Alignment to Vision and Coherence
What it Means

· Vision defined as “a compelling organizing image of the desired future state of an organization.
” Powerful vision creates meaning, calls forth energy, and provides direction.
· Bringing a vision to life requires that:

· We treat the congregation and the school as systems (alignment requires that we work within a systemic mental map, rather than a programmatic one), 
· At the very least, various parts of those systems—programmatic structure, curriculum, teaching, leadership, surrounding culture and infrastructure—must  not work at cross-purposes to the vision, 
· At best, the parts must all be examined or modified to make sure they all aligned, i.e. they are pulling in the direction of the vision, and
· The vision becomes a “North Star,” a “compass,” a “beacon,” a “yardstick;” the measure of success.
· Coherence recognizes that, not only must the elements of the system each be independently aligned to the vision, but they must all be integrated with one another so that those engaged anywhere in the system experience a congruence of meaning, message, and practice. It all “hangs together.”

· In congregations/schools that seek alignment and coherence, the first question when considering innovation in designing a program or curriculum, training or developing teachers, engaging leaders, or devoting resources is “how will this help us enact our vision?”

How/Why It Is Critical To Innovation (And Vice Versa)
How congregations typically think about it

Congregations typically operate with a segmented view of the congregation and school and a programmatic mental map informs their assumptions about innovation.
· The school and congregation are considered separate entities and—within the congregation—activities related to learning, worship, and community operate in separate spheres, often with separate staff.

· Professionals using a programmatic mental map often focus on the immediate tasks at hand to create programs, events or products. Driven by the calendar or someone’s good idea, these events, although positive, occur in isolation from the larger school/synagogue/home experience and tend to produce small changes and vanishing effects.


Alignment to Vision Both Requires and Supports Innovation
“If you don’t know where you are going, any road will take you there.” Alignment and coherence give both impetus and focus to innovation and to the efforts and resources required to innovate.

Focused Choices: 
Alignment to vision gives a basis on which to evaluate and choose among disparate innovative ideas. It provides a criterion to judge whether it’s a good idea when someone says “Hey, why don’t we do this?”

Ripple Effects and Immune Rejection: 
Any significant innovation is bound to have ripple effects throughout a school or congregation. Without alignment and coherence, innovations typically occur as single-lever changes, introduced piecemeal. They quickly trigger the organizational “immune system” which sends “antibodies” in the form of emotional barriers and organizational inertia. These lead to “inflammation” in the form of confusion, overtaxing of resources, and, ultimately, “rejection” in the form of the conclusion that the innovation was “a bad idea.” As Peter Senge puts it:
“Most change initiatives fail…The fundamental flaw in most innovator’s strategies is that they focus on their innovation, on what they are trying to do-rather than on understanding how the larger culture, structures, and norms will react to their efforts…no progress is sustainable unless innovators learn to understand why the system is pushing back, and how their own attitudes and perceptions (as well as other forces) contribute to the “pushback.” When they see this, they start to develop systemic strategies for sustaining profound change.” (Peter Senge, The Dance of Change, p. 26)
What’s Next and a Reason to Go On (or A Trip Tik and a Full Tank): 
Alignment and coherence help to sustain desired change and foster a spiraling series of innovations. Without the conscious effort to align and integrate, innovations lose context and momentum. After an idea is tried out—even if it is successful—the tendency is to say “Okay, we’ve been there and done that.” If, however, each innovation is understood to be a building block toward aligned fulfillment of a vision, then both the need to keep innovating and what to try next becomes clear. The nature of feedback gathered an discussed to determine what was “successful” about the event also shifts. Vision alignment becomes the chief criterion (see Culture of Experimentation). 
How We Enact/Model it in The RE-IMAGINE Project of NY

· To the extent that ECE’s implicit vision is of congregations as Congregations of Learners and Self-Renewing Congregations, the RE-IMAGINE process models engagement with Jewish learning (through text study in every meeting) and the capacities of a Self-Renewing Congregation
 in many ways including the task force make-up and the four-part meeting structure.

· Each Task Force articulates a vision for the future of their congregation’s religious school—or religious school alternative model(s)—informed by months of inquiry, exploration, and reflection.

· Toward the end of the formal project each Task Force designs—and plans how to implement—an initiative and one or more pilot programs. These are understood to be the first steps in a spiraling series of innovations in the direction of their vision.

· Congregational Leadership Teams examine several case studies that illustrate alignment to vision.
· Rabbis and educators participate in a “role-alike” roundtable session together in which they learn to apply five professional practices that support long-lasting, far-reaching, significant change. Tow of those are:

· Creating and applying systemic (rather than programmatic) mental maps, and

· Shepherding the vision.

Examples

See the attached handout used in a Chug Limudim (learning session for Leadership Team members). It describes how three congregations might have aligned their educational programs to their visions.
People responsible: Professionals and/or lay people 
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