Atid Overview

This leadership program was developed for Congregation Beth Am of Los Altos Hills, CA by an executive committee member in partnership with the Executive Director.  It is tailored to this congregation.  The objectives of the program and the assumptions used help explain why this format was used.
Objectives:

· Inspire participants to want to participate in leadership at Beth Am, defining this as a role, not necessarily a position

· Help participants make their existing leadership skills more effective within this culture

Assumptions used in designing this program:
· The congregation has an established culture and vision and the participants in this program need to understand it better
· Participants already have generic skills like running meetings, setting agendas, etc; or they will be addressed in a different way
· Five sessions is easy to commit to.  More than that becomes daunting.  Less than that is not enough.
· Use of a mix of techniques, but focused on group discussion in large and small groups
Session 1:  Where We’ve Been as a Way of Understanding Who we Are

Session 2:  Our Values and Vision
Session 3:  Nuts and Bolts of How we Work
Session 4:  Important Issues Facing Beth Am
Session 5:  Governance, the Reform Movement, and Why Lead at Congregation Beth Am
Dear ________________,

We are writing to invite you to participate in Atid, a new Congregation Beth Am program for future leaders.  Planning and developing the next generation of leaders who will guide our congregation is a key priority for the Board. This seminar, intended for those with already proven leadership skills, will provide an in-depth understanding of Beth Am, as well as explore the challenges and opportunities before us.  We hope that in the end participants will be better prepared and more inspired to participate as leaders in our community.

Congregation Beth Am is beginning its fiftieth anniversary year.  We have a long tradition of outstanding lay leaders working in close partnership with a highly talented professional team.  This has allowed our congregation to become a strong and vibrant community and a model for Reform congregations nationally in the areas of education and worship.

Atid means future.  As we look to the future, we hope to go from strength to strength and continue on our healthy course, serving our congregation and staying on the forefront of all areas of congregational life for the next fifty years.  To reach this goal we need outstanding lay leaders who understand our history, our culture, our values, and how we work.  We hope that you will consider becoming a part of our next cohort of participants.

Many institutions offer leadership courses which focus on basic skills such as writing an agenda, managing a budget, etc.  We know that you already have those skills, so Atid is different.  It focuses on how Congregation Beth Am works and what you need to know to make your existing leadership skills most effective in our community.  Through dialogue with our rabbis, past presidents and current leaders, we will look at our history, our culture and values, the challenges that we face now as a community, how we operate, and what our hopes and dreams are for the future.

The program will take place over five sessions.  We ask that if you choose to participate, you make a commitment to participate in all five sessions.  Each meeting will include learning with our professional team as well as dialogue with from current lay leaders in the congregation.  Amy Asin, board Vice President and Debbie Coutant, our Executive Director will facilitate the sessions.  There will also be 1-2 hours of preparation for each session.

What you will get:

· A lot more information about our congregation, where it has come from, where it is and what we hope it will be in the future

· A greater sense of connection to the leadership, the staff and the impact that we have on the lives of our congregants every day

· An option to participate in a more in-depth way in the lay leadership of the congregation going forward

Your commitment:

· Attendance at five 2-hour sessions.  Dates and times are:

· October 5, 7:30 PM

· November 18, 7:30 PM

· January 20, 7:30 PM

· February 6, time TBD

· March 17, 7:30PM

· About 1-2 hours of preparation in between sessions (reading, interviews, attending events)

If you have questions or to confirm your participation in Atid, please feel free to contact _____ by September 21.  We will be limiting the size of the class, so please respond as soon as possible to ensure a space.
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Vice President

Congregation Beth Am



Congregation Beth Am

Board of Directors




Board of Directors

Facilitator’s Outline for Session #1 – Where We’ve Been as a Way of Understanding Who we Are
Welcome and why this is important – President or Senior Rabbi (10 minutes)
Objectives of the class and today’s session – Facilitator (5 minutes)


Inspire you to want to participate in leadership at Beth Am

Help you make your existing leadership skills more effective within this culture

Introductions – everyone (20 minutes – one minute per person)  Facilitator
· Why you agreed to take this class

· What you think you bring to Beth Am

Leadership panel of Past-Presidents– (45 minutes)

· Five minutes each – what challenges changes happened during my board term/presidency that are present today in who we are as a congregation

· 20 minutes Q&A

· 5 minutes Jim summarize

Text Study – (20 minutes)

· Read texts together

· 10 minutes in chevruta on questions

· Debrief last question

Reflection – (20 minutes) – Facilitator
· 5 minutes to write.  Reflect on your own Jewish leadership journey.  What has brought you here today?  What/who has influenced you?  What role has Beth Am played?

