jewish education in gathering
together this outstanding body of leaders and inspiring them
to confront the difficult questions we have been discussing
presents us with a unique opportumity. The activities of the
commission have already focused the attention of the RNarth
American Jewish community on Jewish education in a way that
holds forth great promise. I hope this letter makes a
contribution to our ongoing efforts, and I look forward to
seeing you at the meeting in Jume.

Sincerely,

Sara 5, Lea, Director
Rhea Hirsch School of Education

SSL/£)

cc: Dr, Arthur Naparstek
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ON JEWISH EDUCATION

IIS iN O R im

4500 Euclid Avenue
Cleveland, Ohio 4410.3
216739176300

March 8, 1989

Professor Seymour Fox
The Jerusalem Fellows
22A Hatzfira Street
Jerusalem, Israel 93152

b)
Dear Seymour;

This is a reminder that the next meeting of the Senior
Policy Advisors for the Commission on Jewish Education in
North America has been scheduled for Thursday, March 30,
1989 from 10:00 a.m. to 4:00 p.m. It will take place at
the JWB offices, 15 East 26th Street, New York City.

I hope you will plan to attend this meeting. We have much
Lu die June 14 meeting of the Coiwniaalen,

and your input is essential. Please let Ginny Levi know of
your attendance plans by calling (216) 391-8300.

We look forward to seeing you on March 30.

Sincerely,

Arthur J. Naparstek
Director
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3/17/89 DRAFT

MINUTES: Commission Steering Committee
DATE OF MEETING: March 15, 1989

DATE MINUTES ISSUED: March

PRESENT : Morton L. Mandel, Arthur J. Naparstek, Virginia F. Levi
(Sec'y)
COPY TO: Henry L. Zucker

I. Assignments
A. Process
o WrEREL . VET. Wtll dt
breakdowns by person and by function and will maintain a master on

the wall of her office. This will be checked daily and revised

manually as changes occur. They will De upaacea regular!y 1lu
remove completed assignments and add new ones. VFL will begin the
process by developing and posting assignment lists for the Public
p.«litiono CommitBee**, fftr proparaHnn.o for the June meeting, and for
AJN's assignments. MLM and AJN will review this and advise on

design, as appropriate.

B. The assignments generated at the Commission planning group meeting
of February 9, as revised in Jerusalem the week of March 6, were

reviewed with the following results:

1. 111 il Wt -1vin on the fiafcvtve afwitho grr<ooin:
between now and the June 14 meeting, VFL is to send a list of

commissioners to MLM, AJN, and HLZ. This list is to include
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tpace for comments and a plan for contact, MIM, AJN, and HLZ

Wild RaKxe NOEes ON any COmmMissivmers Loi winwi uloy lmve
suggestions and return them to VFL. These will be reviewed in
order to decide on next steps, which may include holding

regional meetings.

2. The Commission Steering Committee should meet as soon after
each Commizsion-related meeting as possible to determine what

“mext &teps” are necessary.

3, Meeting dates should be set as far shead as possible and listed

on the Calendar of Events for the Steering Committsa.,

4. With respect to the meeting of commissioner sducators being
arranged by Joe Reimer, and all other meetings being planned

related To comniselon activities, v cuwivaers. ehuuld Ve aaked

to submit & write-up of pbjectives and design in advamnce.

5. The matter of how to handle Rabbi Zeldim, if at all, will be

reviewed with the senior policy advisora on 3/30 in the centext

of a strategy for the denominatioms.

C. Budget

It was noted that s number of the assignments cannot be undertaken
until we have & better sense of the overall budget of the

Commissiom. AJN and VFL will werk with KJK and Mike Cele to
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develep a format for a chart of accounts. Once this 1s set:-it is
to be done &8 seen as possible--we will get a monthly finamcial

teport from Federationm,

The Steering Committes book will include a section for fimamcefal

reports. This will include a table of contemts and dividers for:

L. Commission budget

Y Tearaa)l office
3B, Other

4, Monthly financial report

By March 29 we will have a chart of accounts to review with tha
planning group, Thereafter, this will be a regular agemda item for

the planning group.

