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August 26, 1988

Morton L. Mandel
4500 Buclid Avenue
Cleveland, Ohlic 44103

Dear Mort,

It is exciting to learn of your new_project to enhanca
the gquality of Jewish education.

Annette Hochstein tells me that you have more than enough
qualified people on your commission., Nevertheless, I would
be honored to give my input, based on my seventeen years

of experience. As you know, I have invested my life in

the narrow dimension of "converting" the uninvolved and
often alienated Jewish teen-ager. fThe only other Jewisgh
educators who have experience in this area are those who
have worked at the Brandeis - Bardin Institute in
California,

Heretofore, the vast funding has neglected the majority
of our teens who are Jewishly deprived. I slncerely hope
that your new organization will ccnsider this major group
of Jews. For as you must know, the yoars of adolescence
is the time of shaping and congealing one's identity,

Yet few educators, and leaders seem concerned to addrass
Lhelr energles to the very <ream oI Our youthn,

I hope that your new organization will rectify this injus-
tice. Wishing you the best of success, I remain,

Sincerely,

//{ )&76%/’4'\_«
Dr, M, A, Kipper, Rabbi
International Director

[
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FACSIMITLE TRANSMTIGSSTION

NATIV CONSULTANTS - JERUSALEM, ISRAEL
Fax:972-2-699-951

To: Virginia Levi
From:Seymour Fox and Annette Hochstein

Date:September 15, 1988

Pages:

Dear Ginny,

I enclose a diagram for the numbered payes of the "map".
It should allow you to do a simple pasting job to reconstitute
the map. If there is any preblem please don’'t hesitate to call

me or to fax,.
Sincerely,

Lne












22, Tn develop and 1mprove the day school,

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

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

25. To generate significant additional funding for Jewish
education.

26, To create a knowledge base for Jewish educatinn { research
of various kinds)

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

B. Ordanizing the options
The above options can be divided into thiee categories:

.Universal options {options 1 & 2)
.Options by age groups (Mpticns 3 to 10)

.Options by topicg {Options 11 to ZF)

Lad 8 =

l.Universal options

1. To deal with the chortage of gqualified perscnnel for
Jewish education.

2. To deal wifh the communify - its leadership and 1its

structures - as nalor actcers fer change 1in any area.

We call these two options "universal"” options because they appear
to be necessary for the successful implementation of change 1in
any area chosen. They atre inherent to the treatment of all other
options and are necessary conditions for change, Without
bringing about «c¢hange in the community -~ as regards Jewish
EBEducation - we will not be able to secure commitments, decisions,
funds etc. necegsary for introducing change in any area. Without
tackling the problem of personnel we will not be able to improve
guality in any area or to undertake new assianments such as the
media, training, the high school ekc.).

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

In the process of choosing 1t may become clear rto the cCompission



that these two items could be combined with any other optioen to
create new and perhaps more relevant choices. E.a. the commission
could decide to limit its intervention in personnel to early
childhood and to the supplementary school. ©Or it could decide that
the community effort should be focused on achieving free tuition
and on public relations ko promote Jewish Education.

2.0ptions by age groups

3. To focus efforts on early childhood,

4., " " " " the elewmentary school age.

5. " " " " the hinth-school school age,
6. ! " " ! the college age.

7. " " " " ynoung adults.

8. " " " " the fanily.

9. " " " " adults.

10. " " ! " retired.

By focusing on age groups rather than on settings or on specific

issues, this categury coffers a comprehensive, "client based",
approach, The needs of any age agrouv would be defined in ali
areas of Jewish Education {(formal, informai, etc..} for all need-

aroups o©f that age (day-=chuol porulation, supplementary school
population, the less-affiliated, the learning disabled, the
gifted, etc...). The Commission could decide to improve the
situation throughout the age-group, or for selected sedgments
only. One point is obviocus : the Commission will have to select
amongst these options (or across them), because of the magnitude
of the task at hand.

Selecting between age groups

At present the c¢choice to be made between age groups - the
ranking by importance, likely impact, feasibility - has to be
arbitrary at least to some extent. There is no valid argument

that can be marshalled by experts or commissioners in favour of
the 3-5 year-olds against the 6-11 or the 12-14. All people, and
all age groups are important. Yet the Commissioners will have to
choose, However, because it will be wultimately necessary to
choose amongst options that may have egqual or nearly equal merit

{importance, need), c¢hoices could be viewed as temporary e.g.
"let us start with high-scheool age and reconsider next year 1f we
can take on more'. The deliberation among Commissioners will
determine the final choice.



The following are illustrations of possible ways to choose,
* Eliminate by value judgement:

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

* FEliminate by feasibility

State--of-the art knowledge regarding the family and possibly
even adults 1s so undeveloped that the most the Commission should
do now 1s to undertake a think-piece; a research proiject, a small
experiment. Until we know how to deal with family the impact of a
decision to act is likely to be limited. {Eliminate ¢options 8 and
9}

* pelay the decision?

As regards the college age, Commissioners have presenteg Ltwo
opposing views - best represented by Szhorsch and Lipset. The
option might be neither shelved nor selected for the time being,
Wwe might adopt Schorsch s view that the impact of Judaic studies
programs should first bhe assessed and the matter should be
brought wup for discussion, whern more knowledge 1s available.
This might be a good case for further study by Commissioners -
experts with or wi-nout lay-leaders ~-tackling the issue ¢of Jewish
Education for college age, flushing out the issue of the Campus.
This might involve a sub-commitkee for *he subiect. (Puts option
6 in abevyance).

* Giving priority-

The above process, if carried out, would leave options 3, 4, 5 and
7 as possible choices. Amongst these an argument might be made -
for example - in favour of early childhood since this appears to
be an area where there are strong views that impact <could be
derived quickly, providing there is a sufficient investment 1in

personnel (training and salaries). This option would also
require careful consultation with the actual and potential
Sponsors of early childhood education: community centers,

synagogues, day school, etc.

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

It should be noted here that for each area of high prioricy the
staff will prepare a bPackground document for the commissioners -
tro allow for more 1informed decision. Thus 1if personnel,
community and early childhood are likely options that might be
selected, three separate working papers will be prepared to
present the issue with data and implicaticons. They would rely
heavily on the map and the criteria.

in



3.0ptions by topics

11. To deal with the affiliated

1z .. " " with the less affiliated

13. To reduce or eliminate tuition

14. To develop early childhoed programs

15. To focus on programs for the family and adults

16. To develop prograns for the college popularion

17. To enhance the wuse of technoloay (media, computers,

etc.) for Jewish Education
18. To focus efforts on develop.ng Informal educaticn

19. To develop integrated pregrams of formal and informal
educat ion.

20. Tn develop 1Israel exporience progrens

21. To improve the supplemeuntary school
22. To develop and imprcve the day schoel

23. To develeop curriculun and methods In srecific areas
{e.g. values, Hebrew).

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

25. To generate sianificant additicnal funding for Jewisgh
education,

6. To create a knowleddge base for Jewish education
{research of various kinds)
- . .
This cateaory has.lts focus topics and issues, some specific

and some rather comprehensive. It offers a different cut into
the problems of Jewish education and overlaps to some degree for
aimost each option - with the first two categories -i.e. age and
personnel + community. For example dealing with the
supplementary school involves a significant segment of the
elementary and high-schocl age-agrcoups as well as the need to deal
with the shortage of personnel for the supplementary school.

Selecking between topics

The complexity of some aspects of choosinag was described above.
We would like to illustrate further the kinds of argquments that



need to be raised when selecting between options. {(Of course in
subsequent versions of this paper Lwo elements will be added:() a
spelled out list of criteria and¥xpert opinion - including
staff, and consultants. Following those steps the list will be
further refined for decision by the Commissioners.}

Deciding on the supplementary school

If there is a tendency to consider adopting this option it might
be based on the following arguments. Selecting the supplementary
school would involve a basic decision on whether this troubled
institution can be rehabilitated. Since no Serious
experimentation was done in this area for the past 25 years, the
Commission may choose to try. At the same time the argument
would be advanced that since most Jewish children participate in
this form of Jewish education and since this is likely to remain
so for the foreseeable future the Commission should deal with it,
Criteria will have to be developed to decide on the feasibility
of this option and the Commission might decide to:

&. invest very heavily in this aresg. -

B. 1invest 1in selected experiments to further test the
sumption that it is possible to rehabilitate the supplementary
‘hool.

Deciding on the day-school

This et on should involve a projection as t0 how many young
people,\enroll in the day school under the best o0f conditions
(free tuition, recruitment and training of personnel)

This would have to be put through the screen of our
criteria and in addition if adopted a multi-year incremental plan
would have to be developed. The guestion of the impact of the day
school without the addition of the high schogl #ould also have to
be considered.

me thoughts on consensus and disagreement

It may be possible to arrive at consensus 1f a clear case emerges
for one set of options. This wll%{depend in no small measure on
the quallty of the staff work and the generosity of spirit of the
commissioners.,

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

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

a.schools

b.youth movements
c.trips to Israel
d.universities

. JCCs

f.other organisations
d.synagogues

How to Recruit

a.systematic effort
b.sustained
c.limited

d.perscnal contact
e.special structures
f.media
g.inducements
h.special personnel
l.other







b.Jewish -Israel

1.Teacher Training Colleg

2.Institutions of higher
Jewish learning

3.Yeshivot

4.Universities

5.8pecial Programs

¢.General Institutions

1. Schcols of Social wWork

2.85chools of Education

3.Departments of Judaica,
Social Sciences and
Humanities

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

3.NEW FORMS




.ur PROFESSION

1.Boay of Knowledge
2.Code of Ethics
|3.Collegiality

4.Ladder of Advancement
J.5tatus

6.8alary

7.Cer .fication
8.Retention

|
|
|



Draft for diecuseion -- September 14, 1988

THE COMMISSION ON JEWISH ERUCATION IN NOPTH AMERICA

BUQGESTED NORMS FOR ALI COMMISSION DOCUMENTS

AT tha de-briefing eeeslona following the firet Commlesion
meeting, the planning group agreed that 1t might be ugeful <to
et adown agreed-upon norms to guire the preparation and
preeentation ¢of all papere to be written for the Commieelon.

Scope

The following materiale are involved:

a. Documente for the Commiegeloners ~-- e.g. Tthe data pageg for the
firet commiassion meeting

b. Staff recgearch pagere —-- €.£. the background paper on wnich

the data pageo were hased; the personnel Jocument to be prepared
fFor the recond meeting: the "map" of Jewlish Education, eteée...

e, Commlegioned research -- 1f and when needed and decilded upon.
a. Foliey papere for the Commlesioners. e.g. Summary of
interviews; optlone' paper

e. All future publicatione of the Commiselon. E.&. "Aect

Practice® document.

gdaal
Our purpoce te o reach agreement., and eome amount of
unifarmity, ag regards the Merthod by whieh documente are

prepared, Tthe Level of egocinl sclence thinking and researeh
involved , and gulidelineeg for the vritten gresentation of
documents.

Rationale

The need for piich agreement arieeg from two peculiarities of  our
WODPK!

kk Materiaslsg are being prepared by different people in gpeparate
and Adletant locations., Thie wakes i1t harder to ensure adequate
communication of expectatione and of the anticipated depth,
relianility, and wvallidity of the bhackground woprk.

%X  Ours 4 a multi-diecipiinary endeavour. The unifyving factor
e the policy orientation of the Commisesion. This reguires
methodological agreement on the use of Soedal Sclence resgepnrch

1
for policy making, and oh the appllicable research Nnormes.



The major challenge faecing research for puhlic policy 18 to
strike a correct balance between the research neede anad the
inherent characterietics of the decislion-making worlq, Chier
amonget <tThese are time limitatione {(Commissionere will not wait
to take <theipr decisione); Yimitarions of resourcee (what are
sdegquate and relevant reeearch parameterg): anda the need TO
tranelate policy questione into soclial sclence gueetlions - ana
then to tranelate goclal gclence fPindinge back into policy-
relevant language.

Some guideiines

Theee guldelinee Ao not pregume to relste TO the individual
methods of regeareh, data-gathering, analysgla and sclentific
reporting of the regearchers. Rather they c¢ome to deal with one
common aegpect of all the Commieslion work.

1. A1l marteriale prepared for the Commiegion - 1irrecpective of
thelr depth or bbreadth - should represent state-of-the-art
knowledge.

2. T™he dee oOf prate-—-of-the-art methode aApProprieste to policy-
orlented regearch ehould be eneccuraged. Folling methods of
various Kinde {e.g. delophl) should be consgidered - as meang of
involving s&aome or all commiesionere and various publlies 1in  the
analytic procece aAand the learning that will lead TO
recommendatione.

a. Fvery paper prepared ghould fit within the overall workplan
and reeearcn deelgn for the commisggion.

4. The methodology ueed in the preparation of materials ehottld
he dAdlselosed - preferably before the paper 1z written - for
eritiqte by the planning group.

5. consultatione with the top eXxpeéerts in the variocus fields of
relevance ie probably our mocet effective meane to overcome the
time congtralintg 1inherent Iin tThe Commiscsion work, while
maintainine the quality level we peek. In order to ensure etate-—
of-the-ar. Knowledge ho materisls will be circulsted beyond the
planning group before the author hae the opporitunity to consult
with experts, either indiviaually or 1n groun meetings.
Hopefully, ag work progrecees, a group of experte may be
ldentifieda for ongoing congultation.

6. In each cage we will decide who 1 the relevant audience for
the document. hocuments for the comnissioners must be preparend
wlth the following elemente 1in mind:

% The pluralistic nature of the commission reqQuires awAarenees of
the dilveree Beneitivities amonget Commiegeioners. Iz the document
likely to offend such sensitivity® If yes, 18 1t 2 necesscary and
worthwhile price to pay?



x The prescentation gsghould meet the regquirement of very
intelligent, very buey lay-peobplea.

7. we may declde to slleocate oversight responeinility for theee
varlous elements to different members of the planning grourp

Noteg

1. There i1ig &8n extensive 1iterature on these topilce. The
followling article may be usefirl:

Jamee Coleman: "Etnildcy Research In the Socdal Sclencesg™, ig72,
General Leasrning Corparation
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MEMO TO: Seymour Fox, Annette Hochstein

FLOM ¢ Avir Wepova O-QI'AA}’-

DATE: September 8, 19688

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

[ L I R ot AR RS MRS ey Al AL Al LA ST AR T T AR SRS PSR EE RS L

-

Thank you for the options paper fax which HLZ, VFL, and I reviewed. 1I'll
try to put forward feedback which represent our thoughts. Hank Zucker had
several specific comments with regard to page 5 of your fax and I'll be
sending them over to you as an attachment to this memo., Hank'a more
significent comments included the following:

He felt that what was needed was a statement as to the objectives of the
Commissien, including emphasie on constructive Jewish continuity, In
other words, how the Commiseion i3 leading toward Jewish continuity.

Meered, Le Eolte thos sva meamdad wa pot Fawrard a Aneerahanaiava ninkure nf
JEWLE eqaucaLlull Luuﬂy. TULLY, 11¥ el Llial WO moupu LY unre Llpn

objectives for Jewish education for the year 2000 or sometime in the
future. In other words, that's where a vision statement would be
imperative. Where do we see oureelves going? What's our vision for the
futurc? Out of that, the fourth area would ba priorities for getting
there and that's where, in effect, we would get at the isasues of options.
Under priorities for getting there, he put forward really two major areas:

(a) an analysis of personnel issues, what's the current situation, what
needs to be done to improve it and to work toward a year 2000 model and,

(b) the community organization issues for Jewish sducation, the need to
create a desirable .imate to reach the model in the year 2000, !

vhatever year we choose. Tied to that is the involvement of top lay
leadosalily sl viie .;n‘“.n.'l Lve wddlevlwiml :‘.I‘O%i\#‘-l\s ﬁh--ﬂa‘r'eiliw.&hl-n- =n

foundations, the analysis of national, local organizationa for catalyst
and leadarship roles. How do we, in effect, through a community
organization process for Jewish education, establish a climate in which
stronger lay leadership will become involvad and committed to Jewish
education, and what is the appropriate relationship between schools,
synagogues. and Jewish comnrunity centers.

MY_gcnoc O TN DPADPET 1f Eomewnau Wiullus 1o HDaok's aelysls. T fanl LlinL

LA Wi h b bR W i W RS R R WEARWE WL e W LA LSA AT A W mRT T e = LT LR B

the very good planning paper that I received from you on August 3lst. Ve
need to put forward our statement of objectives or vision statement, and
from that move to a deductive process that can put forward options., 1
know 1t will all be clear when we speak sbout it, but my sense is that our
inquiry should be deductive and not confuse strategy with analysis. I
hope this is helpful, ’

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

)
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Attendance

Commlasioners:

Policy Adviaors
and Staff:

Guast:

Not Presant:

MINUTES
COMMISSION ON JEWISH EDUCATION IN NORTH AHERICA
AUGUST 1, 1988
AT UJA/FEDERATION OF JEWISH PHILANTHROPIES
NEW YORK CITY -
10:30 a,m, - 4:00 p.m.

Morton L. Mandal, Chairman, Mona Ackeyman, Mandell Barman,
Jack Bieler, Charlas Bronfman, John Colman, Maurice Corsen,
Lastar Crown, David Dubin, Joshua Elkin, Eli Evans, Max
Fiahar, Rnhart Hillar, David Hirschhorn. Ludwlg Jesselson,
Henry Koschitzky, Mark Lainer, Norman Lamm, Seymour Martin
Lipset, Hasksel Lookstein, Robert Loup, Florence Melton,
Donald Mintz, Lester Pollack, Charles Ratnar, Esther Laah
Ritz, Harrlet Rosanthal, Alvin Schiff, Iamar Schorsch, Daniel
Shapiro, Peggy Tishman, Isadore Twetrsky, Bennett Yanowicz

David Ariel, Perry Davis, Seymour Fox, Annette Hochstain,
Stephen Hoffman, Virginia Levi, Archur Naparstek, Joseph
Reilmar, Arthur Rotman, Carmi Schwartz, Henry Zucksr

Stephen Solender
David Arnow, Stuart Eizengtat, Irwin Fleld, Alfred

Gottachalk, Archur Green, Irving Greenberg, Carol Ingall,
Sara Laa, Matthew Maryles, Harold Schulwels, Isaiah Zeldin

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

mark

Mr. Mandel called the mesting to order at 10:30. He thanked
UJA/Federation of Jawish Philanthropies for its hospitality and

ntroducad
n

AL3lmar.

Ebf ?Isﬁﬂiﬁati°“'s President and Comamissajion mamber Peﬁgv

VO LWUBY LLUE VYBRLIDPLVAITL D Gl bbbk b id s R i

et having the UJA/Fadaration host this opening meeting. She indicated
that tha 130 agenciss encompassed by UJA/Federation included wany whose
principal goal 13 Jewish ldentity and education. Likewlse the thousands

of volunteers in the UJA/Federation network often devote many of thelr
working hours to the cause of Jewish education and cutreach, ba it via
educacional or social sarvice projects. Mrs. Tishman offered her bast
wishes for a productive meeting and expressed her beliaef that all were
smbarking on & most worthwhile initiative.

Mr. Mandel explained that the Commission is composed of 44 members who
are dravn from tha highast ranks of lay, scholarly and professional
leadership in North America. It includes leaders of organizations and

foundations, acholars, educators, rabbia and heads of institutions of
flaphiws Jwaritiilg,. At Lb peudiimly plursllacie L Svs cumpual cdoa sl

represents a variery of outlooks in the Jewish community today. It
represents the opportunity to join together the communal and private
sector chat is concerned with a meaningful Jewish continuicy,



Pape 1

The formation of the Commlgsion represents a partnership between the
Mandel Associated Foundationa, the Jewish Education Service of North
America (JESNA) and JWB in cooperation with the Council of Jewish
Federationa (CJF). Now that it has been convened, the Commission truly
balongs to its members who will direct and guide it.