· 10 minutes to share in groups

· 5 minutes to debrief

Wrap-up – (5 minutes) – Facilitator
· Dates of remaining sessions

· Homework for next session – handout
Invitation letter to Past Presidents to speak on Leadership Panel for Session #1

Dear ____________
Thank you so much for agreeing to participate in the leadership class on October 5.  We’ll be meeting in Room Aleph on the lower campus.  Here are a few details which should help you prepare.

We are calling this class Atid which means “future” in Hebrew.  We expect to have somewhere between twelve and fifteen participants.  The session where you’ll be speaking will be the kickoff session for the course.  We’ll start at 7:30PM with introductions.  Your part will start just after 8:00 and will run for about 45 minutes.  I encourage you to arrive at 7:30 so we can properly introduce you.  You are welcome to stay after your presentation.  We’ll be doing some text study and a reflection about the Jewish journeys of the participants until the session ends at 9:30.

For your specific piece, I’d like you to speak for about five minutes.  I will try to gently signal you if you go over the time.  I want the participants to get a sense for how our congregation today has been influenced by who we’ve been over the years.  At the end they should know something about how we’ve become the Beth Am that we are today.  

So I’d like you to talk about one or two big things that happened during your presidency or your board service that influence who we are today.  For example, ______________.   These are just examples and clearly you know the times better than I do.

Let me know if you’ve got any questions.  If you have a chance to give me a call or send me an email, I’d love to hear what you plan on mentioning.  

Thanks again for your willingness to participate.
Atid Leadership Group
Outline for Session #1
Where We’ve Been as a Way of Understanding Who We Are

Welcome
Objectives of the class and today’s session

Inspire you to want to participate in leadership at Beth Am


Help you make your existing leadership skills more effective within this culture

Introductions
· Why you agreed to participate in this group
· What you think you bring to Beth Am

Leadership panel

Text Study

Reflection on our Personal History
Wrap-up
Dates for Remaining Sessions and Tentative Topics
November 18 – Who We Are – Culture/Values/Vision
January 20 – Who We Are – Nuts and Bolts
February 6 – 10A-noon – Critical Issues Facing the Congregation
March 17 – Moving Forward
Text Study– What Do We Look for in Our Leaders

A.  “You shall also seek out from among all the people capable men who fear God, trustworthy men who spurn ill-gotten gain.” (Exodus 18:21)  

Yitro, Moses’ father-in-law, describing the type of people Moses should look for when seeking additional leaders.

B.  According to R. Abbahu, God said:  “I am called holy, and (when you take on authority), you, too, will be called holy.  Unless you have all attributes of Mine (which I revealed to Moses (Exodus 34:6-7)), you may not take on such authority.”  (Pesikta Rabbati 22:4)

Attributes in Exodus 34:6-7 are:  compassionate and gracious, slow to anger, abounding in kindness and faithfulness, extending kindness to the thousandth generation, forgiving iniquity, transgression and sin; yet He does not remit all punishment, but visits the iniquity of the parents upon children and children’s children, upon the third and fourth generation.

C.  “Gather for Me seventy of Israel’s elders whom thou knowest to be the people’s elders” (Numbers 11:16 – gathering the leaders after the manna episode) – you must know whether they have in fact been approved by the people.  The words “the people’s elders” suggest that a man should not be considered for office until people sing his praise, saying, “So and so is virtuous, pious, and fit to be declared a sage.” (Sifre Numbers 92)

Questions for discussion
1.  The texts above are a small sample of what our tradition has to say about leadership.  In these texts, what are the attributes of leaders that are thought to be important?  What does this say about the kinds of leaders we are encouraged to choose?

2.  Which of these do you believe are important for leaders at Beth Am?  Are there any that are unimportant?  What else would you add?  

3.  What is different about leading at a congregation, and this congregation in particular?

4.  As you reflect on your own leadership qualities, which of these attributes are your strength and where are you most challenged?

Handout – Pre-Work for Session #2
This pre-work should be doable in about an hour with the option to spend more time on it if you want to speak to more people.  The purpose is to prepare for a discussion in the next session about our culture and values as an institution.

1. Spend a few minutes reflecting and writing on your own about Beth Am and what makes it unique.  Even if you’ve never been part of another congregation, you can reflect on what makes it special to you.  Specifically you can think about any of the following:

a. What makes Beth Am unique?

b. What is special to me about Beth Am?

c. If I had to describe Beth Am to another person, what are some of the big ideas I would want to tell them (assume they know what a Reform congregation is)?

d. As a community, what do I think Beth Am values the most?

2. Talk to a few other people and ask them the same questions.  You may choose a current or former Board member and someone who is not involved in leadership.  You can speak with a staff member (although since there are only a few of them their time might be more limited).  Pick people with whom you feel comfortable having an open discussion.

3. Reflect on your answers and the discussions you had.  What are some common themes?  How were the answers the same or different?  What surprised you?