Geney neiples

The Iist of general principles was reviewed. Some were ldentified

66 mewdgemend? and willl Ka plassd e Appwepdf ARH Ansighment 119t

Others remein as general principlea and will be placed im the notes

section of the Stesiing Committes beok.

Other

Brief discussions were held on an Israsl affiece budgev, the
sonmissioning of papers for a final ¥eport, and a public relatiems
brochura. 1t waé mgresd that further discussien is dependent upen
the establishient 6f an appreved budya't.
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Commissionex Contact
A proposed format for a xoomisislomwer comtrdet £6¢]dswupo shesit was

rEvifEEn.  miid agfifan conraeddpisgs nriong solaconlyy 1Y A Hrafis sedih ke

circulated for review of cHmmitteretaemberismrs.

The first draft of an agenda for the 3/30 senior policy advisors
meeting was reviewed and fleshed out, Items which should appear on the

agenda include the following:

A. HBrogesss raport (L2713 ©8/3¢30Y - FRvom cemidilibng cpstbons tro
implementation mmetkanisn; how did we gt tters.
[1, Discussion and questioms]

[2, Reactioms]

B, Tive 1{ conzapt

C. Hiow tho (prassnt tthe il cwonespt to comnmissiommrs:
1. Before 6/14
2. On 6/14

3. Other

D. PR amil outreach swatus reporteport

E. Mmidfriiord] Itsms to be drawm ffoon the assignments sl revdliswed! by

planning group members bwfore thee final agenda is set. set.
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TO: Art Naparate”

from¥* Joe Reiner

date; March 16, 1989
RE: Briefing Jon Waocher on 3/14/89

I briefed Jon on our Jerusalem discussions about the rii", Jon
reacted very positively to the concept. Immediately agreeing that the
model of @ mediating mechanism made very good sense to him. = He
resonated with the idea of consulting with and helping communities to
plan for significant changes in their 3ystem of Jewish educational
delivery.

Jon also saw a good deal of overlap between the '"11" as proposed
and the miojun & tfBOMA. AL viie puldi* tie U116 pj.an tOt -11°-

sounded like what JESNA would be doing were it to have more ample
financial and staffing resources,

Jon believes that even as currently constituted and funded jesna
(the staff) has gained alot of experience in working with communities
on plans for upgrading Jewish education. He predicts the “11” staff
will encounter the same nuts and bolts problems in negotiating with
communities as have JESNA staff. The problems”of 1. fragmentation
within the system of Jewish education,
2. strong vested interest which resist change,
3. the lack of date to guide change,
4. the need to educate lay leadership, and
5. the need for more professional expertise to guide the change.

Jon urgently suggests that in planning the "ii" that we (the
Piarming group) come and spend time with the JESNA staff and share
our thoughts and learn from their on-the-ground experience with
community planning and consultation. He npymmiv *nfl Ann-atto
and us to even find time during the first week in April.

Jon agreed to host the meeting of Commission educators on either
April 5 or 6 in New Kotk. 1I'll be calling the educators and seeing
what Is possible.
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TO: Mot Napastecke

FROM: Jhet Ry met

DATE: Méaohh 221, 119889
SUBJECT: Commissioning Paper::

In our discussions In Jerusalem with Seymoaur amdd PArmetite, we agreed
that the Carnegie Report might serve asaa modede fHar thHikding about a
final report for our Commissiom.. Our attentiom was drsewn two the
background papers which the Carnegle TasksWFoF¢ececommiissslicmad which
appear as ah appendix to the report and are the basis on which the
report -is writtem. We were conslidering commisstionimg background
papers in Jewish educationm to serve the same purpose.. But papers on
which topics?

Here Is a first shot at thinking about possible topics for papers to
ie commilssioned..

1. A changing Jewish community

There is a considerable body of demographic research on changimg
patterns within the Jewish Community which can be drawm upom to
answer the questiom: What is the proper basis for a contemporary
Jewish educational system?

2, The history of efforts at meeffoormm Irn dkemMbsh edbosdt ban

This is a ffielidl whilicth lises deeen g Cico redfiom 1Lseellf almost
from the moment of its Imceptiom. Dissatisfactiom with the status
quo and calls for change are a constamt. Why have these past efforts
not been asuccessfwl and what would It currently take to make systemic
changes?

