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Summary Model Description:  

Galei Limud/Learning Waves:  The adults/galim receive training in content and teaching skills, design lessons, and then become teachers of the children.  They work closely with the classroom teachers.  Each unit culminates in a big family education program.  

Galei Limud curriculum includes theme based learning (Galei Limud – learning waves) that uses a spiral curriculum.  The themes (Galim) are chosen to address the unique diversity needs of Congregation Sha’ar Zahav (CSZ), an LGBT/queer-positive congregation.  The congregation was part of a San Francisco pilot of The RE-IMAGINE Project in 2002.  Working with ECE enabled the congregation change its structure, open up the curriculum to meet these unique needs, and attend to the Jewish content needs.  

Vision & Goals:  
Our goal is a thriving children’s education program that is thoroughly integrated with the life of the entire congregation.  Our school will be a core part of a larger “congregation of learners,” in which adult members – parents and non-parents alike – are partners in learning with our children.  Our school will feature:

1. A curriculum that combines traditional Jewish education (Torah, ethics, ritual, Hebrew, history, and Israel) with an emphasis on Jewish diversity and social justice, in an LGBT/queer-positive community. 

2. A program that combines professional staff with an active corps of teen and adult members serving as teachers, mentors and role models – welcoming and valuing the skills and contributions of all members.

3. A welcoming of spirituality into the lives of all involved with Beit Sefer Phyllis Mintzer – adults, youth and children – through a rich experience of Shabbat, prayer, and an active participation in the congregation’s ritual life throughout the year, as well as through discussion and exploration of the meaning of God in our lives.

4. A strong emphasis on community-building among children, their families, and other congregants - deepening and enriching our evolving concepts of family.

5. A sustained commitment to experiential learning (learning through doing), and to strengthening the connections between synagogue, home and the diverse urban community around us.

6. A creative use of resources in maintaining a dynamic program.

In all of these ways, our education program will be a school that our entire congregation takes pride in and feels responsible for.  It will be a formative experience of identity for our children, a school they will be proud to have been part of, and a place where they want to be.

Structure

· Who are the learners?

Children:  All children in Kindergarten through Grade 9.  The students are placed in mixed-age groups and not by grade.

Adults:  Potentially any adult in the congregation who is willing to make the commitment.  Certain members don’t and won’t have kids and this opportunity for them to be in the classroom and part of the children’s Jewish education  program is both redemptive and formative

· Participation Requirements: 10 weeks for adults

Adults:  10 weeks: 6 weeks learning and training; 4 weeks in the classroom

Children:  This is part of the regular, ongoing learning experience

· Enrollment statistics:  
In the first two years of the program about 8 adults were galim.  The goal year three was to triple that number and they had 22 galim participating in the learning and teaching.  
There are approximately 70 students in the religious school and 343 member households in the congregation.
· When is the learning taking place?

· Frequency (Days/Hours per week/month): 

Adults:  Once per week for six weeks for training (can be on any day or evening); four sessions with the children always occur on Shabbat as part of regular program

Children:  Always during Shabbat learning time

· Sample Schedule:  During regular class time

· Where is the learning taking place?

Learning takes place in classrooms, except for culminating Family Education program which may occur in a larger space in the congregation)

· Integrated vs. Independent?

The program is thoroughly integrated into the regular children’s education experience.  

Curriculum

· Three meta-themes are chosen each year each for 10 weeks.  An interface is woven between content areas and the meta theme.  Each grade has defined “content” areas.  
· For example:  In 2007-08 the meta-themes were:  Holiness, Jewish Journeys and People of the Book.  The entire school is focused on these themes.  Topics within the content areas are chosen by their connection with the meta-theme.  For example:  In the Kindergarten/Grade 1 scenario framed above, the topics chosen for Torah/Text include the notion that Jews are “People of the Book” and the “book” in question is the Torah.  The model is based on the Explorations model from New Milford, CT.

· For example:  Kindergarten/Grade 1 focus on history, diversity, values, Torah/text, Israel and Life/year cycle.  The interface between the content areas and meta-themes created a layered curriculum where the content provides the guidelines for approaching the meta-themes.  

Teaching

· Who are the teachers?
Fifty percent of the participants (Galim) have children in the program and fifty percent do not.  Some of the participants do not have children and some have children who are not in program (those who have children are mostly parents of grown children or teens).

There are also regular classroom teachers who work with the Galim participants/teachers.  
· Characteristics for Galim: 
People who succeed in this framework possess a deep love of Judaism and want to find a way to impart it to others.  These adults are intrigued by learning the skills involved in teaching and are seeking a way to share their newly learned skills.  Often those who choose to participate are coming back to Jewish life after being alienated and want to share with others. 

