Case Studies in The RE-IMAGINE Project Rabbinic Leadership
Symbolic Leadership

Symbolic leadership occurs when a leader uses the role to signal the importance of values or cultural elements.  This requires an awareness of how actions, behaviors, and words carry symbolic meaning and can send broad and important messages.

For example:

· signaling support for this effort and the ideas that it generates;
· creating openness to change;
· creating an atmosphere where it is possible and acceptable to disagree with the rabbi.
· Using the “power tools” of rabbinic leadership, including time and attention; ritual; speaking from the pulpit and other communication modes; awareness that your voice carries a different weight

Cases for Symbolic Leadership

The Busy Rabbi

You have found that it has been very difficult to clear your calendar to make time for Task Force meetings.  You have been arriving late to meetings and often get interrupted.  You find that when you are there Task Force members are interested and engaged in the discussion.  When you first arrive they often are willing to recap for you what happened while you were missing and ask for your input into what they have already decided.  
· How would you evaluate the signals that you are getting from the Task Force about your attendance record?  

· As a symbolic leader, how, if at all, should you be modifying your behavior?

The Supportive Rabbi
In the early discussions of one Task Force, the group seemed to get very excited about doing more adult learning in the congregation as a way to build support for the changes that would be taking place in the religious school.  The Rabbi wanted the congregation to know that she was behind this idea.
· What are some ways that the Rabbi could show symbolic support for the idea and/or practice of adult learning?
· What are your concerns about actually doing something like this?

Collaborative Leadership
See The Self-Renewing Congregation, by Isa Aron, Jewish Lights Publishing, Chapter 4.
Collaborative leadership involves bringing a larger group of people fully into the exploration and decision-making process.  It involves listening to people’s requests, concerns, and suggestions, and waiting for people to discover certain truths on their own.  It does not rule out the possibility that the titular leader mask his concerns but rather that he refrains from taking unilateral action.
For example:

· Practicing tsimtsum;
· Listening;
· Framing the discussion or acting as a facilitator; and
· Helping congregants bring their own expertise to the process and not feel intimidated

Cases for Collaborative Leadership

The Pessimistic Rabbi

The Task Force was making its way through the project and was coming up with a wide range of ideas.  The Rabbi was very skeptical that many of them were right for his congregation.  He could not imagine that they could ever pull together the resources to make many of the ideas work.  He wanted to say, “This is not something that will ever work at this congregation.  These ideas are fine, but not for our congregations.  We just don’t have the resources to pull off programming like this.”  
· How could he express his ideas and/or make sure his concerns were addressed without entirely cutting off discussion?
How Much Tsimtsum?

In one congregation the Rabbi was excited that congregants were willing to put in the effort to participate in The RE-IMAGINE project.  Her lay people had never come close to doing anything like this.  She wanted to make sure that they had a chance to explore and grow.  She chose not to directly express her opinion about the ideas they were generating.  After trying this for a few meetings, she realized that they were not thinking big enough and were in danger of wasting the opportunity to really make transformative change.  

· How could she re-enter the conversation without seeming too directive?
The Rabbi at the Center

A particular Rabbi was having a hard time with the idea of collaborative leadership.  He knew that he had a special set of training and a broader perspective on the congregation than any of the Task Force members.  He felt it was necessary to use text study time to give congregants a deeper understanding of commentaries, he always liked to be the last person to speak during a discussion so that he could correct misperceptions, and he was very clear when he agreed or disagreed with someone.

· How would you coach this Rabbi to change his behavior in a way that he would understand?
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