3. bAn organizatiemal analysis of the fleld.

Very few of us fully understand what the roles of central
agencies, denomimatiens, federations and local agencles are in the
funding and memaglimg of IJewiish eabucztion. Wi neesll ga cdlleser analysils -
at least in seweral logelles —off what thkee sopadteam off Jrowlishh educatilom
is and how these variouws organizatioms play their role fn the
syatem. Also, what are the openings for organizatiomal chamge?

4, A program analysis of the field.

why do programs of top educatiomal quality co-exist with programs
of low educatiomal quality? What accounts for "effectlivemess™ and
the lack thereof in schools, camps and programs on a lyval Hikl a
natigmal twrwet? wimt reles Ju persommel end community play in the
question of program effectivemess?



5. Wwho are the perseopnmel In BWgedish  .UC-9Lfon?

We need as clear an analysis as we cam gett = based on the limited
date - on who are the persommel] - at the difficult levels - In Jewish
education today. What are the levels of traimimyg, the ways of entry

inte the field, the paths eof advancenemis, the degrees of

satisfaction, the opportunities for cenptinuimg edweatiwn, ete. =
available in the field today?

6. The rcle of the trainimg institutiomns

What role havetithemelidpitituitdiomnse puwspdamhdhhowcaan thehed rr oeles
be expanded to meet the future needs off tHiis flielld? Why dp they hewe
s0 few students in the field? Are there larger markets they are not
reaching? Are there modelg of effective outreach they could empley?
Do they play an effective role In continuing educatiom and how could
that he improved? Ts there a way for their pooling of rescurces to
be more effective? Arkrd helreranodedsl sodf tresimlimg outisstide tite esxdissttling
institutions which oughdhttotdebetrtimid dlyy thiee Jharlisth Chammrniity .

7. sStandards for persommel In the fleld

For any field to achleve a professional status, the £ield has te
have active standards by which it judges and qualifles its own
numbexrs.. Jewish education as a field enee had a more effeetive
llconoure proaesdure fui fleatdhers whiem has fallem Inte dlsuse.. What
are several models by which reasonable s=tandards could be re-
Imtroduced Into hiiis fileld to allow for greater professional status?
For which persommel s this a reasonable expectatiom and hew are we

to think about paraprofesslomals and avocatlomal teachers fn the
field.
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An Instrumentality for Implementatiom

8. Fox & A. Hochstein

I. BACKGROUND

Between August and December 1988, the Commissiomn om Jewish
Eduecation in North America engaged in a decision-making process
aimed at identifyimg those areas where interventiom could
significantly affect the impact of Jewish education in North
America.

A wide variety of possible optioms were considersd.. The
Commission opted ffor focusing its work initially on two topics:

1. Dealing with the shortage of gqualified persomnel for
Jewish educatiom; and

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

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

II. THE CHALLENGE

The wide consensus amongst commissioners on the importance of
dealing with personmel and the community did not alleviate the
concern expressed by some as to whether ways can be found to
significantly improve the situation in these two areas. Indeed,
a number of commissioners suggested that agreemenmt that these
areas were in need of improvement has existed for a long time
amongst educators and community leaders. Ideas have beem
suggested; articles have been writtem:; 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
problem is, but have not yet devised a workable strategy for
addressing it effectively in the field.
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The challenge facing the Commission is to develop creatiiws,
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..

III. HERINGEING ABOUT CHRN

A. From the Optioms to Demonstration Centers

The theoretical basis for undertaking the persommel and community
options has been debated by commissiomers,, staff and outside
experts. Though the deliberation will contimue throwghout, 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 begum to
consider implementatiom:

1. The community and personmel options are interrelated and a
joint strategy involving both must be devised. Indeed,, dedicated
and qualified personnel is Likely too afffedt thhke attitwde of
community leaders. Similarly, if the community ranks educatiom
high on its 1list of priorities, more ocutstanding personnel is
likely to be attracted to the field.

2. Dealing effectively with the persomnel issue will probably
require a comprehensive approacth: recruitment,, traimiimyg,
profession-building and retention will all have to be dealt with
simul tanecusly..