Facilitator’s Notes for Session #2 -- What We are Now – Our Values and Vision
Welcome (5 minutes)

Connection (15 minutes)

· Break into 2 groups

· One minute each person talk about their Jewish leadership journey and the role that Beth Am has played

· Debrief as a full group – what were some of the big themes

Our Values – (30 minutes) 

· Brainstorm what they think our values are (15 minutes)

· Show the Board list or draft and compare (15 minutes)

Break (10 minutes)

Worship Vision (20 minutes) 

· What was our worship like 5-7 years ago?

· What is it like now?

· Show vision and how it has guided us

· What’s left

· What should still change

Education Vision (20 minutes) 

Reflection – (20 minutes)
· Think back to the conversations you have had with people over the last month about what makes CBA special

· How much of it is reflected in our vision and values?

· What is missing?

· What is in conflict?

Wrap-up – (5 minutes)
· Dates of remaining sessions

· Homework for next session – handout

Atid Leadership Group
Outline for Session #2

What We are Now – Our Values and Vision
Welcome

Connection – Jewish Leadership Journey

Our Values

Break

Worship Vision

Education Vision

Reflection

Wrap-up

Dates for Remaining Sessions and Tentative Topics
January 20 – Who We Are – Nuts and Bolts

February 6 – 10A-noon – Critical Issues Facing the Congregation

March 17 – Moving Forward

Handout – Pre-Work for Session #3
There are two separate things to do to prepare for the next session.  We are not meeting in December, so you have two months to prepare.

1. Reflect on our community vision.  Read through the vision and answer the following questions:

a. Is this what you expected?  What is missing?  What should be taken away?  What questions do you have?

b. One of the things that people say is most important to them about Beth Am is community and yet we have no focused effort in this area.  If you were given the role of Community Vision Champion at Beth Am, what would you do – program ideas, other ways to build community at Beth Am

c. How important is this?  Can we continue the way we are now, or should this be a priority for us?

2. Pick an event that you have never been to before at Beth Am.  This could be anything from an adult education or religious school class to a worship service.

a. Before you go, jot down what you are expecting

b. Take note of the logistics of the event – what did it take to make it happen?

c. What happened that met your expectations?  What happened that you did not expect?

d. How does what happened at this event fit or not fit in with our congregational vision?

OUTLINE FOR JAN 20 ATID SESSION #3 – Nuts and Bolts of How we Work
1. Connection – what event did you go to and how did it tie to the community vision?  How did it meet or not meet your expectations?  Were there any surprises? (20 minutes)

2. Community text study

3. People at Beth Am

a. What committees do we have/need?  (20 minutes)

b. Lay-professional relationship  (10 minutes)

c. How the professional team works together (20 minutes)

4. Finances at Beth Am (30 minutes)

a. Quiz

b. Presentation

5. Wrap-Up (10 minutes)

Pre-work for February 6 – not a lot since it’s only a few weeks.  Send an email with your thoughts for what you’d like to see covered that hasn’t been covered so far.  Talk about plan for Feb 6.

Text Study on Community

Atid Session #3

Rabbi Yochanan Hasandlar says:

Every assembly for the sake of Heaven will in the end have permanent value.

But one not for the sake of Heaven will in the end not have permanent value.

(Pirke Avot) 
1. How can an assembly be “for the sake of Heaven?”

2. The text assumes that having permanent value is good.  Do you agree?

3. If we think of the Beth Am community as the assembly, in what ways do we currently make it “for the sake of Heaven?”

4. What other things could we do to make our assembly for the sake of Heaven?
HOW WELL DO YOU KNOW BETH AM’S FINANCES:

1. Beth Am’s current operating budget is:

a) $500k per year

b) $1 million per year

c) $3 million per year

d) $5 million per year

2. True or False: The temple’s fiscal year ends on June 30.

3. The majority of Beth Am’s annual revenue comes form which source below:

a) Membership dues

b) Fund donations 

c) Program fees (including religious school)

d) Grant  donations

4. Rank the following in order of magnitude as to percentage of our operating budget:

a) Program expenses

b) Salaries

c) National dues (MUM dues)

d) Mortgage payments

e) Insurance

5. True or False: Educational fees are set at a level that is just enough to cover educational expenses.

6. Total assets of Congregation Beth Am are:

           a) $3million

           b) $10 million

           c) $13 million

           d) $20 million

7. The current membership of the Congregation is:

a) 750 families

b) 1000 families

c) 1400 families

d) 2000 families

8. Twenty years ago, in 1985, Beth Am’s membership consisted of :


a)  500 families


b)  700 families


c) 1000 families

d) 1400 families

9. The approximately 30 funds earmarked by member contributions (eg. rabbi’s discretionary funds, library fund, Shabbat and festivals fund) are considered:

a) Unrestricted

b) Temporarily Restricted

c) Permanently Restricted

10. True or False: The congregation currently has an endowment.

Facilitator’s Notes for Session #4 – Important Issues Facing Beth Am
Connection/Introduction (10)
Text Study (20 minutes)
Round 1A and 1B of breakouts (30 minutes)
Break (5 minutes)
Round 2A and 2B of breakouts (30 minutes)
 
Debrief (20 minutes)
 
Wrap-up (5 minutes)
ATID SESSION #4

AGENDA

Connection

Text Study

Important Issues Facing Beth Am

Wrap-Up
Pre-work for March 17th –

· Please send an email with your thoughts for what you’d like to see covered in our last session on March 17th
Note about March 17th – time change to 6:00PM-8:30PM including Chinese dinner.