The chalrman i{ndicated his hope that the Commission will bring about a
gignificant changa in how the Jewish communal enterprise conducts itself
in the field of Jewish education and, consequently, will help revarse the
negative trend of diminishing Jewish involvement and commitment. He
suggestad that the outcome of tha Commisaion could be specific policy
guldelines which will be of help te varioua funding sourcesz including
faderations and foundatioens in sllocating resourcas to Jewish education.
These recommendations are intandad to be practical, replicable and have a
great likelihood of success and impact-throughout the fleld. He stressed
chat the priorities would be determined by the commissioners and
expressed hope that different funding sources would agrea ta suppert
various projects racommended by the Coumission, He stated his
expectation that the duration of the Commission would be 18-24 months and
would {nvolve 4-5 meetings of the full Commission, Thare may be
addicional smallaer working groups to facilitate the greatsst poasible
intéraccion among Commissioners.

Mr. Mandel dascribad tha preparation for thia meeting which iacluded a
got of interviews conducted individually wicth almost every commissionar.
The Commission thus baging with a sense of *what's on peoples' minds.”
While there waa no absolute consensus on any one key element, six central
topics did emerge:

A. ZIhe People Yho Educatc: There is a claar need for many mora
qualified, well-trainaed and motivated professionals in formal and
{informal education with appropriate salary, status and empowarment
and a clear path for careetr advancement. There waere divergent views,
however, on the proper approach to the training of educators.

B. IThe Clients of Education: Who are they? What do they want and
need? The interviews brought to tha fore a concern ahout our lack of
data in this area. A significant number of commfssioners stressed
the neads and opportunities of satly-childhood, secondary school,
college, singles, family and adult education,

C. The Setting of Fducation: Commissionars noted the importancs of

informal education and suggested incegration of forwal and Informal
settingas, There were differing views about the role of the
supplementary school and the centrality of the day school. Tha nced
for move resources past bar and bat witzvah-.as enrcllments fall off
sharply--was raisad,
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: New forms of teaching and technology
gshould be introduced. This could be aspacially affective at the

-family level,

The Economics of Education: Some commissionars apoke of the high
cost of meaningful reform. Othera mentioned the nead for "venturs
capical . * ’

The Communitv:  leadership and Structurea: There is a newd to

recruit more dadicated lay lasadars and Lo create
communal/educational /synagogue networks and conaortia. There was
divergance on whether existing institutions aor new mechanisms merit
increasad lavels of support.

11. Qpan Commission Discussion: Secting Forth ¢he lgsues

The following is a distillation and summary by topic area of the open
Comalagion diacussion:

A.

ELMW&WEIMMMC QNCOLD.

It was noted that excellence in Jewish education is tha reault of the
quality of the personnael involved. It was suggested that salary,
fringe benefits and status lasuesa are a high priority. Some
compisaioners felt that improving the salary and status of Jewish
educators ghould be doue prior to improving the training and training
institutions for educacors. If salary and atatus improve,
recruitment for training programs would be eaaier. However, some
suggested that professionalization is not necessarily the solution
for tha personnel of the supplamentary acheol (e,g. recruiting adult
learners as teachers), and idealism should not be overlooked in any
recrultment program. Some commissioners emphasized the importance of
upgrading the prasent perscnnel. Jewish Collage faculty might serve
as role models,

Others noted that the discussion about personnel should consider many
othar dimonsions, including: tha complex working conditions of
taachers, the capacity of educatora to work productivaely with lay
boards, the role of tha community in hiring teachers and in
encouraging promising high school students to enter the field after
college.

=



including early childhood, high school, ¢ollege-sga. family and adult
v vely liccle data available sbout them op

Commissioners rvecommendad increaged attention to several sensitive
intervale in tha formation of Jawish identity including the
pre-school, adolascent and young adult periods.

Commigsionars notad that appropriate funding and better research must
be devoted to laarning move about the attitudes of North American
Jewry to Jewish sducation, that examples of successas and fallures in
Jewish education should be documented, and that much could be learned
by introducing an historical perspective., Examplas should be
analyzed to explain the reasons for success or fallure in Jewish
aducational endeavors,

The sateings {n which the enterprise of Jewish sducation takes

plage.  These include the sypplementary school, dav school. community
2x camps, and Isra ams, Each .

pesey wnigue chellengss end ogpextunities which sheould be explored.

Regarding day schools, one commisgioner expressed concern about the
clvic and societal implications of encouraging universal enrellment
in day schools, vhila another thought this offered no threat to civic
virtus.

In discusging supplementary achools, commissioners nocted that many of
thesa achools are weak and need €6 be raformed., It was sugpesated
that some schools ought to ba consolidatad into larger units, that
the i{ssue of comperition between these achools and other afrerachool
activities must be considered, and that the spacizl needs of smaller
Jawish communities must be taken inteo account.

It was recognized that we cannot afford to overleok any setting that
impacts large numbers of Jewlsh young people. Day schools continue
to grow in numbers and suppert. Trends will lead to a time in the
near future when close to 20 percent of all Jewish children in North
Anerica will have had a day school experience. In light of the

manjewlitry pawrisipavien in supplomenvany sshosle, sawsful wtuontiom
must be pald to their apecial problems. The campus experience is
particularly significant since 85 percent of our young people attend
college.



T e S

The centrality of Israel for shaping Jewish identicy was emphasized.
Israel provides oppertunitiaes for bringing young peocple into che
Jewish educational system and for forming new and equal partnerships

havriraan Tarsalia sod dmeaudneans and narsan.Fa.navaan Aanbtasto Frw
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tha quality of educational programs offered in larael was raised.

There was extensive discusaion regarding services to collega youth.
Some commigaloners felt that Hillel was underfunded and required

BEvR e weppve v G ulinas Poukoe wleew co slicmhd scey =wk; wrhrb; v

collegas to provide "sacond chance” Jewish educsatlon and that we
should place greater emphasis on reaching young adults living in che
comaunlty.

New_meghodelogiea: The xele of new techpologies fncluding video and
gomputeys 19 still in the early stags of development and application.

Tho need to explore the use of video In Jewlsh education was ralsed
in lighct of the spread of VCRs in many Jewish homas and the success
of racent programs including Civilizaticn and the Jews, SHOAH, and
Shalom Sesame. Questions about the applicability and effecciveness
of this medium within the classroom ware ralsad. It was auggested
that this medium ia especially effective mmong pra-schoolers and
relatively cost-effeccive for the size of the audienca which can be
roached.

It was noted that seven North American communities have already
establishad local commissions to explore how to promote Jewish
continuity through educational change. The importance of recognizing
that a great deal of work is currently baing done in the field was
also noted.

Commissioners stated that lay leadership devaelopment in Jewish
educatlon iz a high priority, that relations with other organizations
should be culctivated (e.pg. Conference for the Advancement of Jewish
Education [CAJE}, Assdciation for Jewish Studies (AJS), and the



National Foundation for Jewish Culture), and that natiomal data on
lay leadars involvad in Jewish education is neadad.

The Commission has an important role to play in elevating the status
of tha profession of Jewigh communal education, It was noted that
the centar movement, for axample, can play an educational support
role vis a vis college studants and young singles. -

A number of commissionetrs fdentified iseues which are quite relevant but
do not fall within a particular category. One commissioner stated that
Jowish survival 1s unquestionably guarantoed, the only issue is who and
how many will survive. He went on to note that this Commission nesds
vision and a clear set of priorities. Our goal should be to "stamp out
indifferance to Jewish values and axpose every Jaw to the mystery, drama
and romance of Jawish history and civilization."

Another commissionar polnted out tharc our concerns about Jawish survival
rates come at a time of unprecedented succesa in Jewish scholarship.
There are today in Israel and North Americe more Jewish books and other
publications being fasued than there wers in Europe ac the hetght of the
s0-called "Colden Age of Polish Jawry,"” Yet evidently thousands and
thousands of Jews are untouched by the drama and ldeas of Judaism.

The importance of communications, public relations and marketing to
various publics was noted. Another commissioner emphasizad that the
Commission should guide the priorities and funding policy of the MAF.

The chairman asked the lay leaders of CJF, JESNA and JWB to make cowments
on the work of the Commission from their organizations' perspactives:

Hr, Mandell Bexman

GJF is happy to have assisted in the early scages of this Commission and

oy rwady Lu uller added auppvil tv wake chis privats/communal

partnership succeed., Mr, Berman made spacific mention of the resources of
= weokhe Jeordal Dere Renl whish accamhise cigni€icanr demagraphin data

concerning numercus Jawish communities in North America.

Mr. Berman suggested that the Commission procsed quickly to
action-oriented activities and that this occur through an assessment and
raplication of successful approsches in various communitles. He also
urged a clese tle to grass roots education--parcicularly as vepresented
by CAJE (Coalition for the Advancement of Jewlsh Education).
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Mx. Domald Mintz

The JWB'z Coumisaion to maximize Jewish education In the Jawish communicy
centers was based on the assumption that a variety of formal and informal
education and other activities could promocts Jawigh continuity, JWB
pursued thig course because it visws the furcherance of Jewish life and
culrure as its ultimare purpose. '

Mr, Mintz expressed hopae that the Commission would succeed at its
migsion, The vary act of successfully convening such a diverse group was
roason enough for optimism.

Mi. Denngtf Yangwitz

JESNA {8 proud to be & co-agponsor of this Coomission. As a planning and
support group, JESNA 1s sble to halp identify successful practices and
Join in the seszrch for new approaches, Hx., Yanowitz supported the
opinion thac new funds, greatar lay leaderahip interest and a broad group
of stakeholders could take racent gaina in che ares of Jewish education
and bring wide support to the work of the Commission.

Querview of Dava Related to Jewish Education Offered by Joseph Reimeg

Mr, Mandel introduced Dx. Joseph Reimer, a consultant to the Commission
and Professor of Jewish Communal Studies at Brandalg Universicy.

Dr. Reimer presentsd an ovarview of data related to Jewlsh education in
North America including ctotal population of Jewish children and
percentages enrolled in supplamentary and day schools as these have
changed over tho past 20 years, numbers of schools and persomnal in the
field, numbers of enrclless Ln informal aducational programs and in
tralning programs in Jewish aducation and salary figures for
professionals in the field, These figures are aggregates of national
data and do not reflect regional diffaerencss. In many cases what is mosC
striking is what wa do not know - such as enrollment figures for college
programs or adulc education.

Tha entrollment figures indicate that a majoricy of Jewish children of
school age ara not enrolled in any formal program. Yet, othar
demographic studies indicate that when surveyed, Jews report that &0 cto
80 percent have participatesd in some form of Jewish educational
programming at some point in their life. We do not know what programs or
what points in cheir lives were indicated.

There 1a a vast discrepancy between the numbers cof positions available in
the fleld of Jewish education and the number of studanta currently
sCu5§1ng in formal programs of Jewish education.
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Commissioners requasted reexamination of the anrollment figures in
educatoer training programs, a breakdowvn of supplemencary achool
enrollmant by hours of instruction offered by the respactive schools,
figures for adult education and data on the scope and prafile of lay
involvement.

Search for Themes Qffered by Bennett Yanowitg

A proliminary suvemary of the Commisalon proceedings was offered in the
early aftarnoon by Mr, Yanowitz He noted; The mood of the group Ls one
of optimism mixed with caution, The issue of Jewish comntinuity is timely
and needs significant new support. At the same time priority areas
should be selected, for resources dare not be dilured in an attenmpt to do
too much at oncs.

Personnal needs are at the heart of the problem. Creative outreach
programs are nesded to tap new gources of educators. Once recruited--the
anhancement of the profsssion (higher salaries za well as tha empowerment
of educaters) will promote retention. Om-the-job training and support
must supplement the work of established trainlng instictutes.

Professional educators must alac have the opportunities affordad by
careor path advancement.

The sentiment of the group Iis that professionalism and trainlng and
growth opportunities are most lacking in supplementary schools--tha area
of greatest educational contact wlth young Jews,

Ho noted no congensus in the area of baslc research. Some commissionars
congidered it a vital task, others said we should focus on successful
prograng and how to replicate them. Other areaa of concern and
opportunity included campus and singles populaciona. The group felt a
clear need to employ resources readily availabla including effactive
Israel experiences and media technology. Finally, the need to identify
new lay leaders was emphasized as well as tha need for effective
comunitywide networks (JCCa, synagogues, Faderations, BJEs, scheols,
camps, atc.).

Risgussion on ftrategies
Different strategles were discussad during Che course of the day.

A. $Specific focus: Several commissfoners suggestaed that we choose a
limited number of problems or areas and concentrate our efforts on
thase, For exanmple, we might choose to concentrate on a specific
client group, a specific method, a glven institutional satting. Such
an approach might advocate dealing with persomnel, early childhood,
the media, the supplewsntary schoel.
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B. Gompxehensive focug: Other commissioners suggested that we first
develop a comprahrngiva approach to tho major lssues facing Jewish

Education. Such an approach views tha Commission as undertaking co
begin tha improvement of Jawish Education based on a compreéhensive
plan, This comprahensive plan could be guided by different
principles, One might address tha probleom through client groups by
age (@.g. aarly childhood, elemantary school, high school, college
students, young adults, family). Another approach might addrees it
through thomes (e.g. the Institutions that educate, the personnel of
education, the methods of education, lsrael expariences, at¢.). A
comprehensive approach would make it possible for different fundlng
agencies and institut{ons te underteke responsibilicy or aponsorship
for a segment of ths plan. 1In either casa, prioritieas would have to
bes agreed upon asc that the workplan would be fessible.

For both tha comprshensive and the specific approach there were
commigsionars who falt that our afforcs should begin and possibly
even conoentrate on improving what already works, OQthars felt that a
more open, possibly ravolutionary approach was callad for,

Qrganization of Compission

Mr. Mandel indicated that it was the job of the commiasioners to givs
dirsction to this new undertaking, He ancticipated four or fiva meecings
ovar the next 1lB8-24 monthe. The noxt Commieaion weeting would take place
in New York on December 13, 1988 from 10:00 a.m. to 4:00 p.m. In advancs
of that meeting and based on the discussions of this first meeting and
follow-up daliberationa, a set of options and & Commission workplan would

ba ¢lrculatced,

Mr, Mandal noted that 4 emall group of policy advisors will develop the
options for the Commission's congideration. Staff and consultants are
available to lend support to this process. They will ba supervised by
Dr, Arthur Naparstek, the Commission Director. Howaever, no final process
or substantive dacisions will be made without the lnvolvement and censant

of the Commission., Some of the work of the Commizsion might be
[SENLNL P W 4 N 131 v.lu:uugu smaller Cask LOLCEwd OL wWOLK BLOUpY, NeLPugelaLi ol

on next steps will be circulated fo commissioners for commants,

Dr. Lamm delivered D'var Torah and the moeting was concluded at 4 p.m.






September 6, 1988

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

From: Seymour Fox —

Re: The options paper

DRAFT I

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

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

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

a. We will decide on a priority that cannot be handled - because
it 1is dependent on the prior treatment or response to another
problem - what one might call a pre-condition or a necessary
condition.

Example: In the area of personnel a decision to concentrate
on recruitment camnot be undertaken without dealing with the
issue of status.

Example; In the area of media a decisiocn tQ concentrate on
the use of video in the classroom cannot be undertaken without
dealing w the issue of teacher preparation and motivation for
the use of video

b. The comprehensive picture allows to see "all® the issues and
thus makes 1t possible to take informed and more relevant
decisions. The danger of leaving out important possibilities is
minimized.

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

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



people need and want".

Like all representative groups there are lacunae in their
representativeness.

Example: Segments of the population were conscicusly left
out of the Commission {The synagogue crganizations that deliver
educational services, CAJE, the uitra-orthodox, the marginally
affiliated).

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

Example: We will discover that an individual who represents
a category (e.g. principals, professors) was not a sufficiently
representative choice, and therefore the category is not given a
complete hearing or the category is richer than its
representation {e.g9. for the professors we need a philosopher or
a psychologist .}

2. The process;

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

a, the initial inloeiview,

b. the interview document presepnted at the f{irst Comnission
meeting

c. the First Con mnission Meeting

d. additional interviews

In addition we will :

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

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

Fxample: MLM raised the question at cne of our meetings
"What 1is the relative importance of an opinion offered by a
Com missioner?” E.d. When BEvans answWwers Crown's question and says
that the media can be used effectively in the classroom, how does
this fit in with the conclusions of a variety of educational
researchers like Schramm, Goodlag, Solomon about teachers’
resistance to the use of media in the classtoom - or with the
experience of the QOpen University, Everymans University and
S5.R.A.



IIl.  From the map of possibilities to alternatives. options.

The comprehensive map will include an Agenda for Jewish Education
far too breoad and too extensive for any Commission to deal with.
Therefore choices must be made. We suggest the following
approach for narrowing the range of possibilities to a manageable
number of options that will be presented to the Commissioners for
their deliberation and choice. (The comprehensive map must be
shared with them and the process of narrowing the choices must be
disclosed).

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

1. On the basis of a careful study of current expenditures in
Jewish Education and current results of overall fundraising, what
is a legitimate rarget for an innovative vision of chanaing the
trendlines? Cne hundred million dellars? Five hundred million
dollars? One billion dollars?

Who 1s the aprrcooriate audience tc deliberate on this matter?
How much do we have to know before starting?

2. Bullding the profession: after gathering all the data, how and
Who will be apie to offer reasonable arauments as tec how many
people could be inauced to devntre their lives to  Jewish
Education?

For specific optinns we will want to spell cut  the feasibility
based on elements such as:

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

the Community to wart this cption, *oO pay its price, to perceive
it as important and beneficial? What difficulties will be
encountered on the road to comiunal support ?

* Institutional politics : How feasible is the option in the
light of competing institutional interests? E.g. we may find it
difficult to implement an innovative program because existing
institutions dont have the qualitative resources to implement
it, but will oppose and cobstruct the creation of new
instituktions.

* Resources: are manpower, materials, organizatior, institutions,
funds, currently available? T1If not, how feasible is the option?

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

b. Benefit: How likely is this opticon te significantly affect
the quality of Jewish Education?
What 1is the anticipated impact of this options?



What is its relative importance to the areas of greatest neeq?

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

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

d. Time
When can the option be implemented? When are first results
expected?

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

e, A theoretical re-formulation

We find it useful to think of the process uaina the distinction
bet ween "necessary™ and "sufficient®™ conditions.

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

It  must also be demonstrated that urless these issues are dealt
with [irst we will not be able to pruceed and deal with the other
issues, This criterion, {a "necessary condition™ does not claim
that if the option 15 successfully handled all of the problems or
even the mapr problerms will be solved., Such a claim  would
introduce the concept of a "sufficient™ condition. A sufficient
condition 1is one that includes all of the elements required to
solve a problem. An option that would satisty this condition
would - if successfully implemented - soclve the problems ot
Jewish Education. Such a claim is impcssible at this time. It
may be be an impossible claim for the practical fields such as
education.

Example: Personnel and Lay Leadership would probably meet
the criterion of a ‘"necessary condition". That is: it is
doubiful whether we can preceed in any one area of Jewish
Education {schools; informal education; family education; the use
of media 1in the classrcom) without dramatically changing the
people who educate. Similarly any sustained, meaningful change
in Jewish Education is probably impossible without a very
different  level of invelvement by the <Community and its
leadership.



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

Such a solution would meet the criterion of a '"sufficient

condition."

How to present options to the Commission

We will deal with this in our next memo.
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ITI. Ffrom the map of possibilities to alternatives, options.

The comprehensive map will include an Agenda for Jewish Education
far too broad and too extensive for any Commission to deal with.
Therefore choices must be made. We suggest the following
approach for narrowing the range of possibilities to a manageable
number of options that will be presented to the Com missioners for
their deliberation and choice. {The comprehensive map must be
shared with them and the process of narrowing the choices must be
disclosed).