· Job Description/Expectations for teachers: 

Teachers meet with the Gal to go over the lesson.  The teachers are paid extra for meeting and learning with the Gal.  The teacher supports the Gal with information about class dynamics, what will work best within the context of grade’s curriculum.  This adds about 35 hours per year of paid time for teachers.
· Training for teachers:  
The initial training takes place in late August at which time teachers learn to work with the tools for CSZ’s multi-layered curriculum.  The curriculum areas are broken down into different cards and teachers learn how to overlay the cards with the annual meta-themes.

The teachers are encouraged to plan out the three 10 week sessions for the year.  And then to share what they did and where it fits into the schema of the curriculum.  This requires more guidance, shepherding, support, and structure but it also enables the teachers to work with and train the galim.  The congregation maintains a strong relationship with the San Francisco Bureau of Jewish Education which provides excellent resources for Jewish educators.  

Leadership

· Professional Leadership:

Role of Educator: The Education Director oversees the entire program and is responsible for the overall curriculum and mapping of the themes and the content areas. 

Role of Clergy:  The rabbi is a master teacher in the program, is very “hands-on” and part of creating the educational vision.  She is perceived as a real “colleague” in the process.

Supervisor to oversee the Gal/Wave during their first year: This 10 hours/week individual is responsible for the implementation and assessment of each gal.  This individual wrote the guide for and trains the lay teachers, serves as a point person and administrator for the gal. Galim

· 
Lay Leadership: Child Education Board

This group meets monthly.  

Role of the Committee: The Board’s role is to continually vision and re-vision the program and provide feedback.  The current chair of the Board was the original Gal trainer.  The Board consists of approximately ten individuals with two co-chairs.  This is a highly respected group within the congregation.

Congregant Resources: Galim is listed in adult learning catalogue.

The membership sees itself as “pay it forward lay leadership”:  members participate in learning (not making latkes or staffing purim carnival) or part of Bnai Mitzvah mentoring program (there are no paid Bnai Mitzvah tutors, members tutor upcoming B’nai Mitzvah students gratis)..
Infrastructure

· 
Budget

Fees to participants:  No special fees.  The child portion of the program is part of the regular religious school fees (K-2: $425; 3-7: $631; 8-9: $325 with $50 discount for multiple kids) and the adult learning piece is free of charge.

Fees cover about 50% of the total cost of the program.  The remainder is covered by the general congregational budget.

Sources of Outside/Additional Funding:  Legacy Heritage Grant; Queer Interfaith Grant; Sinai Memorial Fund; Local Federation:  $60,000 

Culture

Congregation Sha’ar Zahav (CSZ) is Progressive LGBT synagogue founded in 1973 and affiliated with the Union for Reform Judaism.  It has a very learned constituency that is committed to Jewish life and learning and deeply involved in Jewish ritual life.  The percentage of “twice a year” Jews is very small.  Shabbat morning services are well attended.  Members feel like they are davening in a community with the rabbi as a guide not as the center of the worship experience.  The congregation is a “haimish”, homey place.  The physical plant is very small which lends itself to the homey feeling. Fifty percent of the families are LGBT

Implementation of the Educational Vision.
· Context

The initiative was conceived in 2003 as part of the Innovative Models of the Religious School Project, a pilot of what has now become The RE-IMAGINE Project of The Experiment in Congregational Education.  It was a time when the CSZ community was both hungry for change and excited by the prospect of something new.  In addition, a beloved member and founder of CSZ, Phyllis Mintzer, passed away and the congregation chose to focus some efforts on the education program in her memory and honor.  

The congregation was facing severe space issues that necessitated a fresh look at how space was used.  At the same time, the temple board had brought the congregation into the ECE process.  The ECE task force consisted of a broad and strong group of stakeholders who later partnered with the congregation’s Child Education Board to conceive and implement the change to the new model.

The core idea was to take a potential problem (space and fiscal issues) and turn it into an opportunity.  The classes because mixed age thereby saving space and some of the teachers became voluntary (the Galim) which saved some money.  In addition, the congregation’s demographic included many members who did not have children but wanted to be involved in the education of the next generation.  Intergenerational learning and programming became a central focus of the ECE Task Force’s work.  This confluence of factors led to the successful and seamless conversion of the religious school program to the new model.

· First Bold Step:  Who, When, Where, What – A four week pilot Gal was done in the year preceding the change.  While the pilot was occurring the education team was already working to design the new curricular model for the following year.

· 
Alternative Model launch – Who, When, Where, What 

The full alternative model was launched the year after the 4 week pilot.
The congregation has continued experimenting in order to address ongoing challenges
The complexity of the curricular model means that there is a greater need for parent communication and explanation.

Continually finding new people to be part of teams and team leaders.  So far  they have been successful in doing so.  One way they created interest was by writing a guide/curriculum for how to be team leader and what it means to be part of Gal program.

The program was so successful that the congregation’s membership increased and they ran out of space yet again.
The Experiment in Congregational Education (ECE)—

A Project of the Rhea Hirsch School of Education, Hebrew Union College-Jewish Institute of Religion, Los Angeles

The work of the ECE is made possible by generous grants from many funders. www.eceonline.org/funders 
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