3. In addition to the complex package of interventions reguired
by (1) and (2) above, thHeidissue of titee tHimeecnesessary to
imntroduce 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 involved from the very
beginning of this process. This includes commissiomers, natiomal
organizatioms and institutiems,, local organizatioms and
imstitutioms, professionals ((Iocal and national), and funding
SOUrCces..

5. The task is vast amddcoompierncandilgill bee difficult to
address at cnce and across-the-board.

5. Significant questions concerning the implementation of the
two optioms can only be resolved in real-life sitwatiors,
through the dynamics of thinking for implementatiom, and in the
actual act of implementimg..
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T For all these reasoms, we suggest that the Commissiom
establish demonstration centers where we cam deal with the

community and personmel optioms.

8.By dd&yondemanstrattoitecentermasn meanite sitecofamuobmmunity, a
network of institutioms, one major institutian, etc.)) where the
best ideas and programs in Jewish education would be demonstrated
in as comprehensive a form as possible. It would be a site where
the ideas and programs that have succeedled,, as well as new ideas
and experimental programs, would be undertakem.. Work at this
site will be guided by a vision of what Jewish educatiom at its
best can be. The best personnel would be recruited and educated
on-the-jab, the best leadership of the community would be
recruited and inspired to take ownership and offer guidance to
developments..

9, The assumption implicit in the suggestion of a demonstratiom
center is that other communities would be able to see what a
successful approach to the community and persommel optioms could
be like,, and would be inspired to replicate the ideas and
programs in their own communities. Successful demonstratiom
centers could create a snowball effect and lead to across-the—
board change in Jewish educatian.

B. Firom Dewmorstiesatticon Cantesr tho a Méexdemiism for Tngplleemsertzattiioon

1. Ms dbemorrstedtbon certters weere Hee hng coomd dderdd, aa nnubleer off
guestions and issues related to their implementation arosa:

2. Implicit in the notion of "demonstratiom™ is the assumptionm
that one knows what should and can be demonstrated. However, at
this time some of what should and can be demonstrated in Jewish
education needs to be developed or created.

3. Programs for implementation are seldom successful when they
are "top-down™ programs. Indeed, there is likely to be local
resistance to change when communities or institutioms are givenm
ready-made plams.. Communities must play a major role in the
imitiation of the idea, they must be full partners in the desigm
of programs and be responsible for implementatieon.

4, Numerous gquestions need to be addressed in considering the
demonstration center approach: Who will undertake the strategic
thinking? Who will plan and ensure that the standards and goals
of the Commission are maintainmed? Who will actively accompany
the ideas through their stages of development and implementatiom?
Who will deal with the unreseclved issues as they arise in
implementation? Who will see that things work, and that they
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can be replicated? Who will consider issues of change and
replication of change throughout the universe of Jewish
education?

B, A strong case exists for initiatimg change througth
demonstration centers. However, as the above issues were beimg
considered by the staff —— in extensive consultatiom with experts
— it became clear that a meams, a mechanism, is needed to deal
with the development and implementation of demonstratiom cemters.
A way to mediate between ideas and implementatiom needs to be
devised.

®. 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 desigms, develops and builds the
prototype of a new product, improving upon it umntil that product
works. When problems and issues arise during the process of
constructing the prototype, they are dealt with and resolved im
the unit. Lessons learned from implementation are absorbed amd
used to change, adapt and modify the product;; the product is
adapted to specific local needs, etc.

7. If successful,, this mechanism could pre-empt a recurrimg
weakness of demonstration projects in general education as well
as in Jewish education - that of managing the precess from the
imitial idea (e.g. set up a demonstration center for personnel in
Jewish educatiem) to its full implementatiomn.

8. It is therefore suggested that a mechamism fex
implementation be created to be called (for lack of a better rame
at this time) "The Instrumentality for Implementatienil (the i),

IV, THE INSTRUMENTALITY FOR IMPLEMENTATION (i3)
2, The Missien

1. The ii will be a free-standing mechanism for the initiakiom
and proemetien of change and innevatien in Jewish education. A%
sueh, it sheuld be a plaee guided by visioh, tegether Wikth
rigoreus werk and creative thipkimg. If sueeessfull, it will be a
seuree of ideas, charaeterized By apn atmesphere of fermrtu,
search and ereativity. It will be the driving foree for chanife.