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

1. On the basis of a careful study of currert expenditures in
Jewish Education and current results of overall fundraising, what
is a legitimate target for an innovative vision of changing the
trendlines?  One hundred million dollars? Five hundred million
dollars? One billion dollars?

Who is the appropriate audience to deliberate on this matter?
How much do we have to know before starting?

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

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

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

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

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

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

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

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






determine the criteria relevant for choosing amongst cptions?
How do we go about defining the trade-offs? What principles
should guide the endeavour of mapping the universe of options,
wh® keeping it within the scope of available time {two months)
and resources,

The purpose of this peaper is to suggest an approach for
identifying the options. This paper should be circulated and
discussed Wwith experts, staff and consultants. Approval should
be secured (within 8-10 days if possible) for the method that
will guide the preparation of the "options" paper.

II. Mapping the Options

The following sources of information will be used to¢ prepare the
list of elements that make up the options:

a. The Commissioners { analysis of interviews, discussion at
the first Commission meeting, post-meeting comments and
let ters).

b. State-of-the-art knowledge :
1. Existing research: written materials: articles, books,
speeches.
2. Interviews with relevant respected non—Com missioners.

¢. Knowledge of the field

Together these sources will allow for preparation of the options
list. However, we will also need to develop a method for checking
the validity of the claims made in these sources on an ongoing
basis, For example, we mention below "the representativeness of
the Commission"” as one element to be kept in mind when using the
Commissioners as a source for options. An outside group — wise-
men or a researcher who would interview them — should be given
the assignment to write a critigue of this aspect of our work
and to continually update it (e.g. what publics or needs are
emerging that are not represented, etc...). All categories
should be continuously monitored,

a. The Commissioners Views

The Commissioners were chosen to provide a representative cross-
section of the relevant publics. However, there are two reasons
why they are probably not entirely representative:

1. Some segments of the population were consciously left out
(e.g. the synagogue organizations that deliver educational
services; CAJE; the ult ra-ort hodox; the marginally



2. In the process of our work we may discover that a
representative of a category (e.q. principals; professors)
was not a sufficiently representative choice, and therefore a
category is not given a complete hearing, or the cateqory
is richer than its representation {e.q. for the
professors we need a philosopher, or a psychologist).

b. State-of-the-art Knowledge

The listing of options, ranking and choosing amoncst them will be
informed by current theory, theory of practice and the
contribution of skilled practitioners - through a dialectic
Process, e

At the present stage the options will be based on existing
available knowledge. However at any stage of the process the
Commission may Gecide that specific knowledge reeds to be
generated about what we should try to accomplish: what the
clients perceive as their needs; the effectiveness of current
programs in meeting these needs, etc.

Several illustrations on the use of knowledge:

***  What is the relative importance of an opinion offered by a
com missioner?  (This guestion was raised by MLM at one of our
meetings),

This question implies numerous issues concerning both the
Commissioner and the idea raised by him/her:

a. How strongly is the opinion held by the commissioner? {e.g. Is
it an un-reflective position or is it one that is thoughtful?)

b. How informed is the commissioner about Jewish or general
education - concerning the matter under discussion?

¢. How will this com missioner respond when his/her idea is set in
the context of competing or contradictory ideas; when its
relative importance is pointed out?

For example, when Evans, answering Crown's question, says that
media can be used effectively in the classroom, how does this fit
in with the conclusions of a variety of educational researchers
like Schramm, Goodlad, Solomeon. Or with the experience of the
Open University, Everyman’s University and S.R.A.?

Literature review and expert opinion will be used to deal with
this.



¥ MLM arques for "a systemic approach™ concerning personnel,

How can we examine the implications of the differences between a
systemic apprcach in industry or government and in a voluntary
social system such as that of Jewish Education?

*¥*¥ Degling with personnel will involve profession-building,

From what fields can we draw our analogies? For example, Glazer
holds that Jewish Education can learn from private general
education in the United States. Others may be at variance with
this and have alternative suggestions.

**%¥  Por  each issue, how much do we nesd to know before
proceeding?

Each of these questions involve theoretical assumptions as well

as research that was directed by these theoretical assumptions
(e.g. the work in media  was guided by specific conceptions of

learning, teaching and classtoom procedure).

It is important to immediately eliminate the possibility of one
misunderst anding: none of these peoints are being made to suggest
research or a commission that will deliberate for several vyears.
What is called for is a method for checking ideas and reviewing
literature with the top people in the field. We must decide how
to use various experts and be able to frame our questions s¢ that
the experts can make the most useful contribution. Each area that
we address will involve literature review, individual interviews

and group meetings in order to allow different positions to be
brought to the fore,

c.Knowing the field

Theory and theory of practice are necessary conditions but not
sufficient ones for our purposes. Without knowledge of the
field, ideas and recommendations may mislead. For example, for a
given sugc tion it may 2 important to know Eb

teachers do not prepare for ciass for more than half an hour per
day; that raising salaries by X percentage is unrealistic in
terms of the Federation’s budget; that the number of faculty
required for one training program is larger than all the
professors of Jewish Education in North A merica.

This kind of knowledge must be blended with the requisite skills
of formulating questions to the experts in theory and theory of
practice.

** Care will have to taken to allow for innovative and creative
thinking in mapping the options, A method should be developed
for encouraagina this. We should also find mavys of encourading
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A critical understanding of what can be and of what should come
first, must accompany the entire process. Yet it cannot be
introduced too early, because it may destroy creativity or
breakthrough ideas. Nor should it not be left out for too long
or we will encourage naive utopianism.

When the Commission will be ready to decide, the choice of which
option/s to deal with - or to deal with first, will be guided by
a rationale made explicit in the form of “criteria for choice”.
The criteria will be developed in consultation with experts and
with com missioners.

A balance will have to be struck between the breadth and depth of
options and what the Commission can realistically undertake in
its life.

Tthe Commissioners must be informed. about the process, the
completeness of the options” list, the way we are suggesting to
choose, the possible alternatives, They mnust be able to
criticize the alternatives. E.g. Lamm must not only see high-
schools put into the options list, but he must know (though does
not have to agree) how it was dropped from the list of options
presented.

The following are examples of possible criteria:

a. PFeasibility
. Before dealing with_specific_options some ageneral feasibility

guidelines %™ have to be generated. For example:

& On the basis of a careful study of current expenditures in
Jewish Education and current results of overall fundraising, what
is a legitimate target for an innovative vision of changing the
trendlines? One hundred million dollars? Five hundred million
dollars? One billion dollars?

Who is the appropriate audience to deliberate on this matter?
How much do we have to know before starting?

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

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

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

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



* Institutional politics : How feasible is the option in ¢t

light of competing institutional interests? E.g.: we may find it
difficult to implement an innovative program because existing
institutions don’t have the qualitative resources to implement
it, but will oppose and obstruct the creation of new
institutions.

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

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

b. Benefit: How likely is this option to significantly affect the
quality of Jewish Education?
What 1is the anticipated impact of this options?
What 1is 1its relative importance to the areas of
greatest need?
How does this option promote general communal
values? e.g.: pluralism - does the option cLt across ideologies?
Does it support difference and diversity? Does it keep options
open for the future?
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c. Cost: what is the cost :of -this optlon? Is this a long or a
short term investment? What is the per—capita cost? How does
this compare with the an|;lc1pated benef1t‘> What are suggested
sources of funding? ST

d. Time
When can the option be implemented? When are first results
expecteg?

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

V. Recommended alternatives

The criteria will be used to significantly narrow the range of
alternatives to be considered by the commission. A number of
alternative options with a reasonable chance of success will then
be recommended, for decision by the Commissioners before or at
the second commission meeting.





















D. STAFFING

1. THE MECHANISM SHOULD BE COMPOSED OF A SMALL PROFESSIONAL STAFF
OF  OQUTSTANDING QUALITY.- (TRIS IS  NOT—THE~ STAFF FOR THE
DEMONSTRATION CENTER OR FOR INDIVIDUAL PROJECTS)

2. THE STAFF WILL BE BEADED BY SC*"INE WHO HAS AN EXTENSI _
KNOWLEDGE OF 1... COMMUNITY, ITS INST..JTIONS, THE FIELD OF JEWISH
EDUCATION, PROCESSES OF CHANGE.

3. THE TOP PROFESSIONAL COULD BE EITHER AN EDUCATOR OR A TOP
ADMINISTRATOR SENSITIVE TO EDUCATION,

E. GOVERNANCE

1.THE GOVERNANCE OF THE MECHANISM WILL INCLUDE REPRESENTATIVES OF
THE STAKEHOLDERS AND OF THE FUNDERS. :

F. TIMING

1. IN ORDER FOR IMPLEMENTATION OF RECOMMENDATIONS TO OCCUR WITHIN
A REASONABLE AMOUNT OF TIME, THE MECHANISM SHOULD BE FULLY
OPERATIONAL WHEN THE COMMISSION CONCLUDES ITS WORK. [NDEED, ANY
PROGRAM IS LIKELY TO REQUIRE LENGTHY ADVANCE PLANNING IF IT IS TO
BE IMPLEMENTED AT THE START OF A GIVEN SCHOOL YEAR, IN ORDER FOR
THE COMMISSION TO HAVE A VISIBLE IMPACT WITHIN A FAIRLY SHORT
TERM, IT WILL BE NECESSARY TO START THE  PLANNING OF
IMPLEMENTATION AND OF SPECIFIC PROJECTS QUITE SOON.

2. HIGHLY QUALIFIED INDIVIDUALS, OF THE KIND THAT COULD PLAY &
HAJOR ROLE IN STAFFING THE MECHANISHM, ARE LIKELY TO REQUIRE
ggg?%?ggLE ADVANCE NOTICE IF THEY ARE TO LEAVE THEIR CURRENT

3. THERE IS ALREADY A DEMAND FOR CONCRETE ACTION ON THE PART OF
THE GCOMMISSICN, AND A REQUEST FOR POSSIBLE QUTCOMES TO BE SHARED
WITH THE COMMUNITY. THE ROLE THAT THE ABOVE MECHANISM WILL PLAY
DURING THE LIFE OF THE COMMISSION WILL NEED TO BE CONSIDERED.

G. PHASES
1. PRE-LAUNCHING: IT IS SUGGESTED THAT A FIRST PLANNINC PHASE BE
UMBERTAKEN IMMEDIATELY. ONE INDIVIDUAL COULD BE HIRED VERY SOON

AND GIVEN THE TASK OF PLANNING THE MECHAMISM AND GRADUALLY
BUILDING IT UP OVER THE COMING YEAR.

2. A DATE FOR THE LAUNCHING OF THE FULL-SCALE MECHANISM SHOULD BE
DECIDED UPON BEFORE THE NEXT MEETING OF THE COMMISSION.

H. FUNDING

1. THE SAME SQURCES THAT WILL FUND THE QUTCOMES OF THE WORK OF
COMMISSION SHOULD FUND THE MECHANISM.

2. THE FUNDING SHOULD GUARANTEE THE INDEPEDENCE AND PROFESSIONAL
INTEGRITY OF THE MECHANISH.

P

THE












a. QUANTITY
b. TYPE

C. RESOURCES

1. POTENTIAL POOL OF EDUCATORS
a. FROM EXISTING EDUCATORS
. JEWISH STUDIES GRADUATES
c. PARA-PROFESSIONALS
d. OTHER

D. ISSUES
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TOWARDS THE THIRD COMMISSION MEETING

E. NORMS AND STANDARDS OF QUALIFICATION
F. IMPLEMENTATION ISSUES:
1. SIMULTANEOUS CR SERIAL IMPLEMENTATION

2. THE TIME FACTOR IN IMPLEMENTATION
a. TIME AND MORALE
b. TIME AND SCOPE

3. MINIMAL SCOPE FOR EFFECTIVENESS
4, CRITERIA FOR DECIDING ON A STRATEGY

5. LOCAL MECHANISMS

G. A CENTRAL MECHANISM FCR IMPLEMENTATION:
1. WHOSE MECHANISM?
2. ITS ROLES AND FUNCTIONS

. PLANNNG

. MATCHMAKING: PROGRAMS AND FUNDS

RESOURCE OR IMPLEMENTOR

GUIDING IMPLEMENTATION

MONITORING IMPLEMENTATION

mAODT

H. COMMUNAL OWNERSHIP OF TIMPLEMENTATION

V. IMPLEMENTING RESEARCH:
A. PRIORITIES









B. How feasible 1is a given strategy? Is it methodologically

sound? Does it make asonable demands on human, structural and
f iancial res ?
The gquestions of feasibility to be addressed -- in addition to

those regarding resources and the likely political support --
will have to include considerations of replication. If a strategy
of limited scope is successfully implemented, does it have a good
chance of being replicated? Is replication likely? cCan the
conditions for replication be created? Many related issues should
be raised fc consideration. E.g. the literature reveals that
demonstration centers regquire energy to be expended on the
effective operation of the center itself. Little energy seems to
remain to plan, direct and Jlement wide- :ale 1 plication.

C. What is the cost of this strategy going to be, beyond the
current investment in Jewish education? Who can and will fund the
increased money needs? The funding required for any proposed
strategy will have to be carefully assessed and its feasibility
determined.

D. Any strategy selected will have to be acceptable to the key
players or stake-holders in the field of Jewish education. Stake-
holders will have to be identified and their commitment to the
proposed change will have to be checked. What will need to be
done to ensure the relevant ownership, involvement, commitment by
the stake-holders?

E. The issue of time will have to be considered. What will the
time schedule for a strategy be? How long will it take to
implement, and then replicate for a wider constituency? How long
until global change may occur?

It seems that for any process to be successful, to maintain its
momentum, it must be completed in a relatively limited amount of
time. People in the field of Jewish education are being inspired
by the work of the Commission and there are expectations that
serious change is forthcoming. For the communal leaders and
educators alike, it is important that change be vi ible soon in
order to sustain hope and support for the Commisssion’s work.

Another consideration related to time is the underlying notion
held by some that change will only be successful if certain
elements are implemented simultaneously. This theory claims, for
example, that efforts at expanding training programs will be
successful if done simultaneously with an increase in salaries, a
ladder of advancement, job development and more. Whether this is
indeed the case will have to be further studied.

F. How Will the scope cof a strategy be determined? It will be
necessary to define the minimal scope of implementation needed in
order to launch the process of change. If a suggested strategy
is limited geographically or in the number of people it will
affect, we will need to know how it will ultimately affect more
of the Jewish educational universe.



An attempt to answer all of the gquestions outlined above could
paralyze the process of choosing and implementing a strategy.

IV. ALTERNATIVE STRATEGIES FOR IMPLEMENTATION

What follows is a brief definition of five alternative strategies
for consideration which emerge from the 1literature on
implementation from consultations with experts and with
practitioners. They vary in degree of centralized control and can
be categorized into two types:

1. Conventional development strategies
2. Variations and elaborations on these, based on the

implementation orientation of the Commission.

Suggested Strategies:

A. National Development Plan

B. Demonstration Center

C. Single Element Dealt with Nationally
D. Multiple Experimental Centers

E. Combination of the Above

A. National Development Plan

A National Development Plan for dealing with the shortage of
personnel and with the community throughout North America will
be prepared and implemented. The plan will address systematically
every component that needs interventior for the across-the-board
improvement of Jewish education in North America (e.qg.
recruitment, training, leadership development, increased
funding). The following tasks will be undertaken:

* Map the current situation in personnel and the community.
(Current training opportunities, profile of the leadership,
profile of personnel, etc.)

* Evaluate resources (e.g. How effective are existing training
programs? What are current investments in education?).

* Analyze the organizational environment in which Jewish
education operates (e.g. communal and national structures for
education).




* Assess needs (e.g. how many educators are ne led; how many
T '  recruited; what kind of training is needed; what kind
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* Suggest actions for closing the gap between the current
situation and the needs. For example, if we need to raise the
number of people in training programs to 500 per year, up from
the current 145, let us quadruple the capacity of existing
programs, develop five new programs at general universities and
send 20 potential teacher-trainers to be trained at the Hebrew
University. In addition, let us create a national educational
manpower database for placement and recruitment; develop the
adequate knowledge base needed for decision-making in education;
undertake a variety of public relations activities to improve the
climate in the community regarding investments in Jewish
education; etc.

The development plan would also include:

* ceosting of implementation, and

* a schedule for the gradual implementation of the plan‘s many
components. The plan would effectively provide a roadmap for
Jewish education, setting priorities and implementation targets
for the whole North American community.

Demol :cration Center

A demonstration center weould be a place or several places (a
community, a metropolitan area, a region, a set of institutions)
where a full set of programs designed to effect change will be
implemented in a planned, systematic and monitored fashion. It
could be, for example, a medium-sized community that implements
the combination of personnel development programs and community
programs needed to insure systematic improvement in all its
educational settings. The programs could span the spectrum from
needs assesgment and planning, to recruitment, to in-service
training, to salary improvements, etc. They might involve the
personnel for the local JCC, the day schools, adult education
programs, synagogue-based programs and more. On the topic of
community, they would assess the performance of current
structures that deal with education (BJE, Federations), engage in
the recruitment of outstanding community leaders for education,
engage 1in a public relations campaign to impact on the
community’s cli ° con¢ 'ning education, and engac in special
fundraising efforts.

The suggested demonstration centers would be designed
specifically to deal with the shortage of qualified personnel and
with the community’s structures and leadership. The purpose of
the demonstration center is to implement, in a relatively short



time, the comprehensive, interrelated elements that are needed to
bring about across- the—board change. It would thereby demonstrate
how ° . T

CONC it aa v aa wevesag ~wawak .- __. _.._...,_ _.. ohe site, the
demonstratlon centers would be mo¢ "s for learning through
application. Leaders and educators from other communities who
visit a demonstration center might be inspired to replicate, and
adapt to their needs components of, or all of the programs, for
their own communities. Monitoring and evaluation activities would
lead to ongoing refinement of the application of projects.

The demonstration centers would be limited in scope -~- both
geographically and in the number of people involved -- compared
to the needs of the whole North American community. However, they
would be large enough to offer the necessary critical mass for
valid demonstration of a comprehensive approach to the topics at
hand.

(For an illustration of how a demonstration center might operate
see Appendix A.)

C. Single Items Dealt With Nationally:
A third strategy -- probably most useful in combination with any
of the others -- might be for the Commission to select from a

general plan one specific item for implementation throughout the
country. (E.g. a new salary scale for educators; the introduction
of an accreditation procedure; specialized training programs; a
general in-service training program; a plan for the recruitment
of outstanding lecadecrship for education.) The program will be
made available to communities throughout the country. Those
interested, who meet certain requirements (e.g. financial
commitment, willingness to implement monitoring and evaluation
procedures, etc.), would join the program on a voluntary basis.
Thus a large number of communities might implement such an item
simultaneously.

D. Multiple Experimental Centers

A number of experimental centers would be developed
simultaneously. They might be communities, single institutions,
or networks of institutions, each undertaking one or several
elements in need of change. A plan might be prepared including
all the elements that need improvement or change. A number of
communities might each take one part of this plan to test in its
institutions. For example, Los-Angeles might deal with the
recruitment of outstanding leadership for education and with
doubling the funding for Jewish education in its metropolitan
area, while Detroit might specialize in in-service training and
test novel in-service training programs in all its educational
systems.



The expel’ tal centers strategy might take many alternative
forms. The same element (e.g. a new system of in-service training
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communitlies, or tThe appllcation ol _.._ ___.ent (e.g. in-service
training) might be tested in different programmatic areas in
various communities. For example, in-service training programs
for early childhood educators might be tested in Saint-Louis
while in-service training programs for supplementary schools
might be tried in Minneapolis. A third community might test in-
service training throughout its informal network. An additional
variation of this strategy might involve a number of communities
testing the same programs for comparative purposes.

