Three Congregations: Aligning Visions and Educational Programs
On the following pages you will find three sample vision statements and model/program descriptions. Your group will be assigned one of these “cases” to read and discuss, following questions that begin on page 4 of this handout. At the conclusion of those discussions you will have a chance to return to your Leadership Team and share what you have learned.
Temple Shalom of Ardmore

Vision Statement: Our congregation is a well, like the wells of our Israelite ancestors, where the generations gather to know each other, nourish each other and learn with and from each other within the rhythm of Jewish life as we strive to live in Oneness. We are inspired to reach for Oneness and know we do it best when we are knowledgeable Jews who use learning to guide daily decisions.
Model and Program Description:

Temple Shalom’s families select from a number of ways to gather together at learning centers either in each other’s home or at the Temple.  Some families gather in each other’s homes for weekly Jewish learning and celebrating. Kids are seated on the floor while one of the parents teaches. The other parents prepare under the guidance of a professional teacher in order to teach the coming sessions. One child is with his aunt and another child, Rich, is with an elder from the congregation, Mrs. Rosenberg. She began participating on days when Rich’s dad worked late. Now Mrs. Rosenberg comes regularly with a friend. Learning is linked to living, so this class, or as they call it, this tribe, is planning a ceremony for putting up a mezuzah on Mrs. Rosenberg’s new apartment door.  They have been to Jewish cultural events in the city and are planning their first trip to Israel.
There is another group of families who attend weekly Shabbat evening at the Temple for learning, praying and socializing. The service begins with a niggun. At the Torah reading, kids and adults turn in hevruta to grapple with Torah like the verse an eye for an eye and a tooth for a tooth. Congregants take turns leading the Torah learning and a typical discussion on a text like an eye for an eye and a tooth for a tooth would start off with the question, “Think about an argument you had this week-with a friend, a coworker, a sibling.  In what ways might you have handled this argument differently had you thought about this text? How about next time you have a disagreement?” When the Torah buzz quiets children and adults stand to say the name of someone in need of healing before the Misheberach is sung. 

In the Temple, teens and congregants gather Sunday mornings for lattes in the lounge for text study, before weekly visits to the local nursing home. Later that day they participate in a chat room discussion, facilitated by the rabbi, about experiencing a greater Oneness amidst brokenness. 

Temple Israel of Penn Valley

Vision Statement:  Our congregation is committed to creating a school of excellence where children will grow to be literate, well-informed Jewish adults. We will provide the resources needed so our school will employ the best practices of secular education and our curriculum, and assessment tools will be cutting edge. We will support our teachers with all that is required to assure that our children have the knowledge they need to participate in Jewish life.
Model and Program Description:
Students beginning in first grade attend religious school twice a week. Classes are grouped according to age and according to ability. No student is placed in a learning setting that is too difficult or too easy. Teachers have well-developed lesson plans that have been submitted and reviewed by the principal prior to class.

Students engage in many different kinds of learning activities that include drama, music, art, and literature. All of the lessons are linked to the objectives and goals that have been determined by a sub-committee of the education committee and an expert from BST University. The curriculum group created a spiral curriculum for each grade. The curriculum includes a list of prayers, Hebrew vocabulary and Jewish value terms that each grade needs to learn.
Parents attend student performances of the Jewish choir and theater group yearly. Parents also attend three times a year when the children lead services on Friday night or Saturday morning. Each prayer that the students lead has been practiced both in class and with supporting homework assignments. Parents receive monthly letters from teachers noting the goals and objectives that have been covered in the classroom. 
Assessment is a regular and surprisingly pleasant part of the program. Teachers, who yearly attend 20 hours of staff development, employ methods of learning assessment such as reflective journals and learning diaries. Students who fall behind in the learning are given remedial help. Students who are significantly advanced are part of a “yoter” (more) program where they receive enrichment.

When making decisions about budget, the Board keeps in mind their commitment to educational excellence and makes sure, even if it requires additional fundraising, to provide money for teacher training and salaries.

Congregation Adath Israel of Lancefield

Vision Statement: We are a Sh’ma-centered community that listens with an open heart and responds with an open hand to the diverse learning, praying, and gathering needs of our students of all ages.  Just as the Sh’ma is said in the home, on the way, and in the congregation, we support learning that happens in the home, in the congregation, and in the larger community. And because we are a Sh’ma community, we must take responsibility for all of Israel, for each other’s learning and for each other’s well being.

Model and Program Description:
By mid-June each family unit in the congregation meets with their Limud coordinator to make an individualized learning plan for the year. Limud Coordinators help families assess their needs and desires and create an action plan of Jewish learning and living options for children and adults and families.  Some offerings are given by the congregation and others by the larger community.

The Gardner Family Limud Plan typifies the experience of most congregants.  Jack, the father will be taking Yiddish at the University in the fall and spring semesters. He has also committed to teaching a 3-week mini-mester in Yiddish Literature at the synagogue for students ages 16-95. Mini-mesters are offered throughout the year and led by congregants.