2. The ii will design and revise develepment strategies = often
in cencert with other persens and institutions. It will be 3
full-time catalyst for develeopnent efferts for Jewish edueatiiin.
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3. The ii will undertake the assignment of creating demomstratiom
centers. These demonstration centers will deal minimally with
the two enabling options - where personmel will include:
recruitment, traimimg, profession building and retemtion, and
community will include = bringing strong leadership into Jewish
education, changing the climate and generating additiomal funding
for educatiom. In dealing with personmel and the commumityy,, it
will also be dealing with programmatic optioms, 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 demonstration center is to bring about major
change in the quality of Jewish educatiom in that center,, through
a successful approach to the optioms of persommel and the
community. The importance of a center resides both in the
possibility to effect and demonstrate change therw,, and in being
the basis for inspiring change elsewhers.

5. The demonstration center will be a Jjoint endeavour of am
interested local community and the ii. The ii will assist im
setting up the local mechanism (local ii) that will undertake
responsibility of the demonstration center. Each demonstratiom
center will have its local mechamism, Together, the local
mechanisms will network for the promotion of change and the
diffusion of innocvatiom. The ii will act as facilitator feor these
development:..

6. As work proceeds, existing institutions may have to be
upgraded or re-built; the help of additicnal institutioms may be
enlisted and the project may cause new institutiomns to be
estalbl ishedl..

7. As it builds demonstration centers, the ii will identify ways
to improve the system of Jewish educatiom and to stimulate
existing institutions to undertake pieces of the werk te advanee
the cause.

8. In addition to this initial focus on demonstratiom centers,
the ii will assist funders in meoving ahead with programmatic
options in which they have an interest by acting as a ceonmnsultamt
and professional resource. The ii will be a central address for
funding sources and institutiens whe seek guidanee in their own
development efforts.

9. Much of the definition of the work of the ii will eeeur in the
actual process of implementation.,
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B, The ii AL Wonk

The following is one possible scenario of the ii at work:
1. B t aditfa i da 1G> \Gotren ce

a:The Hhe wiilwbkl abefrae freenstagdingharechanism, located im one
gpecifie placee. Thtwiill rhave aa staff teoo perform the multiple
funetions and will be governed by a board ((see Appendix 1}).

b, There will be a director, an executiwe, responsible for all
the work of the ii. He/she will be an outstamdiny, high-level
professiomal, committed to Jewish contimuiity, knowledgeable of
the Jewish community of North America. He/she may be an educator,,
a managet, or both ((to be determimst..))

c. In addftionomto the director, & t=am of outstanding
professionals will staff the ii (size and compositiom to be
determimed) ..

d. Governance of the ii will be im the hands of a board of lay

leaders, schohbdess aadd professbondbs, Hlenmiing experience,
knowledge and financial strengtth.,

e. The aattiormitty off tiiee il willlll derive from ideas thmt guuidke itt,
the bosand] tHett gpowesnmis itt, aadd the prestige and stteatiss off the
staff imnvolved.

2, Functioms

a. In order to meet the complex tasks involved in developing
demonstration centers, various functions will be undertaken. They
will be linked organically and will complement each other.. They
may include:

i. remesecith,dakdacallldetion), p amning card dpebidy vamabygis s/
ii. community interface ((for demonstration sites);
iii. funding facilitatiem;

iv. momitorimg, esradlaasdttiiom aardl fesatbeack;

v. diffusion of innovatioms.

b. The work of the ii will be gumiidisld onomnamngodngndassisly ttiwe
visiom, the educational content and the Philkesophy thet are &t
the heart of the Commissien's endeavour.. The sources for these
will imnclude the staff,, consultanmts throughout the worid,
institutioms, scholars, community leaders.. These content aspects
of the work will be dealt with as a distinct function for the il
and will be the responsibility off thee acadenisitedman.
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. Some of the content and rationale for the above functioms
imeludes

i. reseagvdn, dadea cedilleition, pdiRaningy atnd poolliicy anmlysis

% Te impreve and maximize the knowledge-base upom which
decisions for Jewish education are made [in a demomstratiom
center and/or in general? To be determined). This may be viewed
as the research and planning arm of the ii - the work may be
commissioned, done in-house or others may be encouraged to do
various parts. The necessary data-bases will be created hers;
major issues will be studied, key questions will be researched
(e.g., ecreate inventories of Jewish educatiomal resowurses:;
undertake needs analyses; set norms and standards for trafimimg;
assess the guality of existing traimimg; analyzZe commumiitsy
structures in relationship to Jewish educatien, etc.))..