The multiple experimental approach would allow for testing a
variety of elements under different conditions, while at the
same time affecting a larger population than the demonstration
center. As in the case of demonstration center, this approach
would allow for learning by leaders and educators from any
interested community..

A significant advantage of the multiple experimental center is
that it would offer a wider spread and visibility of change
throughout North America than would the single demonstration
center approach.

E. Combinations:

The most likely scenario suggests that the Commission may decide
to select a combination of some or all of the above strategies. A
demonstration centcr does not preclude multiple experimental
centers around it - linked to it, or independent. This may be
less comprehensive, but could deal in parallel with some of the
same elements as those undertaken in the demonstration center. At
the same time, it is likely that a national development plan of
some sort will be desirable to provide a roadmap and set
priorities, as well as to outline possible routes for
c¢ ‘el ' re change.

It can also be assumed that following initial activities, a
single element may be found worthwhile for wide-scale or
comprehensive replication. The Commission, or whatever mechanisms
are monitoring its activities, may single out elements that could
be dealt with nationally in an effective way.

The final strategy decision is likely to be a combination of the
alternative suggestions for implementation.



APPENDIX A -- SOME ILLUSTRATIONS

The demonstration center will be centered around four main
topics: recruiting appropriate human resources, offering adequate
training, creating the conditions to retain educational personnel
and building the profession of Jewish education. There 1is a
strong assumption, that still needs to be verified, that these
four topics need to be addressed simultaneously if a significant
impact is to be achieved. There 1is concern that if addressed
serially rather than simultaneously, the effect of each component
on the others will be lost. A similar argument has been advanced
concerning the need to act simultanecusly in the area of
personnel and the community, as they are mutually dependent and
reinforce each other. Therefore, the demonstration center should
undertake them simultaneously through a complex nework of inter-
related programs. Below are hypothetical examples and ideas of
how a demonstration center might operate.

Recruitment:

The purpose of the recruitment component is to increase the pool
of educators in order to meet the current shortage and to upgrade
the guality of personnel. Multiple directions will be pursued,
including paraprofessionals, professionals from related fields,
and people who are willing to work for a limited amount of time
in the field of education. This pool of potential educators could
include retirees, general education teachers, yordim, Jewish
studies students, and graduates of day schools who are now in
university. In addition, candidates to be trained as educators
would be recruited too. Example 1: Graduates from good day high
schools {(e.g. Ramaz) who demonstrate talent, commitment and
appropriate Jewish knowledge, could be offered scholarships and
stipends to attend universities 1in the <c¢ity where the
demonstration center is located. In exchange, the graduate would
commit himself to teaching at the local supplementary school
during his four years of undergraduate studies. He would undergo
in-service training and his teaching (6 hours a week) would be
supervised by the demonstration center staff. During his vacation
periods from university, he would be expected to participate in
training seminars, either in the U.S. or in Israel.

These students might also be employed by the JCC or in adult
education programs at the local synagogue, depending on the
specific programmatic goals of the community. No claim would be
made on these people after their graduation from university; they
would not be expected to remain in the field of Jewish education.
Their services, rather, would be used for four vyears to alleviate
the supplementary school’s difficulty in finding suitable
personnel. New students each year would bring new energy and life
to the school, and the training they would receive would minimize
the weakness of being a non-professional teacher. For them, the
benefits would range from self-satisfaction to professional
growth, as well as a great deal of learning.



Example 2: Recruitment of full-time senior educators for day
schools would involve a different approach. The community’s
specific needs for personnel would have to ° d: how many,
and what kind of, educators are lacking ana couia be usefully
absorbed? Excellent educators, currently employed in other
places, may have to be offered the appropriate terms and benefits
to attract them to the demonstration center. They, too, would
undergo in-service training and perhaps undergo an accreditation
procedure that would result in licensure.

These senior educators would take on multiple responsibilities,
ranging from teaching to curriculum development for the
community, to training other teachers. Some of them may be
general educators, or specialists, and not necessarily all Judaic
teachers.

Training:

A comprehensive training program will be prepared for the whole
demonstration center. All the educators involved in any of the
demonstration center’s activities would participate in ongoing
in-service training. High level in-service training programs
might not only upgrade the gquality of present personnel, but
could be a key factor in retaining them too.

Models for the training of the paraprofessionals and for the
retooling of professionals from other fields will be developed.
These could have a significant impact on enlarging the pool of
educational personnel.

The systematic and comprehensive training programs are likely to
be too large for a local institution to take upon itself.
Assuming that the existing training institutions throughout the
country will be thoroughly evaluated by the Commission, their
role will be central in any training effort.

Example 3: Yeshiva University might be asked to assume
responsibility for the training of personnel 1in a particular
demonstration center. Yeshiva University would send staff members
to that center twice a month, to lead in-service workshops and to
advise teachers on projects. The Yeshiva University staff would
also be involved in planning and overseeing the training seminar
in Israel that will take place during the summer for some of the
educators.

If -- as is likely -- a particular training institution is found
to be weak in a certain area, outside talent may need to be
brought ir to work with the training institution’s staff. A
Jerusalem .21low, with a needed expertise, might be sent to
Yeshiva University for two years, or Professor Rosenak may
conduct a series of seminars there during the summer for the
staff of the training programs. While one training institution
will be primarily responsible for one area of training (e.g. in-
service training; pre-service training of teachers; training of



senior personnel) partnerships and consortia of institutions may
be developed. Thus, Yeshiva University in the example cited, may
work together with a college of Jewish studies to develop the
training program and to implement it. If a demonstration center
or one of the experimental centers has a specific programmatic
orientation (e.g. early childhood) the training program would be
specially tailored to it.

Retention and Profession Building:

These two issues are closely related, as there 1is a strong
assumption that if all the elements of a profession are in place,
Jewish education will better be able to retain its quality
personnel. These elements include appropriate salaries and
benefits, an agreed upon body of knowledge, a code of ethics,
networks of collegiality, etc.

The demonstration center would first have to define each of these
elements theoretically because little is known about them for the
field of Jewish education. Then the current status of each
element would have to be assessed and specific measurable goals
could be set with the appropriate plans for achieving them. These
might include a decision to raise, over the next two years, a
certain group of teachers’ salaries by "X" percent; institute a
licensing mechanism; and publicly recognize the achievement of
educators. The goals for the next five years might be that 500
teachers should be licensed, a sabbatical program would be
operating and 12 professors of Jewish Education will be holding
full-time positions at a key training institution.

The Community:

The community hosting the demonstration center will have to be an
integral part of the center’s existence. Some form of governing
body will oversee the planning, implementation and running of the
center. Hopefully, a wide coalition of all relevant actors --
rabbis, Tucators, the federation, philanthropists, intellectuals
-— will pe created, enabling the demonstration center to function
effectively. The community will have to make the financial
commitment necessary to support the demonstration center. Perhaps
several communities will compete for the opportunity to host the
demonstration center, proving their ability to create the best
conditions for it.

The governing body of the demonstration center will determine
exactly what "status for Jewish educators" means, and how it will
be developed in this community. A careful assessment of the
community‘s current structures and attitudes towards its
educators will be undertaken, and will reflect the community’s
attitude towards Jewish education. Individual leaders may
recognize their personal neglect of their own Jewish education,
and decide to undertake a serious course of study in one of the
programs affiliated with the demonstration center. Formal
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leadership development programs will be developed by the center
as well.

The above example of a demonstration center is limited. It does
not cover all of the elements and is not based on hard data or on
a specific community. It simply illustrates the type of thinking
that may be applied to a demonstration center.
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Dear Art,

I have just put own the phone - following our conver ation, and
will try to outline the suggested agenda. Please remember that I
will bring the real thing - detailed and more comprehensive -
together with a revised long-~term plan and a new Fchruary-June
plan - as well as rescarch agenda - for discussion.

Agenda

Suggested and Preliminary

1. Alternative Outcomes

(Presentation and discussion of various possible outcomes to
the work of the commission and their implications:

a. A Comprehensive Development plan

b. Demonstration Centers

c. Single Element Implemenled throughout North America
d. Multiple Experimental Centers

e. Combinations of the above

(Art, this is likely to be changed by the time we come.)

2. Workplan [Based on 1]

a. Consultations with Commissioners (small group meetings)
b. Research

¢. Planning

d. Administration

e, Workplan February to June

(Possible review of long-term plan; 4-month plan and rescarch
plan)
3. A mechanism for implementation
a. The concept
b. Immediate first steps
4. Staffing -

a. For research and planning
b. For the implementation mechanism

3. Public relations and networking with organizations.

a. discussion of the networkin
. _ g proposals (Rotman/Woocher
b. discussion of a p.r. proposal (Naparstek) )

6. Next steps



January 24, 1989

zar Se' = '

I just ended a phone conversation with Art and thought it
friendly to inform you that he is acting out. Though the tone
remained friendly throughout he managed to repeat all the old
mistakes. He probably had a bad meeting with MIM yesterday,
didn’t sleep (called me at Sam his time) and decided that with
you out of the way he could try to order me about and ask for :

detailed program and meeting schedules in the united states -
day-by-day, hour-by- hour from landing to take-off (SF; AH)

a concept paper

a research plan

an agenda for Cleveland

the individual Commissioners’ papers

reports on all our contacts with commissioners

The only thing I produced is the agenda (see attached) because he
is obviously miserable over having to face MIM again today and
not even have the outline of an agenda.

He will call you desperately tonight - so here are some warnings
and details:

Should you plan to give in on any of the above, be kind enough to
inform me, it will save me a trip.

The lovely chat went as follows:

- have you (SF) already landed

- could I produce a few things for him today, because MLM is
having his last day at the office

- had a good meeting with MLM. MIM is getting back on board and
wants tec know.

- MIM wants more time than he (AJN) had planned. He would
consider cancelling his Tuesday January 7 meetings if we’d come
in. MIM is available. (1.It is the Coleman day; 2.do we want that
time)

- He (AJN) finds himself unable to explain the content of our
work for lack of a concept paper. We had promised it. (the tone
never got really mean: Jjust stupidly pressuring, thinking I
might..)

He liked the minutes a lot.

He is shooting for meetings with Woocher and Rotman to end by 3pm
on Thursday. Shouldn’t go much later. I need to leave town not
late that day.

I have received a second - useful to me - two page memo from Joe



(attached).

Attached - a rough draft of the minutes’ cover letter. Heavily
inspired from earlier similar letters.

That’s it. Be well
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MINUTES: Senfor Policy Advisors
Commission on Jewish Education in North Amervica

DATE QF MEETING: Decomber 14, 1988
DATE HMINUTES ISSUED: January 10, 1989

PRESENT: David Ariel, Saymour Fox, Rachael Gubitz, Annctte
Hochstein, Stephen Hoffman, Virginia Levi (Sec'y).
Morton L. Handel, Arthur Naparstek, Joseph Reimer,
Arthur Rotman, Carml Schwartz, Herman Stein,
Jonathan HWoocher, Henry L. Zucker

I. Introduction

At an carlier meeting, Senlor Policy Advisors set three gools for cthe
Commission meeting of December 13:

A. To develop a clearer focus for a Commission agenda.

B To develop a sense of how to organize in order to accomplish that
agenda,

C. For participants to continue to feel good about the work ol Cthe
Commission.

In the discussion which took place on December 14, there was agtecment.
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Commission meeting. The focus of Chis meeting was to move toward a
plan for orpganizing to accomplish the Commisclon’'s agenda. The pages
which follow summarize the points made by Senlor Policy Advisors at
this follow-up meeting.

1I. Format

The morning session of the Commission meeting was excellent. It was
[elt that more time might have been given to lunch, where
constructive conversations were taking placa and Commissionars were
beginning to network. In the future we should consider varying the
formac for the afternoon.

IIT Enabling Options

There was a mandate to pursue personnel and coemunity, accompanied by

a concern [or [(inding ways to Ilntegrate programmatic options, 1Tt was

suggested thact we might look at each programmatic option as it relates
to persennel and community. It was also sugpested that a study of the
two primary options should include & rescarch component,



IX.

The Commission’'s purpose is to sngage Ln producing change, We will
need to address the strengths and woaknesses in the srray of

structures which cucrrently comprise Jewish education. We nced a paper

on the status of Jowish education {n North America, and /another which
rostates our goals as get forth in our design document and shows where
we are one year after it was written,

We might take a dual approach to organizing the process as follows:
(1) Contingency approach -- temporary groups such as forums and focus
groups which provide temporary leadership rolas for some
commissioners, parallel with (2) Non-contingency groups such as task
forces which exist for the 1ife of the Commission and provide more
long-term leadership roles for others.

The nine local Federation commissions on Jewish education currently In
existence could provide models to help advince Jewish oducation.
Porhaps a position paper can be written which will suggest how to
accomplish this,

e should develop a plan within the context of JWB, JESNA and CJF that

will define the roles of these organizations in our work., If we
decide to add staff, we should hold a seminar for them so that
everyone takes the same approach and understands the rules.

Life After the Commission:

We are committed to concluding In the spring of 1990, UWe should
consider the possibility of a "successor mechanism" as a way of
keeping initiatives going.

Moving Toward a Final Report

It is not too soon to begin to develop an outline for a final
Commisslon report, as a means of focusing the efforts of staff In the
interim. The finsl report should include an assessment of the current
state of American Jewish education and visions far the future, as well
as a case history study which nmight be done as an independent documant
cdited by a single individual or cammittee, but would be written by a
number of authors.

Next Steps

1. A proposal for life after the Commissfon .- due by June.

2. A design for setcing forth alternative approaches, including a
definition of the fssues and alternative solutions.

f.p...

FrEn



A paper stating the outcomes which we seek:

a, systemic change
b.  published papers
€. a broker-process to link {ssues with potential funders

A public rclations plan to include:

a. communications
b, a definition of each public and the outcomes we scek with
each

Case studies -- models within Jewish education that could be
adopted by all. Thie might includa looking at individual aspects
of programs rather than highlighting an entire program. It might
be somewhat less politically sensitive than selecting a small
nunbar of projects and {dentifylng them as the successful ones,
This project might be done with an editor and mulciple authors,

A plan to move ahead. 1ln order to determine wvhother we require

- more staff, we should write a paper outlining outcomes and how we

envision organizing to achleve those outcomes. This should be
done by Jsnuary 13,

Research -- this should be added to the lisc of desired
outcomes. We will decide later what can be done.

Following the next Commission meeting, staff will meet for
approximately one hour that evening to plan an agenda for the
next day. Senlor policy advisors will be asked to meet the next
mocning to evaluate and debrief. Staff will meet that afterncon
and perhaps the next day to plan for the future.

Staff were encouraged to use their own judgment in sharing
Commission materials with others.



It was felt that the community vption requires further clarification
and definition, It may bae that any lack of enthusiasm for the concept
of community reflects an assumption that it is a "given,* rather than
less support for the option {tself. A look at community should
include {nput from the RBurcau system and Federation planners. Some
smaller communicies might become laboratories to experiment with now
approaches,

We have two parallel priorities -- one to address individual {nterests
of commissioners and a second to pursue our main thrusts.

If we could determine where we wiah to be at the end of tho proocan,
we could use focus groups as a basis for the preparation of atrategy
papers which would provide an analysis of the current state of Jewish
education and a taxonomy of possible responses. Prograsmmatic options
could be looked at in focus groups vhile community and personnel are
dealt with at the Commission level,

Programmatic Options

In additlon to developing an approach to dealing with personnel and
community, we should work on a plan to examine programmatic options.
In fooking at programmatic options, we might vish to develop: (1) tho
road map concept; (2) the macchmaker concept -- finding people to
finance initiatives; and (3) a means for evaluvation on & continuing
basis. Furthermore, we might look at good practices within a
programmatic area and {dentify key factors for success.

Involving Commissioncrs

All comnissioners who were present at the December 13 meeting should
be contacted for debriefing as soon as possible. Those vho were not
present should be called and hriefed on the ocutcomes of the meacing.

In light of the Commissioners’ confidence in the work of the staff,
commissioners might be inclined to rely too heavily on staff and to
parcticipate less themselves, We must work to retain the involvement
of commissioners. We can accomplish this goal by continuing to listen
to them through interviews, focus groups, forums and task forces.

It was noted that personnel and comnunity are interrelated. If we
establish task forces Co study each area, we should ensure that thero
ls a means of communication between them.



VI.

VIl.

We mipght hold a serles of mectings hosted by commissioners in varfous
parts of the country to get additional Linput and provide an
opportunity to stay lnvolved, Each mecting might be on a different
aspect of the Commission's work and cach commissioner would be invited
to participate Ln one of the meatings, It is suggested that MLM would
chair these meetings,

We know that some commissioners have a spocific agenda in mind, We
alght approach them and ask how the commission process can serva thalr
goals, chus engaging them Ln the process.

Wich respect to possible represcntation of other groups on the
Commission, it was felt that our general approach should be to include
them in che research and writing process rather than adding more
commissionera. Conslideration will be given to replacing Rabbi Zeldin,
possibly with Rabbl Sheldon Zimmerman, Lf Rabbl Zeldin continucs to
show minimal inceresct.

Copyrighc

We will not copyright our working documents. We will either indicate
on them cthat they may be reproduced with appropriate credit, or we
will mark them "Draft. Do not reproduce.*

The swtions wvasawr seswzsees vall be rerriowsd and semorleewd, AIW kLY srmwls

on the matter of copyright.

Commission Public Relations Strategies

We need a communications/PR strategy. We should identify publics and
inform them about the Commission. A newsletter of highlights which
actually quotes commigsioners should be considered. All press
releases should i{nclude a standard paragraph defining the Commissfion,
We can use JWB, JESNA and CIJF malling lists For thils. 1In addition,
HLK should plan te maet with the CIJF board in January, 1989,

VIIT. How To Proceed

There Ls a need for research as expressed at the Commission meeting.
The basic question of proof chat there is a link between Jowish
educacion and Jewish continuity should be studied. We might consider
commicsioning occasional papers on a varlety of toplcs. When a vision
paper ls written, it should be useful to every denomination.












Dear Prof. Sizer,

I was pleased to hear that you have agreed to meet with Prof.
Seymour Fox and Mrs. Annette Hochstein to discuss the North
American Commission on Jewish Education. I believe that the
enclosed documents will serve as useful background materials for
that meeting.

Dr. Arthur Naparstek
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TO: Annette

FROM: Debbie

DATE: Jan. 17, 1989

RE: Minutes of Second Commission Meeting

I re-listened to the tapes and read both versions of the minutes.
The first draft (12/21/88) contains alot more specifics - quotes
of what people said at the meeting. The second draft is better
integrated and more analytical. Sometimes, perhaps a bit too
analytical; I think that Ariel turned several of the opinions
expressed at the meeting into declarative, definitive statesments
and sometimes misconstrued meanings. My comments below are on
the second draft.

pg 1 last par. - '"to be as inclusive as possible" is an awkward
phrase. Does he mena that the staff should try to consider as
many interests of the commissioners as possible?

pg 2 first par. - the connection btw the Cleveland Commission and
the Mandel family is unclear. Did MAF sponsor the Commission?

pg 4 first par. - "first looking at enabling options" suggests
that programmatic options will be looked at second.

"all program. initiatives come back to the underlying issues of
personnel . . ." should probably read something like "most
program. 1initiatives depend on the availability of qualified
personnel, etc. if they are to be successful in bringing about
significan change.™

"narrowed according to focused program. areas" should say
"applied to specific program. areas."

las’ -~ ntences of first par. - No one said that any one prog.
area was of "greatest importance" or that prog. were nmore
important than enabling. WHat was mentioned was the need to

prioritize as a way o©of getting started and focusing in.
Prioritizing prog. options could be a way of narrowing the
enabling options.

pg 4 2nd par. - grammatical: other professions have approached
the issue . . .
last line of 2nd par. - Should personnel for elem. educ. be

singled out here?

pg 4 3rd par. - One person ccmmented that lay leaders deon't
necessarily have to have a Jewish background, that they can learn
on-the-job and that they can sometimes "see the needs" more
clearly than "learned Jews". Maybe it needs to be clarified that
we want lay leaders to be somehow invelved in learning, but they



don’t all have to be Jewish scholars.