Discussion Guide

Atid Leadership Group

Session #4

Important Issues Facing Beth Am

Recruiting and Retaining Talented Professional and Program Staff

Facilitator:  Andy Robin

1. Define the challenge facing the congregation and any implications

2. Brainstorm solutions and tradeoffs and implications

Discussion Guide

Atid Leadership Group

Session #4

Important Issues Facing Beth Am

Facilities Needs 

Facilitator:  Les Burger

1. Define the challenge facing the congregation and any implications

1. Brainstorm solutions and tradeoffs and implications

Discussion Guide

Atid Leadership Group

Session #4

Important Issues Facing Beth Am

Meeting Diverse Worship Needs

Facilitator:  Louise Stirpe-Gill

1. Define the challenge facing the congregation and any implications

2. Brainstorm solutions and tradeoffs and implications

Discussion Guide

Atid Leadership Group

Session #4

Important Issues Facing Beth Am

Working with Other Organizations in the Local Jewish Community

Facilitator:  Tim Taich
1. Define the challenge facing the congregation and any implications

2. Brainstorm solutions and tradeoffs and implications

Atid Leadership Group

Closing Session

March 17, 2005

Welcome

Q&A

1. How do we choose the board (and officers)?
2. How (well) does the board work?
3. What is the Union and what is our relationship with the Union?

4. Other?

Why Lead at Beth Am?

Final Reflections

Siyyum

 Atid Leadership Group

Closing Session

March 17, 2005

6:20 – Welcome and agenda
6:25 -- Q&A

1. How do we choose the board (and officers)?
2. How (well) does the board work?
3. What is the Union for Reform Judaism and what is our relationship with the Union?

4. Other?

7:10 -- Why Lead at Beth Am?

8:10 -- Final Reflections

8:25 -- Siyyum

Alphabet Soup of the Reform Movement

URJ
NATE

CCAR

ACC

NATA

UAHC

ARZA

WUPJ

KESHER

PCW

WRJ

HUC

RAC

NFTB

NFTY

PARDeS

RPB
 Atid Leadership Inventory

Name:  ____________________

What leadership roles have you had at Beth Am?

What leadership roles have you had in other places?

Please rate yourself along the following dimensions

Like to work alone





Like to work with others

1

2

3

4

5

6

Like defined projects



Like ambiguous situations 
where I manage details 



where I create something new

1

2

3

4

5

6

Like action and getting 




Like process and getting something concrete done




buy-in from a group

1

2

3

4

5

6

Like implementing






Like visioning

1

2

3

4

5

6

Like short term projects





Like ongoing with clear deadlines






responsibilities

1

2

3

4

5

6

I’m ready to get more 





I’d like to wait involved now





until I have more time

1

2

3

4

5

6

Do you have a specific area of interest at Beth Am?  If so, what?

Is there something you know you’d like to work on right away?  If so, what?

What skills do you have that we should know about?

Atid Feedback Form

Name: (optional)___________________

1. To what extent do you think you understand our congregation’s vision?

1-not at all
2-slightly
3-somewhat
4-a lot


2. To what extent do you think you understand our congregation’s values?

1-not at all
2-slightly
3-somewhat
4-a lot


3. To what extent do you think you understand how our organization works?

1-not at all
2-slightly
3-somewhat
4-a lot


4. To what extent do you think you understand how our finances work?

1-not at all
2-slightly
3-somewhat
4-a lot


5. To what extent did you get to interact with other participants in the Atid?

1-not at all
2-slightly
3-somewhat
4-a lot


6. To what extent did you get to know some current congregational leaders?

1-not at all
2-slightly
3-somewhat
4-a lot


7. To what extent did you get to know our staff?

1-not at all
2-slightly
3-somewhat
4-a lot

8. To what extent are you more inspired to be a leader at Beth Am?

9. To what extent do you have a better sense of the ways in which you can contribute at Beth Am? 

10. What would you add to the program?
11. What would you take out of the program?
12. Did we have the right number of sessions?
13. What do you think you will remember most from Atid?
14. What was most valuable to you?
15. What was least valuable?
16. Would you recommend Atid to another congregant?  Why or why not?
Other comments:
Congregation Beth Am Atid Leadership Group – 5765