* To provide the analysis needed for informed decisii@ms. (E.g.
What are relevant criteria for the selectiom of demomstratiom
centers? What is the nature of the problem/s in that site? What
are the political and institutiomal givens relevamt to change im
the demonstration center? Who are the stakeholders and how cam

they be imvolved? What are the financial and fimamcimng
possibilities?))
* To provide - wupon decision to undertake a project - the

knowledge and planning support needed and wanted by the
demonstration center; to work WITH the local ii im the
demonstration center and provide expertise that may be needsly;
to ensure the level and quality of the work intemded.

* To be the arm for planning and strategic thimkingy. It is here
that development plans will be designed and strategies will be
defined and revised on an ongoing basis. This work will
extensively imvolve other persons and institutiors.

ii. ccommmity interface (Ror dememstration centers)

* While the ii will be a free-standing mechanism, it willl werk
exttensively with the cemmunities where demenstration cemters are
located. It will do so by means of some form of local ii's that
it will help establish.

The community interfaece functien will deal with:

* Initiatien of negetiatiens with relevamt stakehelders and
community leaders abeut undertaking the preject.
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* Help the local eommunity establish mechamisms for the
demonstration projects (({i”s) and recruit staff for them.

* Ongoing facilitation during implementation - as needed (e.g.
negotiations with national training institutioms, universities,
organizatioms, etc.). Assistance as needed (e.g. crisis
management, dealing with resistance, enlisting community leaders'
help when needed, etc.). The ii staff will be pro-active in its
support of the local management of the projects. Relevant ii
staff will travel to demonstration center for ongoing contact
with the local team.

iii. fundinyy ffadiliteat bon

* Brokering between various possible sources of fundimg
(foumdations, national organizations, local sources of funds,
federatioms, individuals) and the demonstratiom center (direct
and indirect, with the help of the boardl, local leaders, etc.)).

iv. monitorimg, evaluation and feedback
The purpose of this function is threefold:

* To monitor the implementation of decisions on an ongoing basis
and thereby enable trouble=-shooting, changes, intervemtioms as
needed.

# To evaluate = in whatever form or forms deemned most relevamnt =
the nature, quality and impact of changes.

* To create and activate feedback 1loops that will alleow a
dialogue between what happene in praectice and the planning and
theoretical functiems. If suecessful,, this leep will allew for
an ongeing process of cross-fertilization: the content of boith
the practical and the theoretical will be affectedl, enriched and
changed aceerdimgly.

v. diffusioen of innevatiens

The geal of the Cemmissien en Jewish Bdueation in Nerth Ameriea
is €6 bring abeut aeress-the-beard (systemi®) ehange in Jewish
education by dealing with the areas of personmll and the
EOMMUnRity. The ii will deal with the eemplex issue of the
diffusien 6f innevatiens frem one oF Were demonstration eenters
€6 Mmany 6F all eemmumnities. Strategies will be deviszed o
maximize change threugheut the eemmuniity.
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3. Organizaticm of BFunctiicorss

In order for each of the above five functions to be givem the
attention needed, and that none be overwhelmed or overtakem by
pressing needs of other functioms, 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 importamce
and authority.

4, How wiillll #ihee #il Mesgiim itts wonkie?

@a. A pre-planning process will be undertakem with the director
of the ii (@md - depending on circumstances - with staff menbers
tow).. It should begin as soon as the notion of an ii is adopted.

b. This process - which will be a joint learning endeavour aimed
at transferring knowledge and authority toc the director could
take the form of a several-week-long seminar ((in Clevelamd and/or
Jerusalem) with a fully-developed T"curriculwum™. The "faculty"
should imclude MLM, commissiomers, academics, professiomnals from
the field, as well as members of the planning team. The process
will imvolve:

i. extensive work of the director with members of the plannimng
team to familiarize himself with the backgrourd, concepts and
ideas of the ii.

ii. extensive work with members of the planning team, senior
policy advisors, some educators and commissioners te familiarize
himself with the reality of the situatien 6f Jewish educatiom im
North Amerieca and with the communal and institutiemal aspects of
the issue.