Pg 4 par. 4 - "research is not a major issue. . . ." Nobody said
that! What was said was that research 1is not an immediate
priority because "the house is burning" (i.e. Jew. ed is in a
critical state and needs immediate help). He added that when we

have the luxury of time we should undertake R&D.

pg 4 last par. - "the Commission will ultimately move to the
programmatic options so that individual funding sources can pusue
these with success." WRONG. Doesn‘t MIM want other foundations

to undertake projects that will not be covered by the Commission?
Other funding source don’t need the go ahead from the Commission
to go into a prog. area. I think MILM’s opinion - as he stated
it at the meeting - should be spelled out here. i.e. that we
believe we can have the most impact on prog. areas through the
enabling options.

pg 5 first par. - Should this "cfficial decision" be
highlighted/emphasized more?

pg 5 2nd par. - Is "pluralistic vision™ the right phrase?
(Pluralism means something very specific in Jewish jargon) The

items in this paragraph were things mentioned in the morning’s
discussion, not exclusively MLM’s opinion.

pg5 fifth par. - "concern for a programmatic emphasis as the
standard for exploring the enabling options."™ I don’t think that
this is what Fox meant. Programmatics are not standards for
enabling options. Fox said "if the enabling options can‘t meet

the questions asked here this morning, than they are not
enabling, they are just slogans."

fifth par. -~ 20 full-time professors of Jewish ed.?

pg 5 last par. - "the lead-teacher concept might help alleviate
the either/or dilemma by filling gaps . . . " Is this the
re on we wanht to develop lead teachers?

pg 6 2nd par. - I think that the phrase ":nnovation is not always
necessary" should be changed. People talked about ™Madding
strength to strength" but no one came out against innovation.

pg 6 par. 3 - "growth of Judaic studies might illustrate what
make Jewish education attractive as a profession." Seems to me

that the opposite point was made: the former doesn’t illustrate
the latter. The question is why are people going into Judaica
and not into education. The word analogy is misused here.

I would change "scholars can also benefit this enterprise . . . "
to "scholars should be brought into the enterprise . . ."

"The example of how the shortage of day school teachers led to
higher salaries illustrates how progress can be made" seems like
an erroneous argument. Do we want shortage to be the motivation
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NATIV POLICY AND PLANNING CONSULTANTS
P.O ©. 4497, Jeru: ~ | 91044
Telephone:972-2-662296

Facsimile No. 972-2-699951

FACSIMILE TRANSMISSION

TO: Virginia Levi
FROM: Debbie Meline

FAX NUMBER: 001-216-391-8327
DATE: January 15, 1989

NO. OF PAGES: one

Dear Ginny,

Annette asked me to inform you that Professor Fox’s father passed
away on Friday.

Annette is not in the office today, but she asked me to notify
you immediately as she is sure that you and Dr. Naparstek would
want to know.

Sincerely,

-

{ &
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NPXINNI D>TNINNA NOIDN N3
UNITED SYNAGOGUE OF AMERICA

55 FIFTH AVENUE, NEW YORK,N.Y. 10010 = (212)533-7800

CONMMISSION ON JEWISH EQUCATION
OF

JEWISH THEOLOGIC AL SEMINARY
THE EDUCATCHS ASSCMDOLY
THiE RABHEINICAL ARSI MOLY
AND
THE UWITED SYMAGUGLUE OF AMERILA

January 13, 1989

HARRY 5 KATZ ESG
Co-Chanman

DR MIRIAM KLEIN SHAFRL
Co-Cruprman

Dr. Seymour Fox
NATIV

Dear Seymour:

The question that you posed to me at our meeling as to what
conversations regarding Jewish education would be possible between
Conservative and Reform educators (Day Schools) while it went
unanswered continued to intrigue me. On the flight back to the States, |
jotted down some possibilities. The list below certainly isn't definitive.
While it might, at first glance, seem to move from the easy to the more
difficult to achieve this is merely a reflection of thought patterns and not
an organizing principle. Here is a list of some areas:

l. Areas of General Education

Models for curriculum building

Pedagogy

General Studies Curnculum

Possibilities and models of integration

Schoo! management and governance issues, €.g., parents, lay
leaders, teacher supervision, financing, etc.

mooOm?

II.  Obviously, at least to me, on the ctassroom level there are many
things which teachers could share. (At least in principle, this would also
bo true in regards to sharing with the Orthodox Movement.)
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I1l.  There should indeed be some theological-educational matters (to
use Rosenak's term, "the theology of education”) that could be discussed.
It is my view that the movements share overlapping theological maps.
These conversations could be a means for both to build a theclogy of
education.

A, The clearest example in my mind is "God." (Syme's book on
theologies is as much for our high schoo! students.)

B. The prophetic vision as seen by both of the movements at least
in part overlaps.

C. As we move from Revselation to Halakhah the conversation can
still take place but will serve more to put in relief
differences.

V. There are more neutral Judaic areas (the neutral character is
debatable) that couid be the subject for joint conversations and perhaps
joint educational work. Such areas come to mind as:

A. Hebrew

B. Jewish Peoplehood

C. Israel

D. Educational/Methodological questions relating to the teaching
of texts.

| hope the above is of some use to you. As always you have
challenged my thought and | greatly welcome that.

Sincerely,

/7 i e e
J " frod ol (Hoe
N VAN 2 Dr. Robert Abramson
Director
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FREMISR INQUETRAL CORFPDAATION

REQUEST FOR TELEX/MAILGRAM/FAX
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[ - -
company._ ¢/o Annette Hochstefn
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the Center for Soclal Policy Studies).
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John Colman (a Commissioner) will be in Jerusalem January 31 to February 5 at the
He 18 going mainly to work with Israel Katz (John is the Chairman of

v .« you see John while he 1s in Jerusalem to update him on the work of thc Gommission
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HERMANN - COMMUNITY - PERSONNEL : NOT MAJOR SUPPORT
THEREFORE AFTER LUNCH OWNERSHIP OF COMMISSION BY COMMISSIONES -
SUFFERED
EXCELLENT COMMENTS THAT NEED DEALING
NATIONAL/LOCAL EFFORTS - DISTINCTION NEEDS CLARIFYING
LIPSETT’ LABOR-CAPITAL INTENSIVE
TARGET POPULATICNS

MLM

HANK
DISAGREES WITH ABOVE: AT END OF MEETING CONSENSUS

JON
CAME OUT VERY WELL - PREDOMINENT REACTION - AGREEMENT WITH
FUNDAMENTALS - BUT CAUTICN AS TO HOW SPECIFICS WILL BE
INTRODUCED
LEFT WITH MANDATE RE-PESCNNEL

HANK
WANTS OUTLINE OF REPORT
THERE WAS DEMAND FOR STATE OF J.ED + VISION
+ WHERE WE‘LL BE IN TEN YEARS
CASE STUDIES - [SCME ELABORATIONS)

MLM -
SPOKE WITH 15 COMMISSIONERS AT END. VERY POZ.
ELI -- SOLDILY A MEMBER NOW. SAID HE WAS WORRIED OF TASKFORCES

C0Z HE DIDN’T BELEIVE WE HAD THE TASKFORCE CAPABILITY. NOW HE
THINKS WE DO.

DAVID ARIEL
WE CULTIVATED TWC VERY HEALTHY TENSIONS:
QUALITY OF STAFF-WORK - LEAD TO TRUST IN STAFF
-- MAY LEAD TO INCLINATION TO DROP OUT OF ACTIVE OWNERSHIP BY
COMMISSICONERS.

SUGGESTIONS OFFERED TC LOOK AT ENABLING OPTIONS KEEPING IN MIND
WHAT PERSONNEL AREA - PRIORITIZE

MCRE DATA
RESEARCH IN VARIETIES OF WAYS

[MLM : WE NEED TO DETERMINE WHAT IS NEEDED AND WHAT THE FORMAT
I5] -- NOT COMMCN VOCABULARY.

JOE
POINTS OF RESISTANCE:
-- YITS
-- BRONFMAN AFTER LUNCH
—-— BALTIMORE-TORONTO (HIRSHHORN - WE HAVE NO




ACCOUNTABILITY/EVALUATION)
—- NO RESPONSE TO COMMUNITY
—- SHOULDN’T PUT PERSONNEL BEFORE COMMUNITY
MIM + GENERAL DISCUSSION RE-BRONFMAN
ELI GETTING MONEY FROM CROWN AND BRONFMAN
CARMI
== COMMUNITY FOR J.ED. NOT YET UNDERSTOOD/ANALYSED

MLM
—-— COMMISSIONERS GO TC PROGRAMMATICS COZ IT IS UNDERSTANDABLE

DISCUSSION -- LARGE MEASURE OF ACCEPTANCE QF COMMISSIONERS BY
COMMISIONERS

--- HOW DO WE DO THIS --- CAN WE ADVANCE STATE OF THE ART THROUGH
COMMISSION. HOW DO W CHANGE THE CLIMATE

STEVE HOFFMANN -- SKEPTICAL IF COMMUNITY CAN BE DEALT WITH BY
THIS COMMISSION

ART ROTMAN --
CONTINUE INTERVIEWS
& FOCUS GROUPS
PEOPLE FEEL LISTENED TO
AFTERNOON < AFTER-LUNCH PROBLEM

- NEED MONITOR-HISTORIAN-EVALUATOR
- CRB TALK -- HIS TANGIBLES.

CARMI : THE ROLES OF JWB; JESNA AND CJF

MIM - EXPANDS ON THE ROLES - RELATIVE TC PARTNERSHIP AND
COMMUNITY -—-

AH -- PLEA FOR NOT RUNNING WITH COMMUNITY WITHOUT PLANNING

HANK -- WONDERFUL DIATRIABE FCR COMMUNITY AND CHANGE

SF —-—- WE HAVE NOT ANSWERED THE QU’S - SERIOUS CHALLENGES. WE
HAVE TC BE ABLE TO ANSWER THESE

MLM (INTERRUPTS) - LEAN FORWARD SEYMOUR...



MIM -- ARE YOU SAYING THTA WE NEED TO SPEND 3-4 MONTHS DEFINING
~ THINKING COMMUNITY AND PERSONNEL.

JON -~ WE NEED PROCESS (MAYBE NOT PAPERS) -~ BRING TOGETHER
THINKING ABOUT HIS - RECOGNIZING THE PROBLEMS (HE DOES).
IMPORTANT POINTS

HERMAN -- COMMNITY PROCESS -- INTRODUCE 0.D,

STEVE HOFFMANN - UNLESS INVOLVE IN PROCESS MUCH MORE - PLANNERS,
FEDS ETC.. YOU CAN ONLY DO ACADEMIC PAPER.

CARMI -~ DON’T DEAL IN ONE GLOBAL TRACK BUT MULTI-TRACK
DAVID -- DO PLAN BEFORE DEALING WITH THIS
STEVE HOFFMAN --

JESNA, JWB, CJF -- WANT A BIGGER ROLE

hkkk ko k ke kA Ak kAN Ak AR A AR AR R KRR AR AR kAR R ARk ANk h kA
DECEMBER 14 ~- 10:15 PM

MLM:
WHERE DO WE GO FROM HERE?

TASKFORCES?

SF IDEA:
SMALL GROUP - FOCUS GROUPS
IN THE CONTEXT OF THE COMMISSION PROGRAMMATICS MUST BE DEALT WITH
MECHANISM FOR DEALING
PROGRAMMATIC CASE ILLUSTRATIONS FOR PERSONNEL AND THE COMMUNITY
JON - STRATEGY PAPERS --

WHAT ARE THE ISSUES

TAXONOMY OF RESPONSES

ART - CASE STUDIES



HANK -

JOE - PERSONNEL TASKFORCE
- COMMUNITY - PROCESS OF ACTION
= PROGRAMMATIC -

[UMBRELLA - MECHANISM -
SOME LINKING-

BUT ALSCO INDEPENDENT INTEREST -~ YET

DON’T WANT THEM TO LOOSE THE INTEREST IN
COMMISSION

WE DON’T WANT TO LOOSE THEIR

RESOURCES ]

HERMAN STEIN:
DON’T HAVE TO CONTROL EVERYTING?
STRUCTURES WILL HAVE TC BE ADDRESSED
CHANGE

STRUCTURE

PR
POST-MECHANISM
ETC...

LENGTHY DEBATES

-

I AM PARTICULARLY BAD TODAY -- TOO TENSE; TOO EMOTIONAL; TOO
ANGRY AT HAVING TO HEAR UNINFORMED -NOT BILL-FOOTING - OPINICN.
NG ROOM/TIME FCR RELEASE OF TENSION AND PRESSURE. NOTHING IN
SIGHT EITHER ON THAT FRCONT - EXCEPT FOR AN AIRPLANE SEAT
TONIGHT!

. PA

IDENTIFY THE PERSON WHC CAN DO THE JOB
STRATEGIC PLANNING IN REGARD TO PREPARING MATCH
DATA

RESEARCH
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January 10, 1988

Dear

Seymour Fox and Annette Hochstein have told me of vyour
interest in the work of the Commission on Jewish
Education in North America. I thought you may be
interested in receiving the backgrcund materials that
served as the basis of the Commission’s second meeting
on December 13, 1988.

The decisions made at that meeting have helped move the
Commission steadily toward its goal of developing
proposals that could enhance the contribution of Jewish
education to Jewish continuity in North America.

I want to thank you for your help and interest in the
work of the Commission and will be happy to send you
additional materials from time to time.

Sincerely,

Dr. Arthur J. Naparstek

President, Mandel Associated Foundations
Director, Commission on Jewish Education in North America
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Seymour Fox

TO: _ Annecke lochetefn — FROm; Arth_u_r_.].___R_Biﬂg_l_ck DATE: Jonuary 9, 1989
— o S RCPLYING T
LR R R N R LN LR Y NTR L IH AT RA] MYy uNI’W!N G O

YOUR MEMO OF:
SUBJECT: Drafc of Minutes Erom 12/13 Commission Meeting

Attached 1s a rough draft of the minutes from the 12/13 Commigoion
meeting, prepared by David Ariel and Ginny Levi. It is not in final
form, and may contaln some typographical errors. But in the interest
of saving time, I am sending them to you as they are.

1 look forward to discuseing the draft with you during our meecing
tomorrow (Tuesday) at 10:00 a.m.




ATy —
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NORTH AMERICAN COMMISSION, ETC,
HEADING HATERTIAL

I. Introductory Remarks by Chairman, Morton Mandel:

A, Mr, Mandel convened the meeting at 10:15 A,M, He noted that the
attendance for the meeting indicated the {mportauce of the subject to
the Conmissloners. HRe welcomed three new Coonmiselon members (Ronald
Appleby, Joseph Gruess and Lilonel Shipper).

Mr, Mandel reviewed several key polnts about the Commission process: Tt
i a partnership between a private family foundation, JESNA, JWB, CJF
and among key lay and professional leaders of the Jewigh commu:i;%,in
North Amcrica. MHe reiterated his resolve that the Commission

belong’ to the Commissioners. He also noted that all Commissfonera share
his commitment to realiring the goals of the Commission.

B. The Chalrman then reviewed developmenta since the beglnulng of tLhe
Commisedon:

1, The results of interviews conducted by Commissfon staff with
Commissioners determined the esgends for the August firet meeting. The
Commissloners determined the major areas In Jewish educatlon which the
Commicsion will explore.

2. The Cammieslonars defined Jewish educatlion in ies broadesi seunse to
inclnde formal and informal educatien among all age groups and io a
broad range of secttings.

3. The firet meeting and subseqguent interviews with the Cowwissloners
emphasized the need to sharpen and narrow the focus of the Coomission's
agenda by selecting areas of futerventlion in which systemic and
fundamental change is possible and can be realistically achieved. The
poal of the Commission 16 to have a major impact upon the field of
Jewlish education, to create a process which ecan facilitate further
change beyond the life of the Commiseion and to fund new opporcunities
through partnerships of public and private Jewish sources. The
Commisslon is expected to reach 1its conclusion in the spring of 1990.

&, After the first meeting, the stuff was charged with the
Tesponsibilicy to respect the Interests of the individual Commiseioners,
to be as inclusive as posaible of the interests of &ll Commissioners, to
help define and coalesce the wishes of the Commission as a whole and to
keep the policy options open far the Commissioners to decide,
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4, Each of the 26 options wae explored in light of the 5 categories of
analyzing an option,

5, Criteria were developed for determining which options were most
lmportant because many more optlons were 1dentified than could be
considered within the scope of the Commigsion, Thage criterla included:

{0) feasibilicy;

{b] benefits which would accrue;

[c] cost;

(d] time required for implementation; and

fe] Importance.

6. A distinction was made between "necessary” and "sufficlent” optlons,
An option is vecessary if it {e indiepensable to 1mplementing the other
optione, The necessary options are thosa which are preconditioens which
enable other options to be implemented. An optlon ts sufficlent If It
muet he present for improvement in that area to occur but is not tha
only or Indispensable element. The larter options might also be
considered “programmatic,”

7. FEach option wags analyzed according to the five clements, the five
criteria and the categories of “necessity” or “sufficiency” {that is
whether it is a “precondition” or & "programmazic™ option). Option
papers were drafted which explored each option accordingly. These
docwmente sre prellminary and requirve further yeffnement, They refllact
Lthe vuttent state of honuwledge sad vplotlon abvut eplluue lu Jewlsh
education and provide a basis for setting Comnission priorfties.

8. The differentiation between preconditions and programmatfic options
proved useful, The preconditions or enabling cptions are necesssry to
fmplement the progrommat{c optiona. Each programmatic option is
important; there 18 no objegctive basls for celecting which among them is
nore ifaportant, Therefore, 1t appears that the preconditions/enabling
options should be treated prior teo, and in order to facilitate, the
programmatlc optiona,

9. Three enabling options eaecrged:

|a] Parsonnel: the development of a aufficient cadre of trained
educational leaders who are able to implement the programmatic options;

(b] Community: the creation of a community limate which supports
the enterprise and develops gtructutes and funding appropriate to the
goale; and

[c] Leadership: the involvement of high-level leadership which can
foster o climacte of change and nccomplishment.

{Options [b] and [c] were combined in one optlion paper referred to as
“community/funding/lesdership”, ]

10. The conclusion ¢f the research process 1s that the two enabling
options (Personnel and Community/Funding/Leadership) are necessary
preconditions for the implementation of any of the programmatic options.

o, O



- = — o ek ' A = X oy Lol wn B TR T = A UL B ) T T B NI B

g

YII. Dircussion

Discussion about the rescarch method, analysis and option papers
continued until the adjournment for lunch.

SUPPOTrEt waP EERETULllY waprvsped Lfuvr whic wetbod of first loeohidng ac
enabling options in view of the foct thut all programwmotic Lnitlatives
come back to the underlying lesues of persouncl and community/funding/
leaderphip . Some Commigsicners felt that the broad, overavching
concerna for personnel and community should he narrvowed according to
focuged programmatic areas, Thoee areas of greatest programmatic
ipportance should halp define which areasr of personnel need the greatest
drevusivn, This would Iwply a need te prloritime programmctio opriono
ag a guide to focusing the enabling option for perwonnel, Several
commigsloners felt thbat the programmatic options are of greater
immediacy aud importance,

Regarding personncl eo u priority, i wao noted that thare fe nnt
sufficient knowledge about what 1t means to train pereonnel In Jewish
education. It was noted that other professions approached the igsue of
training through demonetration projacts, developing one institution well
go that others would follow, Thate may also be effective models in
place today which ehould be analyzed and replicated. Research on case
studies of succegses or faflures In this area should inform the option
papers on the enabling conditions. 4&p emphasis on professionallzation
of personnel and the importence of personnel for elementary education
were emphasized,

Regarding comaunity/leadership as a priorjty, the need for a Jewlshly-
educated lay leaderehip and the importance of the role of leaders *
changing the climate for Jewish education were raised. Conceran about
the infraetructure and institutfons providing .fewleh educat{on was
raizsed. There was disagreement over whether there needs to be a unifled

vicetnn ar jnrerdenominational fdeology uniting the different strains of
Jewlsh 1i1fe as an ingredient for change.