Because the Gardner parents are divorced and the children are with their mother in another town on the weekends, the two children, Bill and Sara, ages 7 and 11 will be taking their Hebrew lessons with children from 4 other families with similar needs on Monday afternoons after school in each other’s homes. Their lessons are supported with an online Hebrew language program that they work through on their own time-–monitored online by the tutor. Some children in the congregation elect to learn Hebrew on Sundays in a traditional classroom.

Once a week the children gather with their peers from the congregation for Tiyul Time. Combining formal and informal learning, Tiyul Time, led by a teacher and coordinated by parents, takes children on  bi-monthly trips to the community (e.g. to a local museum, a soup kitchen) and to each other’s homes  for activities like ‘”Jewish story time by the fireplace” and “hamantaschen baking.” Each informal session is supported by formal learning in the classroom during the week prior to the trip.

The Gardner Family regularly uses the “Babayit Holiday Kits” prepared by the educator to help families prepare for, to celebrate, and to learn about the Jewish holidays in their home. 
Identifying Alignment between Vision, Model and Program (In Mixed Groups)
Your group will be assigned to focus on one of the three congregations described above. After reading the vision statement and model/program description, please discuss your responses to the following questions:
1. We have defined vision as a compelling organizing image of a desired future state that provides meaning, direction and draws forth energy to fulfill it. Similarly, Seymour Fox’s 2003 book Visions of Jewish Education, states that “a vision is an invitation to pupils, educators, families, and communities to create, through reflection, a desired and meaningful tomorrow” (pp. 8) In what ways do you think the vision statement just read is written so that it would “invite” others to put their energy, hope and resources toward creating it? What words, images or phrases do you find compelling?

2. Fox also writes in his book that “without a guiding purpose, an educational system is bound to be scattered and incoherent, incapable of consecutive effort, unable to either grasp the possibilities of effective action or to avoid the obstacles it its path. Lacking a directive guide to the future, the system becomes repetitive and uninspired, prey to past habit, incapable of justifying itself to new generations of our youth in the worlds they will inhabit” (pp. 8). In what ways did the vision you just read act as a guide for the model and the program that followed? 
Describe indicators of alignment between the vision and:

· who are the learners; 

· the purpose of Jewish education; 

· when and where learning takes place; 

· who are the teachers; 
· the role of the parents and the community; 

· what is learned and lived.
3. The program and model description you just read could said to have been developed over a 5-year period. Assuming the vision statement did successfully act as a directive that allowed the program and the model not to be repetitive, but rather to be achieved through ongoing experimentation and learning, through a spiraling series of innovations, what do you imagine was the congregation’s first step, a first pilot five years ago? 
4. Just as you heard different arrangements for the same words of Hatikva, you can see there is no one right answer to which pilot should be first. There are many steps that can lead a congregation toward the vision. What questions do you think a Task Force should be asking to make sure that whatever they select will be aligned to their vision?
5. Reflect on the discussion you just had. List the ideas that you want to make sure to share with your Leadership Team.
Putting Alignment to Work for You (In Leadership Teams)
When you rejoin your Leadership Team you will have an opportunity to share what you have learned from the mixed-group discussion of alignment and use it as a basis for beginning to plan for Looking Forward. Please discuss the following with your Leadership Team: 
1. Your Task Force members, teachers and congregants will need to understand and value how and why vision will direct the changes and innovations you will be creating. They will need to understand how your pilot and initiative have grown directly from your vision. When you are asked to describe the work of aligning the model and program you create to a vision, how will you do that?  
2. As a Leadership Team you’ll soon be charged with managing the creation of a vision and a first pilot and initiative that is aligned to the vision. Since they have both special expertise and a special stake, it will be important to make sure to include your professional staff in drafting the vision. Knowing that it is critical to create a vision that acts as a compelling, directing, organizing image of education in the future, who else can you identify from your Task Force or congregation that would be well-suited to turn the work of the Task Force into such a statement?

3. When reviewing The Guidebook for the Looking Forward phase of the process, you will have noticed that you’ll also need to create a team that will frame and create an initiative—usually launched the fall of 2006—that lets you take the fist step toward achieving your vision. Who can you identify, in addition to your professional staff, that will be able to keep the vision as a guide and work on program configuration, budget, marketing, governance, curriculum, recruitment and enrollment, and evaluation?  Think about people who currently serve on your Task Force and others in the congregation with special gifts that you would like to bring in to the process.
4. You’ll also notice from the Looking Forward section that, once you select an initiative, you also will need to launch a much smaller experiment that we call a pilot. A pilot also will require lay involvement to work with your professional staff to create, launch and evaluate. Who can you identify, from among Task Force members and other congregants, who will be able (and eager) to do this work? What will you need to do to help them know what is coming up and to help them be inspired to do the work? (Please remember ECE will remain a resource to you (on a somewhat reduced basis) through this phase. The bureaus of Jewish Education and your movement consultants also are resource you can tap during this work).
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