¢. Following the above and any additienal consultatiom they wisgh
te hold, the first task of the staff will be to elaborate om and
detail the ii’s missien ae defined by the Cemmissiun. (The
Commission’s charge teo the ii staff will previde the basis of the
mission statement:; the staff will have te expard, detail and
amend as needed.))

4. The staff will present its proposed expanded mission statememnt
te the beard for €onsideration, diseussioh and approval..

&: It is understeed that these strategies will be reviewed en
@R OnRgeing§ basis, in extepsive €E6nsultatioms with other
institutions and individuals.

£: The initial strueture of the ii will be fermulated (theugh
open t6 recensideration) in aecerdanece Wwith the Rissieon stataRRIHL.
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5. Towards Demonstration Centers

a. Amongst the early steps in its work, the ii will have to
decide on appropriate definitions of demonstration cemters for
the personnel and community optioms. Possibilities include: all
educational endeavours in a commumnity, a network of institutioms
(e.g. a camping network or school system) or a set of programs.
The data collection and policy sardlysis unnit wiwlill pperepace a
proposal for discussiiom.

b. Criteria for the selection of demonstratiom centers will be
developed (e.g. communities” desire to be involved in a major
development effort; communities® commitment to Jewish educatiean;:
avallability of general educatiomal resources;; optimal size;
socio-economic and Jewish educatiom indicators;; leadership -
current and potential; etc.).

This data may be largely available or may have to be collected by
the unit. In some instances, it may have to be produced.

c. The proposal will be brought fHor ddiscussion tbto tthe reegllar
staff meeting of the ii, where it will be argued,, discussed and
altered as the case may be.

d. The head of the ii and its relevanmt units will them begin a
round of consultatioms to check further the feasibility and
wisdom of the specific suggestioms. Board members and relevamt
people and institutions in candidate communitijess wiillll be
consulted. These consultations will include assessments of local
interest and commitmemt, likely interest and involvememt of
stakeholders, likely availability of resources, etc.

e. When the staff is ready, it will present its plam to the
board for discussiom, revision and decision.

f. Following extensive review of the feasibility and assessments
of the chances for chanyge andd sucesss, npggotiatdéons wwill be
undertakenm with one or more communities for the setting of
demonstration centers,. (See below)

6. The ii and Demonstration Centers

a. Upon decision and agreement to undertake the develcpment of
a demonstration center, work will begim.

b. The success of demonstratiom centers will be largely

dependent upon the 1local ownershiyp, involvememt, investment in
the endeavor.

10
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c. The assumptiom is that change will come about in the
community, with the ii acting as facilitatow,, catalyst of local
thinkimg and initiatieon, and resource for change with the
community. The community will participate fully in this process
and take over parts or all, as fast as it can develop the
capability te do so. The ii will provide the necessary support
and act a resource.

d. In cooperation with the local leadership of the demonstration
center,, the ii will help set up a local mechanism - a local
versiem of the ii - (existing institutiem, coalition of
institutiens, planning team, etc.) that will take responsibility
for the demonstration center.

e. The ii will enter into a contractual agreement with the
demonstration center (commumity). This agreement with stipulate
the mutual roles and undertakimgs. E.g. There will be explicit
definitions of the purpose of demonstratiom centers, of the
standards of work and of the expected activities. The principles
guiding the work will be agreed upemn. The precess of planming,
implementimy, monitorimg, evaluatimg, feedback, will be developed
jointly to ensure local ownershilp, as well as excellemce.

f. Careful thought will be given to develop an effective
relationship between the demonstration community and the ii. The
purpose of the ii’s intervention will be to improve 1local
capability and autonomy and to help ensure the gquality of the
output,, the effective qualitative change of Jewish educatien in
that commumity..

This paper is UNFINISHED.
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