The issue of research and evaluation was discussed, Sopme argned for the
value of research and analyses of successes and fallures 3s neccesary to
the procese., Another stated that rescarch is not a pajor ilssue due Lo
the critical condition of the educatlion enterprlisge. Others recommended
that evaluatlon criteria be added to the options paperas. A paper
articulating a vieion of the future of Jewish education was urged.

Other models for the Commigslon work were mentiocned. These included
conmissioning one or mote experts frow within or outside Jewlsh
educdtion to develop 8 prospectus for the furure.

Mr, Mandel noted that while the enabling conditions may have the
greatest impact, the programmatic options are imporrant, He expressed
tire hope that the Commisefion will ultimately move Co the programmatic
optlons 50 that individual Commissioners and funding Rources can purgue
theae with success.

o kT



Afcer lumch, ¥r.. Mandel. summarized the eerlisrdiscussion. He obmervad
that there waes agreement about firgC exploring the preconditions/

77 g conditions ev rion  quesci 8 were ralsed about
remaining osloce Lo a programmatic rocue. #e indicated that the
Commiesion would, therefore, iiral explore the 1lssues of Fersonnel and
Communicty/Funding/Leaderahip,

lie noted the need to malintvin a plurullstic vietun of the gouls of
Jewish educetion and acknnwiedpmd the {mparrance af the programmatcic
omphaoio. Ha atrasncd the nood to know what woerle by publicizing coea

atudies of bestr practice mcdels even as Jewlsh education 1e examined
criticatly,

Tm wowpenos ¢t o questfen, +ha Mhatennn (ndi-srad rhar rhara audTY ke

mnple room for Cuuinlesluvicis (v puresus the arcas of thelv own conscrn
uvun a9 the Comnlywlen Dlawh waplacesr tla Fwe ,roahldog apredena .

IV. Mr, Mandel then introduced Dr. Seymour Fox, Congultant Lo the
Commisniom, 1v review the option paper on persoonel.

Dr. Fox explained that the chsllenge raised by the morning discussion is
to keep the concern for a programmatic emphasls ap the standard for

avplnring rhe anahling apriana. The gralution to the problem of
poereonnel (n Jawteh aducatfan requirea thar the ertrfecal feenes of

recruttment, tralplog, reteantion and poofesslon-butldiog be adibiesved 10
an integrated approach., He polnted to cthe lack of sustained or
thoupheful efforts at recruitment. Regarding trafolng, he noled that
scverel rew idezs have beew proposed but these are limited by funding

ead Tthe ghuerttps o sduguclou Lfuouley . Fore wmpw -] , =Vl Ve rheres Arae
mere than 1,000 profeesora of Judalca in North imerica, there are no
wore than 20 professors of Jewish education. He suggested that new and
responaeible proprem initistives should neot weit for further research
studies. In the area of retention, the isaues of salary and ststus are
importsnt. Ta these must be sdded the issues of burnour, empowerment
[tenshere hautng a rals 1n arhonle’ deciefnn-making] and career
advancenent—[including horizantel aduancement for tearher rpecialists},
He- posed the augpeestion of—a serles of demonstrition centers for

e vaiiiel o s lopaiesin gy veatls Bedagy vee s wlidg daas oL L., Lo o oo -2L1L

approach .

In discuasing the scope of the personnel ¢riefs, several views were
expressed: While gome felt that top management {{.e,: the achnol

director] was the nerve center or critical area which should be
ACAressseda.- Y1xs%,. 0INAY?2 IQ4L [OAL T€ACNUTE WELE® & DLENEL Priviliy.

Others coutioned against an either/or approach 1n favor of finding the
right "persong” for a variety of educational roles Including
professional snd avocativnal teachers, family educators snd others The
“lead=teacher” concept, recommended by the Carnegle Commissfon, mi_ .t
help alleviate the elther/or dilemma by filling fn the gaps caused by a
shortage of achool dircctora. Other jideas iacluding laboratory schools,
mentorshlps, peer coaching and field-based trafning were suggested. The
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problem of teacher shortages in smaeller communicies which do not have
the rasourcea of the larger communities should be considered.

Others felt that innovetion was not slways necessary., Developing and
upgrading exieting programs ig am alternstive to innovation.

The following 1ssues coucerning professionalizetion were discuesed: The
example of the recent growth of Judaic studieo o5 a profeassion might
1l1lgatrate what wight make Jewish education attvactive as & profession,
It was suggested that lessons could be drawn from this analogy. Judaic
gcholars can also benefit this encerprise by bringing thelr work into
Jewigh communities through eummer institutea and vacideot cohalar
progiewn. Repucdfol vslaried, 90m@ feit that higkcr salaries, benefits
apd puoslbilliiey Lfur proressional development were primary. The

example nf how the shortage of day scheol-teaechers led to higher

salaries in thia srea 1llugtrates how progresa can be made, Qthere,
clting the axperiencse nf coammunities oueh a0 Toronee, indiomtod thae
Ulghes walacfes alone, WICNOUT 1@proved recrulctment, are not sufficlent.
Others felt that saleries for teachers will never reach tha levels of
other professiona and, so, the field will always be at soma
disadvantage. More full-time positions were recommended. Oun the other
hand, better use of new technology wae euggestec to reduce dependence on
a large number of teachers.

The suggestions of a national endowment fund for salary enhancement for
teachera and a pensinn or menu-bascd benefite program for Jewish
=du=nhu|ll’ alw] Tar ¥ 0 hae TIlaAs MRT AN IR favy ERREIL IR L I B B ,(:'.l-".!-ll.:;' unlln

made. Tr war s#len rupggected chat while empowersent of teachers could
pose a threat to administrators, i was & goal which could be achleved
through the profeasiopeliration of the teaching [leld.

A mumhear af hrnod docies Ffar thn Flald rave ddrmmonnmnd: Teadadeg
programs Bhould reflect the reality of the Jewish communlty, the pature
of the family acd the denominetionol outlssk. Such programs should also
take Into gccount new definitions of Jewish educators Including family

aducation and rhe- necd—for trcining in management and human resguree
dcvc10pncnt. Freogremd aliould cwusbder the lwplicoclons o ellmingecing
the Larcdesd beuwered fuimal and JUufordal eaucatich ANd DeLtWeen prescheol

and elcmentary school. The role of Iscael in treining personnel was
relsed,

¥. ¥Mr, Mandel then introduced Mr. Henry Zucker, Congultant to the
Mandel Assoclated Foundations, to discuss the isgue af Community/
Funding/Leadership.

Mr. Zucker noted that these related issues wepe synthesized in one
option paper: “Community Organization for Jewlsh Educsation:
Leadership, Finance, Structure”. This precondition or enabling aption
is significant in a number of areas: Greater involvement of high level
lay leadership 1s indiepensable to changing the c¢limate In the Jewish
community towards support for Jewleh education. Since funding derives
cthe gysten of Jawish educatioun, Iinnovation depesds on a major increase
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dn Funddeg. Mr. Zuochew weleowwad uas rhe grersh of Fasndal wcommundery
andowmant funde and femily foundationa aa possible sources for new
funding, He also noted that the atructure and netwworks of Jewish
educational institutione and agoncies could be reexaminad in light of
the new situation. This reflecte & degire throuvghout the Jewicgh
community to do more in Jewish education and to get better value for the
money spent,

The issue of the community climate wae discuéesed from several potilnts of
view. Some felt that Jewteh learning should be a criterion for
leadershlp. Exampies of grow(lh 1n Jewish leadersnlp eduCarlion were
cited as support for the view that adult Jewish education is
instrumental in improving commuaity support for the enterprise. Jewish
studies professore and Jewish educators were clted as resources in this
area, Others falt that the dissonance between what parents believe and
what the schoole taaeh mugt be sddrococod. DOetharco nnted the leek nf
grand vigione in the manner of Franz Rosenzwelg and Martip Buber within
Jewlgh education. Another noted that while identity 1ie an Important,
measurable and subsatantive learning should also be goals.

The issue of whether better funding is the primary impetus Lo progress
waa discussed. One commissioner related that the large expenditure of
fundt¢ or Jewish education in Toronto wes not sufficient to enable the
community reach its goals. Another commissioner questioned whether
Toronto'o cupecrdcnee 4o illuotrative. 1llo suggcotcd that whilc Toronts
inveuated more in Jewish edueation, 1t did not pay teachers as much aug in

geneotal cdasal lan M har v i a e var latlea mwhghit hbavea baaw ol woa kb,

VI. Mr. Msandel thanked Dr, Fox, Mr. Zucker and the Commissioners for
their comtributiocos.

He announced that the next meeting will be held June 14, 1989, at
UJA/Federation In New York,

The Chairman made the following comments about procedure: The coasensus
which emerged throughout the meeting supports the approach of exploring
the enabling options of Pergsonnel and Community/funding/Leadership. The
Commission is committed to exploring the enabling options without
predetermining cthe oulc¢ome. iNe SURLRESLIONS O [he LomMl&Aloners will
be considered thoroughly in how to proceed. There have been & variety

Gl wupgemd Pevasw Pras whopntupg (he evy Mimpgn tn Lhue ot ew bon ey wory,
Luvcludlag ek forces o glhier smr]ll wurking gluups of Cumnissioners and
arher individaate. A+ rha game rima, 4cr 10 impartwant to precerve tha

ability of the full Commiesion to reach ite decisions. These isaues
will puide the work of the Commission in the next six months, The
Commieslon staff will remaln in close contact with the Commissioneres in
formularing the next stepe,

VI1. Rabbi Isaar Schorsch delivered a D'var Torah,
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This stressed that Jewieh education strengthens the will of the Jewish
people to survive, that the school 1s the vehicle for Jewish survival,
and that the convergence of Jewish intellectual end financial power,
evident on this Commission, demonstrates the Jewish will to survive,

Mr. Mandel adjourned the meeting at 4:00 pa.

David 3. Arlel

PSA:MINUTES.DOC






From :Seymour Fox
Annette Hochstein

Re: The Organizational outreach plan - your fax
from Jan.3, 1989

Many thanks for sending the two papers. We have read them with
interest and find that they cover wusefully the major
organizations. However we would like to share with you some
thoughts concerning the options -~ the kinds of contacts suggested
in each case.

1. Tt will probably be necessary to decide who are the "official"
spokes-people for the Commission, as well as who, amongst these,
are best suited to address which constituencies. We may want to
discuss this at our coming meeting, as it has implications about
the way we want the Commission to be presented and represented.

2. For the informal settings we assume that the relevant JWB
leadership will also be briefed. (It is not 1listed).

3. For both formal and informal settings we suggest that no
input, paper or data be requested from anyone before a research
plan, coherent with the concept paper, is fully developed, and
before researchers decide what data and sources of data are most
relevant.

4. As a result, the following items should be deleted or changed:

p.1: I.1. Options -item 1 instead of "solicit input" do
"report on the work of the Commission®
item 2 (request a paper...)- delete
p.-1: I. 2. Options - item 2 (solicit data...) - delete

item 3 involves 1000 people and should
probably not be done either.

p.2: II.3. Options - item 1: who?
item 2: (invitation to...comments)-
delete

p-2. III.4.Options - item 1: the idea is good - if workeable.
However MLM should not be
involved. We sheould consider









PERSONNEL AND THE COMMUNITY : CONCEFTUAL FRAMEWORK
D. PLANNING FOR IMPLEMENTATION
1. A CENTRAL MECHANISM
To plan,
To match plans with funds
To assist implementation

To monitor and evaluate progress

a. STAFF

b. SCHEDULE

II. MISCELLANEQUS
A. HOW TO USE THE FELLOWS FCR IMPLEMENTATION

B. THE DENOMINATIONS -- THEIR EDUATION COMMISSION

THE CONSERVATIVE AND REFORM MOPVEMENTS HAVE
COMMISSIONS ON EDUCATION. LEGAL ENTITIES WITH
SMALL BUDGETS, GREAT NUISANCE VALUE,

GREAT POTENTIAL IMPORTANCE.

I

THEY ARE IN CONFLICT WITH THE BUREAUS - RIGHT
NOW THERE IS A STATUS QUO.

THEY HAVE DONE GOOD WORK ON CURRICULUIM,
PROGRAMS ETC.

AT THIS MOMENT IT IS PROBABLY NOT WISE TO IGNORE
THEM -- THEY MAY BE VERY VERY IMPORTANT FOR
IMPLEMENTATICN. THEY ARE INFLUENCIAL AMONGST
THE EDUCATORS IN THEIR MOVEMENTS.

1. OUR GOALS

Goodwill, benevolent skepticism
finding out what they think
They will be important nlavers fnr
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Department of Education ¢ 1 Commi .lon Jawlsh Education,
Union of Amerlcan Hebrew Congregations (Reform)
Co-chalrs; Rahbi Murray Brackman, Steve Bragin
Director: Rabbi Howard Bogot
AArana: R38 Fifth Avenue. New York, NY 10021
Telephone: 249-0100
Meetings: None schedulaed at this time. Will send

schedule when ready.

Mgt d e e - Lol R TE LB LB N Tats ) ol

National Commission on Torah Education, Yeshivah University
(Orthodox)

Prasident: Irivng I. Stone

Director: Dr. Mordecal Schnaidman

Address: 500 West 185th Street, NHew York, HY 10033
Telephone: 212-960-5266

Meetings '89%: Nono scheduled at this Uine.
Options: SAME AS ABOVE
commission on Jewigh Lducation of the Federalion of

Reconstructionist Congregations and Havurot and the
Raconstructionist Rabbinical Association (Reconstructionist)

Chair: None

Director: Or., Jeffrey Schein

Address: Efconftgucgionfst Rabbinical College
Telephone: 21;:;76—;;00 T T

Meatings '89;

Options: SAME AS ABOVE
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Torah Umesorah, Nationhal Scociety for Hebrew Day Schools
{Orthodox}

President/Chair: Sheldon Beren

Director/Vice President: Rabbi Joshua Fi{shman
Address: 160 Broadway, New York, NY 10038
Telephona! 212-227-1000 |

Meetings: January 18-22, Mid-Winter Curriculum Conference
leo3 Angeles; February 19-21, Mid-West Torah
Teacher Retreat, Mishawaka, Indfana; Apyil 2,

Torah Chinuch Forum, Brooklyn, NY; May 17-21, 33xd
Annual Torah FAuratnre Conpvoentieon, Buchkill, A

options: NEEDS TO BE DISCUSSED

IV, W ducat nizations

Coalition for the Advancement of Jewish Education {CAJE)
Chairperson: Dr. Betsy Katz

Executive Director: Dr. Eliot Spack

Address: 468 Park Avenueé South, Suite 904, New York, NY 10016
Telephone: 212-696-~0740

Meetings '89%; 1) Board meeting, March 12-14, lecation
T!BDAI
2} Annual conference, August 13~17,
University of Washington, Seattle, Washington

Options: 1) Tavite CATF tn ha raprocontod on uny Soawk
force on Personnel
2) Interview CAJE members, especially teachers,
8s part of the process discussed Ly policy
advisors
3} Hold a saession on the Commission and i{ts work
at the CAJE conference for all these interested
4) Have Commission leadernhip meet with Doard for
briefing and feedback
5) Invite Chalr and Executive to meeting with
representatives of all educator organizations for
briefing and feedback
6) HMailing of Commission newsletter and updates
to all Board members
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December 3, 1988

LI Art Rotman
From: Leonard Rubin

1. B'na Brith Youth Organization (BBYO)
Executive Drecior: Sid Clearfield

| ocation: 1640 Rhode jsland Ave., N.W,
Washington, DC 20035

Telephone; (202) 857-6585

Options:

- Meeting with Executive Director, National Stafl, and/ar Regional Directors,

- BBYD Board of Drectors (Spring. 1990)
Charperson: Edward Yalowitz

- Executive Committee (April 1-2, 1989)
- BBYO Professional Stafl (November, 1389)
2. The United Synagogue of America Department of Youth
Activities {USY / Kadma)
Drector: Rabbi Paul Friedman

Location: 155 Fifth Avenue
New York, NY 10010

Telephone: (212) 9576585
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Options:

- Meeting with Director, National Staff, and/or regional directors.
- National Youth Commission (February 20, 1989)

- A select group of Rabbis and Commission members,

3. American Zionist Youth Foundation (AZYF)
Executive Director:  Ruth Kastner
Youlh and Hechalutz Represeniative:  Avi Dickstetn

Location: 519 Park Avenue

New York, NY 10022
Tetephone: (212} 7516070
Options:

- Meeting with Executive Drectar, Youth and Hechalutz Regresentative, Director
Gu:umu.uil, ﬂul‘uhum wrd Doper b | loads, i.e. lwasl Meyame, Spudal Mrojects,
University Services.

= Moediy wilh Offiver s of Uiz AZYF Duard W Dl cuias, Chalposui Lwdls Lovy.

- Meeting with Community and Movement Shlichim,

4. Union of American Hobrow Congregations Youth Ecrvicco Department
(NFTY, College Services, Camp Institutes, intemational Education Department)

Directer: Rabbi Allan Srrth

Location: 838 Fifth Avenue
New Yok, NY 10021
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Options:

- Meeting with Director and National Staff of the four major departments -
NFTY, College Services, Camp Insfitutes, intemational Education Department.

- UAHC Advisory Committee on Youth, Chairperson, Melvin Goldberger.
Composed of three working commitiees:

High School - Geraidine Voit
Coliege - Jan Epstein
Canggelnsﬁune -p!?&ry Wood
poard Meeting (Spmg, 1889 - NY(}
Bienniai (Fail, 1989 - New Orleans)
. Association of Jewish Sponsored Camps

Executive Drector: Asher Melzer

Location; 130 East 59th Street
New York, NY 10022
Telephone; {212) 980~1000
Information: A network ot New York based resident camps induding
those serving the Qrthodox community.
Options: |

- Meeting with Board of Directors which is comprised of professional representatives
from each of the camps and UJA-Federatio-lay leaders,
Charperson; Barbara Spack

- Camp Professionals

- AJSC Officers

. Coalition for the Advancement of Jewish Education (CAJE)

Executive Drector:  Eliot Spack

Location: 468 Park Ave. S.
New York, NY 10016

Telephone: {212) 696-0742
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Options:

- Meeting with Board of Directors (March, 1989)
Charperson: Dr. Betsy Dolgrin Katz

- Officers {January. 1389)

PRGE, 12

- A select group of communal [ay leaders that support and/or are members of CAJE.

- A “network” of profescionaiws involved in a specific area of Jewish education which
can take place i infarmal settings, i.e. Family educators, Aduft Education, Early

Childhood Educators.

- Speaking at the CAJE Conference (Seattle, 1389; Columbus, 1990) or one of

the 5 to 8 Mim CAJE Conlerences,

. Union of Orthodox Jewish Congregations
National Conference of Synagogus Youth (NCSY)

National Director; Rafi Butler

Location; 70 West 36th Street
New York, NY 10018
Telephone: (212) 244-2011
Options:
- Nationa) Executive Youth Commission,
Chawrperson - Harvey Blitz,  Meets monthly,
- National staff
- National staff and regiona) drectors
{August, 1989)
. Camp Ramah

National Drector;  Burton Cohen

Location: 3080 Broadway
Mow Yeork, NY 10027

Telephone: {212) 676-6661
information: Nine regional camps throughout North America
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Options:
- Meeting with National Directors and local camp directors,
- National Ramah Commission which is composed of representatives from the
local Camp Commitiees; Meet twice a year - Spring and August.
President. Irving Robbin
9, Hadagsah Youth Commission - Hashachar, Young Judea Camps and Hamagshimin
Executive Drector:  Irving Waiden
President: Marlene Post

Location: 50 West 58th Streat
New York, NY 10019

Telephons: {212} 3557900

Information.  Hashacher is the youth movement which serves young people from
41h grade through high school, There are several regional junikr camps
and a national youth camp {Tel Yehuda} and Hamagshimin which
service college students.

Options:

- Mesoting with Youth Commission, (April 3, 1989)

- Mooting with Naticnial Siaff, selected re “imal duvtue wrd iy decla s,

10. Bnai Brith Hillel Foundation

Interational Drector:  Richard Joel

[ R NI O S B - AR L g R L N T I

Location: 1640 Rhode Isiand Ave., N.W.
Washington, D.C. 20036

Telephone: (202) 857-6561
QOptions:

- Meeling with B'nai Brith and / &r Fyarmitiva Cnmmittas (March 11-11. 16A49)
Chaitman. Edwin Shapio

- MOTUNG YW INKMATNSNA LA oNa selectad 1iflel Dreviors
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Jan 03,1989
Towards the Third Commission Meeting
Meeting with Ro] t Abramson - Director
The Conservative Commission on Education

Participants: Robert Abramscon, Seymour Fox, Annette Hochstein

The meeting began by exploring how Bob views ths Commission and
what his expectations are.

He expressed much anticipation on the combination of money and
ideas, and his positive feelings about the po.catial of the
COommssion.

Sees Barry Shrage as the carrier of the view that the
congregations are central to the delivery of s.-vices. (Perhaps
MIM should meet with Shrage to discuss his vic.s on this.

What could the Commission do for his outfit?

* In the in-service area we have no idea who the population is
that we must in-service.

* We have no department of education at the seminary - to speak
of.

* He has no staff for service and delivery

= the creation of an atmosphere in which peopl: realise what
should happen -- and then they may effectively aappen. The
system is there but has been used poorly, has ..obably not done
the job, etc...

SF: Would you welcome if we were able to make it possible for the
education players of the Movement to undertake minimal gdata
gathering - gdone by outside source. Would that be useful and
possible?

Usefulness easy to sell. But you should re-think if should be
done by outside or inside -~ if you want to help develop in-house
capacity.

k% Bob made the point that the Center movement represetns no
less an ideological point of view than the denominations. Thus
the conflict. Thus also the problem with the commission having
JESNA and JWB and not the denominations.



kdkdk T - 7] lack £ data ar vlec L
the universe or uvewlsn kaucation in Morth America.

*** How far would the cooperation between denominations go?
Discussion

*** The lay people will ask what the denominational educations
are. Can they define the philosophy of their education?

Bob’s response indicated more clarity - at least implicit - than
anticipated.

In sum:

1. Importance of the conversation between the Commission and the
movements.

2. We can help the movements deal with many of its issues - from
basic data gathering and analysis to dealing with philosophic
issues related to education.

3. We discussed what the useful level is at which the
conversation with the denominations should take place. Is it
sufficient at this time to carry it on with the Commissioners and
the heads of the denominational Education Commissions












MINA CONTINUED (As XXXXX and unto itself, e.g. description,
outcome)

PERSONNEL

I IT ITSELF

a) Description a) Profession building
1) Staffing to learn & plan b) Recruitment
2) Staffing to implement ¢) Training
3) Staf“'~3 to evaluate d) Retention

(Demonstration Center)

b) Best Practice Salary
1) Where . Status
2) Who {(Jewish, general) P.R.

Community



I MINA MISCELLANEQOUS

1) CAJE

2) Syme -- denominations

3) Foundations

4) Issues

5) Next meeting -- style

6) Other lay people (Chairs)

73 In Between == Jan. 1lst -- June l4th
8) Education of each commissioner
9} Selected commissioners

10} Interpretation (P.R.)

11) Written material

12) Listen to tapes

I, PERSONAL

1) Bronfman

2) Crown

3)  Corky Goodman
4) Hirschhorn

5) Arno

6) My campers.
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---d___ THE ..IRD COMMISSION MEETING:
AGENDA FOR MEETING OF DECEMBER 19, 1988
MIM, AJN, SF, AH

STAFF TASKS

A. PRELIMINARY THINKING

1. DESCRIBE QUTCCMES .
2. RESPOND TO COMMISSIONER'’S COMMENTS

B. DECIDE ON DIRECTION AND CONTENT FOR THIRD MEETING:

1. MACRO ISSUES
2. MICRO ISSUES
3. PLAN THE NEXT SIX MONTHS

C. POSSIBLE PRCDUCTS FOR THIRD COMMISSION MEETING:
1. PROGRESS REPCRT ON PERSONNEL
a. DATA
b. ANALYSIS
c. RECOMMENDATIONS
d. METHOD OF REVIEW
2. PROGRESS REPORT ON THE COMMUNITY
a. DATA
b. ANALYSIS
c. RECOMMENDATIONS
d. METHOD CF REVIEW
3. VISION

a. OUTLINE
b. METHOD OF REVIEW

4, BEST PRACTICE:

a,. ACTUAL PRESENTATION (SHOW AND TELL) AND/OR
. PROGRESS "7 T2RT (IF PROCESS UNDERTAKEN}

<. LINK TO PERSONNEL, COMMUNITY, PROGRAMMATIC OPTIONS

5. REPORT ON PROGRAMMATIC OPTIONS

a. DATA

b. ANALYSIS

C. RECOMMENDATICNS
d. MECHANISM

18,

1988



D. COMMISSIONERS - INTERACTIONS

E‘

F.

1. [MEDIX.. -E-BRIEF
2. LETTER ON DIRECTION (FOR APPROVAL?)
3. MID-POINT CONTACT : INDIVIDUAL AND/OR GROUP -~ §SUB-

COMMITTEE, TASKFORCE
4. INTERVIEW TOWARDS THE THIRD COMMISSION MEETING
5. SEND LITERATURE
6. CORRESPONDANCE

PREPARE IMPLEMENTATION:

1. DEFINE THE FRAMEWORK(S)-(MECHANISM(S)) FOR IMPLEMENTATION
-- THE COMMISSION AFTER ITS LIFE

2. TAKE FIRST STEPS TO IMPLEMENTATION (PLANNING;
MATCHMAKING; MONITORING)

3. FUNDING

OTHER

1. CRITICAL OVERVIEW OF THE STATE OF JEWISH EDUCATION IN
NORTH AMERICA

a. FIND A SWEDE (AN ISRAELI, SAYS ELI EVANS)
b. RESEARCH PROJECT AND PAPER
c. ELABORATION ON OPTIONS

2. COMPLETE THE OPTIONS PAPERS

a. HEBREW

b. INNOVATION
c. RESEARCH
d. AGES

e. NO TUITION

3. REWRITE AND EXPAND ALL OPTIONS (AS PART OF OVERVIEW OF
THE FIELD)

4. DOCUMENTOR-HISTORIAN-MONITOR FOR THIS PROCESS



December

TOWARDS THE THIRD COMMISSION MEETING:

STAFF TASKS:

INTERNAL AND THINKING ASSIGNMENTS

DESCRIBE OUTCOMES
DEAL WITH ZUCKER’S DEMAND FOR REPORT OUTLINE
ANSWER EVERY COMMISSIONER’S REMARKS

DECIDE ON DIRECTION AND CONTENT FOR THIRD MEETING:
THE NEXT SIX MONTHS

POSSIBLE PRODUCTS FOR THIRD COMMISSION MEETING:

PROGRESS REPORT ON PERSONNEL
*DATA
*ANALYSIS
* {RECOMMENDATIONS)

PROGRESS REPORT ON THE COMMUNITY
*DATA
*ANALYSIS
* (RECOMMENDATIONS)

REPORT ON PRCGRAMMATIC OPTIONS
*DATA
*ANATYSIS
*RECOMMENDATIONS
*MECHANTSM

VISION
*PAPER

BEST PRACTICE:
*ACTUAL PRESENTATION (SHOW) AND/OR
*PROGRESS REPORT (IF PRCCESS UNDERTAKEN)
COMMISSIONERS - INTERACTIONS

IMMEDIATE DE-BRIEF

16,

1988

MID~POINT CONTACT : INDIVIDUAL AND/OR GROUP - SUB-COMMITTEE,

TASKFORCE

INTERVIEW TOWARDS THE THIRD COMMISSION MEETING
SEND LITERATURE

CORRESPONDANCE



E.
1.

PREPARE IMPLEMENTATION:
DEFINE T FRAMEWORK(S)-MECHANISM(S) FOR IMPLEMENTATION -- THE
COMMISSTIun AFTER ITS LIFE

TAKE FIRST STEPS TO IMPLEMENTATION (PLANNING; MATCHMAKING:
MONITORING)

OTHER

CRITICAL OVERVIEW OF THE STATE OF JEWISH EDUCATION IN NORTH
AMERICA

* FIND A SWEDE (AN ISRAELI, SAYS ELI)

* RESEARCH PROJECT AND PAPER

* ELABORATION ON OPTIONS

COMPLETE THE OPTION PAPERS

HEBREW

INNOVATION

RESEARCH

AGES

NO TUITION

REWRITE AND EXPAND ALL OPTIONS (SAME AS 1)

* % & ¥ ¥

DOCUMENTOR-HISTORIAN-MONITOR OF THIS PROCESS



this is the same list with preliminary details on what’s invelved
incomplete!

FOR EACH OF THESE :

BRIEF DESCRIPTION OF TASK, INCLUDING:
CONTENT

STAFFING

TIME NEEDED

PRIORITY

A. INTERNAL AND THINKING ASSIGNMENTS

1l DESCRIBE OUTCOMES . 2DAYS

2. DEAL WITH ZUCKER'’S DEMAND FOR REPORT OUTLINE .THINK

3. ANSWER EVERY CCOMMISSIONER’S REMARKS .LISTEN TO TAPES
.ANALYZE
.2-3 DAYS

B. DECIDE ON DIRECTION AND CONTENT FOR THIRD MEETING:
THE NEXT SIX MONTHS . THINK

.AH PLAN -1D
C. POSSIBLE PRCDUCTS FOR THIRD COMMISSION MEETING:

1. PROGRESS REPORT ON PERSONNEL .DECIDE ON CONTENT
*DATA - DEFINE PARAMETERS - IMMEDIATE .RESEARCH (NOW)
OVERVIEW OF FIELD
PRODUCE DATA WHERE NEEDED (EVALUATE TRAINING)
NORMS AND STANDARDS?
ECONOMICS - FINANCIAL PICTURE TODAY:
—= THE EDUCATORS
- THE COMMUNITY
- THE WHOLE SYSTEM
FURTHER DATA ON TEACHERS ETC.. MAYBE SURVEY
SEE DELLA-PERGOLA AND INDIVIDUAL STUDIES (ASK
JESNA TO HELP LOCATE
DIFFERENTIATION? SEE INVENTORY
RECRUITMENT TODAY
*ANALYSIS

* (RECOMMENDATIONS)

2. PROGRESS REPORT ON THE COMMUNITY
*DATA
*ANALYSIS —= STRUCTUE..3
== QUALITATIVE ASSESSMENT : J.ED ON THE COMMUNAL AGE
LEADERS’ INVOLVEMENT AND KNOWLEDGE
—— FINANCIAL PICTURE (OVERLAP WITH TWO)

* (RECOMMENDATIONS)



3. REPORT CN PROCGRAMMATIC OPTICNS

b\
=~ANALYSIS
*RECOMMENDATIONS - POLICY PAPER
*MECHANISM RESULTS FROM ABOVE
4. VISION
* PAPER SF

5. BEST PRACTICE:
*ACTUAL PRESENTATICN (SHOW)} AND/OR DECIDE WHICH
*PROGRESS REPORT (IF PROCESS UNDERTAKEN)

D. COMMISSIONERS - INTERACTIONS

1. IMMEDIATE DE-BRIEF ~= DO AND FOLLOW-UP
2. MID-POINT CONTACT : INDIVIDUAL AND/CR GROUP - SUB-COMMITTEE,
TASKFORCE -— DECIDE; ORGANIZE

3. INTERVIEW TOWARDS THE THIRD COMMISSION MEETING
4. SEND LITERATURE
5. CORRESPONDANCE

E. PREPARE IMPLEMENTATION:
1.DEFINE THE FRAMEWORK(S}-MECHANISM(S) FOR IMPLEMENTATION -- THE
COMMISSION AFTER ITS LIFE

2. TAKE FIRST STEPS TO IMPLEMENTATION (PLANNING; MATCHMAKING;
MONITORING)

F. OTHER

1. CRITICAL CVERVIEW OF THE STATE OF JEWISH EDUCATION IN NORTH
AMERICA
* FIND A SWEDE (AN ISRAELI, SAYS ELI)
* RESEARCH PROJECT AND PAPER
* ELABORATION ON OPTIONS

2. COMPLETE THE CPTION PAPERS

HEBREW

INNOVATION

RESEARCH

AGES

NO TUITION

3. REWRITE AND EXPAND ALL OPTIONS (SAME AS 1)

* * ¥ * »

4. DOCUMENTOR-HISTORIAN-MONITOR OF THIS PROCESS

NOTE:

JO COULD COME TO ISRAEL TO WORK WITH US THE WEEK OF JANUARY 8. I
STRONGLY FAVOR THIS.

.PA






ACCOUNTABILITY/EVALUATION)
- NO RESPONSE TO COMMUNITY
-- SHOULDN’T PUT PERSONNEL BEFORE COMMUNITY
MIM + GENERAL DISCUSSION RE-BRONFMAN
ELI GETTING MONEY FROM CROWN AND BRONFMAN
CARMI
-- COMMUNITY FOR J.ED. NOT YET UNDERSTOOD/ANALYSED

MLM
-= COMMISSIONERS GO TO PROGRAMMATICS COZ IT IS UNDERSTANDABLE

DISCUSSION ~- LARGE MEASURE OF ACCEPTANCE OF COMMISSIONERS BY
COMMISIONERS

——— HOW DO WS DO THIS --- CAN WE ADVANCE STATE OF THE ART THROUGH
COMMISSION. HOW DO W CHANGE THE CLIMATE

STEVE HOFFMANN -- SKEPTICAL IF COMMUNITY CAN BE DEALT WITH BY
THIS COMMISSION

ART ROTMAN -~
CONTINUE INTERVIEWS
& FOCUS GROUPS
PEOPLE FEEL LISTENED TO
AFTERNCON - AFTER-LUNCH PROBLEM

- NEED MONITOR-HISTORIAN-EVALUATOR
~ CRB TALK -- HIS TANGIBLES.

CARMI : THE ROLES OF JWB; JESNA AND CJF

MLM - EXPANDS ON THE ROLES - RELATIVE TO PARTNERSHIP AND
COMMUNITY -—-

AH -- PLEA FOR NOT RUNNING WITH COMMUNITY WITHOUT PLANNING

HANK -- WONDERFUL DIATRIABE FOR COMMUNITY AND CHANGE

SF —- WE HAVE NOT ANSWERED THE QU’S - SERIOUS CHALLENGES. WE
HAVE TC BE ABLE TO ANSWER THESE

MIM (INTERRUPTS) - LEAN FORWARD SEYMOUR...






HANK -

JOE - PERSONNEL TASKFORCE
- COMMUNITY - PROCESS OF ACTION
- PROGRAMMATIC -

[UMBRELLA - MECHANISM -
SOME LINKING-

BUT ALSQO INDEPENDENT INTEREST - YET

DON’T WANT THEM TO LOOSE THE INTEREST IN
COMMISSION

WE DON’T WANT TO LOOSE THEIR

RESOURCES ]

HERMAN STEIN:
DON’T HAVE TO CONTROL EVERYTING?
STRUCTURES WILL HAVE TO BE ADDRESSED
CHANGE

STRUCTURE

PR

POST-MECHANISH

ETC...

LENGTHY DEBATES

I AM PARTICULARLY BAD TODAY -- TOO TENSE; TOO EMOCTIONAL; TOO
ANGRY AT HAVING TO HEAR UNINFORMED -NOT BILL-FOOTING - OPINION.
NO ROCM/TIME FOR RELEASE OF TENSION AND PRESSURE. NOTHING IN

SIGHT EITHER ON THAT FRONT - EXCEPT FOR AN AIRPLANE SEAT
TONIGHT!

.PA

IPENTIFY THE PERSON WHO CAN DO THE JOB
STRATEGIC PLANNING IN REGARD TO PREPARING MATCH
DATA

RESEARCH



























Dacemhs 9, 1988

Seymour and Annette:

Acttached are highlights of yestarday's maating. I hops they will ba
helpful to you in preparing the chiffrman's notes for MIM.

We have to leave our office by 9:00 Mon, AM. If at all possible, Art asks
that you fax the chairman's notes to him by 1:00 p.m. on Sunday at the
Collage of Jewish Studies, Fax % 216-464-5827. 1In order to be sure that
we pgat the notes, please alaso fax them to Art at Premlier, We ask that you
call Art at home (261-371-3221) when you send the fax g0 that he knows to
go Lo the College to pick it up.

We are set for our meeting on Mon, to begin at 12:30 in Conference Room G,
UJA Fedevation, 130 East 5Yth Street. See you there,

Shabhat Shalom. (S)
{ 4
" 2%
Lot AL d
Ginny [ ®O



P TTHTS

Commizsion on Jewish Education in North Amer{ca
Planning Group

Macting of 12/8/88

Present: Arthur J. Naparstek (Chairman), Seymour Fox, Rachel Gubirtz,
Annette Hochatein, Morton L. Mandel (after 3:00), Joseph Relmer
(until 3:00), Herman D. Stein, Henry L. Zucker, Virginia F. Levi
{Sea'y)

Review of meetings with Commissioners

It was reported that face-to-tace meetings or in-depth phone
convergations will have been held with virtually all Commis-
sioners prior to the 12/13 Commission meeting. Going into the
meetings there was support for the concept of focussing on
personnel. There was less certainty about community, primarily
because the concept was less clear. Commissioners were generally
convinced of cthe importance of the two cptions by the end. They
remain incerested in the programmatic options.

Is3ues to consider for the 12/13 mecting

The following igsues and concerns were raised in relation to the
12/13 Commlacion mmating:

We should remind Commissioners of the underlying goal to
conslder Jevwish education in relation te Jewish continulry.

It may be necessary to discuss and clarify the concapt of
community and financing: "leadership, finance and
aStructura.”

We don't want to appear to favor of reinforcing the status
quo., Wa want to énceourage experimentation, innovation and
viafon,

We want to keep sight o: he rogrammati. options. We might
want =o look at 'am {n .slation to the enabling condicions,
through a sepa... tack forcs or by encour i}
Commissioners to develop their "pet options .ndependently.

We must be prapared to keep the proup together for thae
entire day or to break into two ar three task forces If this
is the wish of the Commissioners, Our preference 1g that
two tagk forcea meet for part of the aftermoon, people to be
randomly azsigned, for the purpose of setting &n agenda for
further study in the future, Wa would determine "permanent™
membership of task forces follewing this meeting, weuld
staff them, and would ask them to meet between Co 1sf on
meetings with as many members as could attend. We would
also schedule task force mestings for the first portion of

future Commission meeting days so that the entire group
could meet pr.sr to submission of a report. \QJ\\\\
M



I1T.

Pa_
An glternative to task forces, if Commissioners prefer not
to have them at all, would be to have a full Commission
meeting devoted to each of the two enabling conditions,
poseibly chaired by Commissioners, as listed abova. Thera
might be a planning committee assigned to each topic which
would meet between Commission meetings.

Wa should ba caraful about the use of "we" in the meeting.

We may wish to "prime" people who are supportive of the
approach wa proposa to share their thoughts.

Reference should be m + to the outcome being a report of
the Commission rather .nan the MAF or any othexr group.

Agenda for 12/13 Commignion moeting

Discussion yilelded the following agenda for the meeting of 12/13;

A,

Velcome and introduction - MIN (5.10 min.)

SF i{s preparing chalrman's notes. This segment will Include
2 review of work leading to this meeting, that a rich array
of {dens has emerged, that in its limited time the
Commlsslon will have to choose to focus in ways that can
lead to regults and to setting an agenda for others im the
future. This will lead into AH'@ presentatilon.

Progress Report - All (20-30 min.)

AH will review the methods used to produce the background
materials, explaining how we arrived at the 26+ options and
glving the rationale for narrowing our scope preliminarily
to the 2 enabling conditiong. Her remarks will include &
brief dafinition of pcrsonnel and community.

Synthegizing remarks [not on formal agenda] - MILM (5 min.;

Raferance will be made to interviews with Commissioners and
the fact that there ls strong support for the approach being
recommended.

Digcusgion

The remaindar of the morning will be devoted to hearing the
remarks of Commiasioners. This is where we may wish to have
some penple "primed" to speak In favor of the proposed
approach.
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Lunch - any time after 12:30 that we're ready

1f it appears that we may break into task forces after
Juneh, rhis rime will be usad ro invite and brief chairs.

Contirmuation of Dilscusaion

There is & second room avallable for our use in the
afternoon, if we decide to break into task forces, There
will also be & tape recorder available in that room. The
decision to divide or not will be made by the chair at such
time as seems appropriate. We may remain together all
afternoon, It is hoped that, at tha very least, the
atternoon will lead to some consensus on an agenda for
handling the enabling conditfons prior to the next meeting.

Future Plans - MIM
In addition to a summary of the day's proceedings and where
they direct ug, the date of the next meeting - 6/14/88 -

will be announced,

toncliuding Comment - Rabbl Ismar Schorsch

Next maating

The planning group will meet on Monday, Dec. 12, 12:30 p.m. to
5:00 p.m. at UJA/Federation of Jewish Philanthroples of New York,

130 Enst 59th Street, New York - Conference Hoom G,

a
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MINUTES
COMMISSION ON JEWISH EDUCATION IN NORTH AMERICA
DECEMBER 13, 19388
AT UJA/FEDERATION OF JEWISH PHILANTHROPIES
NEW YORK CITY

10:00 A.M. - 4:00 P.M.
Attendance
I. Introductory Remarks

Mr. Mandel called the meeting to order at 10:15. He welcomed the
commissioners and announced the addition of three new
commissioners: Ronald Appleby, Joseph Gruss, and Lionel Schipper.

Mr. Mandel reiterated the importance of commissioner involvement
in the process so that the outcomes of the Commission’s work
reflect the views of commissioners. In its work the Commission is
defining Jewish education in the broadest sense, to include both
formal and informal education, and is looking at ways in which
Jewish education can help to build a meaningful Jewish
continuity.

Mr. Mandel reported that since the first meeting of the
Commission on August 1, 1988, the Commission staff has been
consulting with commissioners in an effort to narrow the
Commission’s focus. It is expected that the outcc : of 1e
Commission’s work will be more than a report -- will be a set of
recommendations which, when implemented, will promote change. The
Mandel family is committed to investing in Jewish education in
response to a set of priorities set by the Commission. It is
hoped that other foundations, institutions, and communities will
also respond to the Commission’s recommendations by finding areas
upon which to focus support.

Mr. Mandel reviewed several Key points about the Commission
process: It is a partnership between a private family foundation,
JESNA, JWB, CJF and Key lay and professional leaders of the
Jewish community in North America. He reiterated his resolve that
the Commission belongs to the commissioners.

The Chairman then reviewed developments since the first meeting
of the Commission.

After the “irst meeting, th staff was charged with the
responsibility to prepare methoas and materials that would help
the Commission narrow the focus of its work. The staff was
instructed that in doing so it should respect the views of the
individual commissioners, help define and coalesce the wishes of
the Commission as a whole and keep the policy options open for
the commissioners to decide.



Mr. Mande® then reviewed the agenda and the backgr ind mat ials
prepared ror the commissioners.

II. entation by Annette Hochstein, Research Consultant to
the C......3sion

Ms. Hochstein elaborated on the background materials and the
enclosed executive summary. She emphasized the distinction
between programmatic and enabling options. The enabling options
emerged as pre-conditions for any across-the-board improvements
in Jewish education.

What characterizes the enabling options is that almost all the
other options need them or can benefit from them. Upon analysis,
we find that three enabling options emerge as pre-conditions to
any across-the-board improvements in Jewish education. We find
that almost all the options require a heavy investment in
personnel; that they all require additional community support;
and that most need substantial additional funding. These options
-- dealing with the shortage of qualified personnel, dealing with
the community as a major agent for change, and generating
additional funding -- are also inter-dependent. Dedicated and
qualified personnel is likely to affect the attitude of community
leaders. On the other hand, if the community ranks education high
on its list of priorities, more outstanding personnel is likely
to be attracted to the field.

The interrelationship of these options and the dependence of
other options on them suggest that they may be the wav to affect
the field of Jewish education in a significant, ac¢ ¢__-_e~board
manner.

Following the presentation, discussion continued until lunch.

Support was generally expressed for first dealing with enabling
options in view of the fact that all programmatic initiatives
would also depend on the availability of personnel and

mmunity/funding/ledership. Some commissioners felt tha the
broad overarching concerns for personnel and community should be
applied to specific programmatic areas. Those areas of greatest
programmatic importance should help define which areas of
personnel need the greatest attention. Several commissioners felt
that some of the programmatic options are of immediacy and
importance.

Regarding personnel, there was wide agreement that this topic
needs to be dealt with immediately. Issues were raised, such as
is there sufficient knowledge about what is required to train
personnel in Jewish education? Some professions have approached
the issue of training through demonstration projects, developing
one institution well so that others would follow. There may also
be effective models in place today which should be 1alyzed and
replicated. Research on case studies of succes s or failures in
this area could inform the work on the enabling conditions.



Regarding community/leadership as a priority, the need for a
Jewishly-educated lay leadership and the importance of the role
of leaders in °~ 1ging the climate for Jewish education were
raised. Concern about the infrastructure and institutions
providing Jewish education was raised. A suggestion was made to
try and develop a unified vision uniting the different strains of
Jewish life as an ingredient for change.

The issue of research and evaluation was discussed. A number of
commissioners argued for the value of research. Others stated
that research is not an immediate priority. A paper articulating
a vision of the future of Jewish education was urged. Other
models for the Commission work were mentioned. These included
commissioning one or more experts from within or outside Jewish
education to describe the state of Jewish education.

After lunch, Mr. Mandel summarized the discussion. He noted that
there was agreement to first explore the preconditions/enabling
conditions, although important suggestions were made to remain
close to a programmatic focus.

He noted the importance of describing successful programs at the
same time that we are examining Jewish education critically.

In response to a question, the Chairman indicated that every
effort will be made to help commissioners pursue the areas of
their own interest, within an overall plan for the improvement of
Jewish education in North America.

Mr. Mandel then introduced Dr. Seymour Fox, Consultant tc the
Commission, to review the option paper on personnel.

Dr. Fox provided an overview of the enabling option of personnel.
He reported that no attempts have been made to approach the
problems of personnel from all four aspects that have been
identified: recruitment, training, retention, and profession-
building. The potential impact of responding to these elements
simultaneously could be significant.

At present, there is no clear plan for recruiting personnel to
the field of Jewish education. Training .nstitutions suffer from
a lack of teachers and funding. There are not twenty full-time
professors of Jewish education in North America today. A first
step on the road to more effective personnel would be to prepare
the teachers of teachers. Such an effort could begin with little
delay.

One key to improved retention would be to systematically increase
salaries and benefits of those involved in Jewish education. 1In
addition, a multi-directional ladder of advancement should be
developed so that the most effective teachers have an opportunity
to rise within the profession. Some might move into
administrative positions but others would be encouraged to
continue to teach while rising in the profession, possibly in the
role of master teacher.



It is proposed that we devise a plan for developing improved
personnel and establish several demonstration centers through
which to implement this plan. When we have a better sense of what
is effective, we could move to implement it in other areas.

Discussion

In discussing the scope of the personnel crisis, several views
were expressed: While some felt that top management (i.e., the
school director) was the nerve -2nter or critical area which
should be addressed first, othe:s felt that teachers were a
higher priority. Others yet cautioned against an either/or
approach in favor of finding the right persons for a variety of
educational roles including professional and avocational
teachers, family educators and others. The "lead-teacher”
concept, recommended by the Carnegie Commission, might help
alleviate the either/or dilemma. Innovative ideas such as
laboratory schools, mentorships, peer coaching and field-based
training were suggested. The problem cf teacher shortages in
smaller communities which do not have the resources of the larger
communities should be considered.

The following issues concerning professionalization were
discussed. The gquestion of why the field of Judaic studies is
attracting many more people than Jewish education was raised.
Judaic scholars should be brought into the enterprise through
summer institutes and resident scholar programs. Regarding
salaries, some felt that higher salaries, benefits and
possibilities for professional development were primary. Some,
citing the experience of communities such as Toronto, indicated
that higher salaries alone, without improved recruitment, are not
sufficient. Others felt that salaries for teachers will never
reach the levels of other professions. More full-time positions
were recommended. On the other hand, better use of new technology
was suggested to help make teachers more effective.

The suggestions of a national endowment fund for salary
enhancement for teachers and a pension, or menu-based benefits
program for Jewish educators, similar to programs for university
faculty, were raised. It was also suggested that while
empowerment of teachers could be achieved through the
professionalization of the teaching field, this may cause a
problem for some administrators.

A number of broad issues for the field were discussed. Training
programs should also take into account new conceptions of roles
for Jewish educators, including family education and the need for
training in management and human resource development. Programs
should consider the implications of eliminating the barriers
between formal and informal education and between pre-school and
elementary school. The role of Israel in training personnel was
raised.



Mr. Mandel then introduced Mr. Henry Zucker, Consultant to the
Mandel Associated Foundations, to discuss the issue of
Community/Funding/Lea” ~‘7.

Mr. 2Zucker noted that these related issues were synthesized in
one option paper: "To Deal with the Community -- Its Leadership
and its Structures -- as Major Agents for Change in Any Area; and
To Generate Significant Additional Funding for Jewish Education."
This precondition or enabling option is significant in a number
of areas: dgreater involvement of high level lay 1leadership is
indispensable to change the climate in eeh Jewish community and
indispensable to increase support for Jewish education. Because
funding drives the system of Jewish education, innovation depends
on a major increase in funding. Mr. Zucker referred to the growth
of Jewish community endowment funds and family foundations as
possible sources for new funding. He alsoc noted that the
structure and networks of Jewish educational institutions and
agencies could be re-examined in light of the new situation. This
reflects a desire throughout the Jewish community to do more in
Jewish education and to get better value for the money spent.

Discussion

In the discussion that followed, the issue of the community
climate was considered from several points of view. Some felt
people undertaking leadership positions should be encouraged to
engage in Jewish 1learning. Examples of growth 1in Jewish
leadership education were cited as support for the view that
adult Jewish education is instrumental in improving community
support for the enterprise. Jewish studies professors and Jewish
educators were cited as resources in this area. Others felt that
the disonnance betwecen what parents believe and what the schools
teach must be addressed. The lack of grand visions in the manner
of Franz Rosenzweig and Martin Buber within Jewish education was
raised. It was noted that while identity is an important goal,
measurable and substantive learning should alsc be a prominent
goal.

The issue of whether better funding is the primary impetus to
progress was discussed. One commissioner related that the large
expenditure of funds for Jewish education in Toronto was not
sufficient to enable the community to reach its goals. Another
commissioner guestioned whether Toronto’s experience 1is
illustrative. He suggested that while Toronto invested more n
Jewish education, it did not pay teachers as much as in general
education. In addition, other factors or variables might have
been at work.

Mr. Mandel thanked Dr. Fox, Dr. Zucker and the commissioners for
their contributions.

He announced that the next meeting will be held June 14, 1989, at
UJA/Federation in New York.



The Chairman made the following comments about procedure: The
consensus which emerged thoughout the meeting supports the
approach of exr'-—-ing tr-~ e---1li~~ options of Pers an:~ and
Community/funding/leadersnip. the Commission is committed to
exploring the enabling options without predetermining the
outcome. The suggestions of the commissioners will he solicited
and will be carefully considered between meetings. There have
been a variety of suggestions for shaping the next stage in the
Commission’s work including task forces or other forms of small
working groups of commissioners and other individuals. At the
same time, it is important to preserve the ability of the full
Commission to reach its decisions. These issues will guide the
work of the Commission in the next six months. The Commission
staff will remain in close contact with the commissioners in
formulating the next steps.

The meeting concluded with an inspirational D’var Torah delivered
by a commissioner, Rabbi Ismar Schorsch, Chancellor of the Jewish
Theological Seminary of America.

Mr. Mandel adjourned the meeting at 4:00 P.M,




































Options:
- Meeting with Director, National Stalf, and/or regional directors.
- National Youth Commission (February 20, 1989)

- A select goup of Rabbis and Commission members.

3. American Zionist Youth Foundation (AZYF})
Executive Drector:  Ruth Kastner
Youth and Hechalulz Representative:  Avi Dickstein

Location: 515 Park Avenue
New York, NY 10022

Telephone: {212} 751-6070

Options.

- Meeting with Executive Drector, Youth and Hechaiirz Representative, Drector
Community Relations and Department Heads, 1.¢. {srzel Progams, Specaal Projects,
University Services,

- Meeting with Officers of the AZYF Board of Drectors. Chapatsorn Louis Levy
- Meeting with Community and hMovement Shiichum
4. Union of American Hebrew Congregations Youlh Services Department
(NFTY, College Services, Camp Institutes, International Education Department)

Drector: Rabbi Allan Smith

Location: 838 Fifth Avenue
New York, NY 10021

Telephone (212) 2490100



Opticns.,

- Meeting with Direcior and National Staff of the four major departments -
NFTY, College Services, Camp Inslitutes, International Education Department.

- UAHC Adwisory Committee on Youth, Charperson, Melvin Goldberger.
Composed of three working commitiees:

High School - Geraldine Voit
College - Jan Epstein
Camp Institute - Harry Wood
Board Meating (Spring, 1389 - NYC)
Bienmal (Fall, 1989 - New Orleans)
5. Assooation of Jewish Sponsored Camps

Execulive Directer: Asher Melzer

Location: 130 East 59th Sireet
Naw York, NY 10022

Telephone: (212) 9801000

Information: A network of New Yok based resident camps including
those serving the Orthodox community.

Options

- Meeting with Board of Drectors which is comprised of professional representatives
from each of the camps and UJA-Federatio~lay leaders.
Chawperson; Babara Spack

- Camp Professionals

- AJSC Officers

6. Coalition for the Advancemeant of Jewish Education (CAJE)
Executive Drector. Ehot Spack

Loration 468 Park Ave. S,
Meaw York, NY 10016

Telephone (212 69607142



Options

- Meeting with Board of Directors (March, 1939)
Charperson: Dr. Batsy Dolgrin Katz

- Officers (January, 1949)

- A select group of communal Jay leaders that support and/or are members of CAJE.

- A "network” of professionatws involved in a specific area of Jewish education which
can take place in informal settings. i.e. Family educators, Adull Education, Early
Childhood Educators.

- Speaking at the CAJE Conference (Seattle, 1989; Columbus, 1990) or one of
the 5 to 8 Mini CAJE Conferences,

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

National Daector:  Rafi Butler

Location; 70 Weast 361h Street
New York, NY 10018

Telephone: (217 244-201
Options:

- National Executive Youlth Commission
Chairperson - Huvey Gtz Meets monthly.

- National stalf

- National staff and regional droctors
{August, 1909)

. Camp Ramah
Mational Drectar  Burton Colhien

Location 3080 Broadway
New Yok, NY 10602/

Telephene. (212} L/8-8/31

Infoematon. Rine reqional camos throughout Nerth America



Options:
-~ Meeting with National Drectors and local camp drectors,
- National Ramah Commission which is composed of representatives from the
local Camp Commitiees; Meet twice a year - Spring and August.
President: Irving Robbin
9. Hadassah Youth Commission - Hashachar, Youna Judea Camps and Hamagshimin
Executive Drector:  Irving Waiden

President: Marlene Post

Location: S0 West 58th Street
New York. NY 10019

Telephone: (212 355-7200

information:  Hashacher 1s the youth movement which serves young people from
4th grade through Ingh school, There are several ragional junior camps
and a national youth camp {Tel Yehuda) and Hamagshimin which
service college students.

Options.

- Meeting with Youth Comimission. {Apnt 3, 1959}

- Meeting with National Staff, selected regional directors and camp directors.

10. Bnai Brith Hilfel Foundation
international Drector.  Richard Joel

Assoaate Internavonal Drector Rabby William Rudolph

Locaticn 1640 Ghode Island Ave., W,
Washingten, D.C 20036

Telephone, (202} B857-6961
Options.

- Mectnigwih Bnar Brith and f w1 zecotive Committee {(March 11-13, 1969)
Charman Edwn Shapro

HMeetng wath International Stalt and selecied Hiltel Drecta s



- Meeting with Hitlel Directars:  Mational Staft Mecung - December 12989,
Regional Staff Meetings - Spring 1989

6
























A LW

To : Dr. [ thur Naparstek

From :Seymour Fox
Annette Hochsteiln

Re: The Organizational outreach plan - your fax
from Jan.3, 1989

Many thanks for sending the two papers. We have read them with
interest and find that they cover usefully the major
organizations. However we would like to share with you somc
thoughts concerning the options - the kinds of contacts suggested
in each case.

1. It will probably be necessary to decide who are the "official"
spokes-people for the Commission, as well as who, amongst these,
are best suited to address which constituencies. We may want to
discuss this at our coming meeting, as it has implications about
the way we want the Commission to be presented and represented.

2. For the informal settings we assune that the relevant JWE
leadership will also be briefed. (Tt is not listed).

3. For both formal .and informal settings we suggest that no
input, paper or data be requested from anyone before a rescarch
plan, coherent with the concept paper, is fully developed, and
before researchers decide what data and sources of data are most
relevant.

ey
.

As a result, the following items should be deleted or changed:

p.1: I.1. Options ~item 1 instead of "“solicit input" do
"report on the work of the Commission"
item 2 (request a paper...)- delete
p-1: TI. 2. Options - item 2 (solicit data...) - delete

item 3 involves 1000 people and should
probably not be done either.

p.2: II.3. Options - item 1: who?

item 2: (invitation to...comments})-
delete
p.2. ITII.4.0ptiens - item 1: the idea is good - if workeable.
However MLM should not by

involved, We should consider



who is the appropriate person.
p.3 all items as per II.a.

P-4 IV. 9.0ptions - item 1 should be deleted in order to
allow for ad~hoc decisions as
necded. The whole package (2 to
6) should be negotiated with
Elliot Spack and worked out with
him. He needs to be sounded out
first. Let’s remember that they
really want to join the
Commission.

5. The options suggested for all the informal setting scem to us
too extensive given the respective roles of these organizations.
We should select in each case the most relevant item from among
the options and act on that.

Well, this is it for today. We are working on the concept paper
and will be calling tomorrow as per your fax between 2:30 and
3:00 pm your time.

Best Regards!












