Success Continuum:  All Parts Working in Common Purpose to Make a Positive Difference in the Lives of Learners


Making a positive difference in the lives of learners is one goal all congregations that participate in The RE‑IMAGINE Project share. Months of learning together have inspired Task Forces to boldly see a picture of a Jewish educational experience that is dramatically different than the present. No congregation concludes: let’s do more of the same. Rather they are committed to changing significant aspects of education: when and where the learning takes place, who the learners are, who the teachers are and how learning will be experienced.  

These congregations share another goal. They want to assure that their efforts make significant, lasting impact on learners. To affect the lives of learners they know they can’t launch something akin to a car without an engine or a steering wheel. All the parts have to be in place. All the essential parts have to work in common purpose. In education, essential parts include clear goals, infrastructure (e.g. resources), leadership, curriculum, teaching and culture.  Effective congregations, over time, replace isolated programmatic efforts with an intentional effort to develop and connect all parts of the educational system to work in common purpose to make a positive difference in the lives of learners. 

The Experiment in Congregational Education has worked with many congregations striving to make their visions a reality. In an attempt to codify the way these congregations progress, we have created: Success Continuum: All Parts Working in Common Purpose to Make a Positive Difference in the Lives of Learners. It highlights—within the eight essential elements of an educational system—practices that consistently distinguish the actions and thinking of lay and professional leaders who create educational experiences that positively impact learners.

There is not a singular way that effective congregations apply these eight practices. This document attempts to identify the range of actions that can lead to positive results so that leaders can celebrate the actions they already take and contemplate adding new ones to their practice. 

Under each practice you’ll see that the left end of the continuum describes a highly effective way for lay and professional leaders to put this idea into practice, with decreasingly desirable variations described along the continuum toward the right. The #1 describes a highly effective action. The decreasing numbers illustrate decreasing degrees of the practice, with #5 describing a lack of action. 

You can use this tool, now and in the future, to gauge progress and to identify, with your lay and professional partners, ways your team is already supporting practices that will achieve your vision. You also can use it to identify additional actions that you and your team can take in the coming year(s).

Vision is the compelling organizing picture of the future of education developed by The RE‑IMAGINE Task Force and embraced by the congregation.
	For all parts to work in common purpose in order to make a positive difference in the lives of learners, lay and professional leaders work together to develop shared ownership and implementation of a new vision of education. Therefore, lay and professional leaders:

	1
	2
	3
	4
	5

	Create, as a result of The RE-IMAGINE Task Force, a new vision of education; engage governance bodies, parents, teachers and students in learning and two way communication that fosters understanding and ownership of the vision; focus agendas on goals derived from vision so that individuals and groups make vision driven decisions; and telegraph stories that illustrate what the vision looks like when enacted to deepen shared understanding and ownership.

	Create, as a result of The RE-IMAGINE Task Force, a new vision of education; engage governance bodies, parents, teachers and students in learning and two way communication that fosters understanding and ownership of the vision; and focus agendas on goals derived from vision so individuals and groups make vision-driven decisions (e.g. regarding resources, policies, participation and programs).
	Create, as a result of The RE-IMAGINE Task Force, a new vision of education; and engage governance bodies (e.g. education committee, the synagogue Board) parents, teachers and students, in learning and two way communication that fosters understanding 
and ownership 
of the vision.
	Create, as a result of the RE-IMAGINE Task Force, a new vivid picture of the way education will be structured and experienced. 


	Affirm the way education has always been planned and designed as acceptable and good enough.


Goals are actionable, reasonable, and measurable outcomes for learners, and the school/congregation that are derived from the vision.
	For all parts to work in common purpose in order to make a positive difference in the lives of learners, lay and professional leaders identify shared goals derived from the new educational vision that will be used to guide decision making and direct action in the coming year(s). Therefore Lay and professional leaders:

	1
	2
	3
	4
	5

	Identify goals broadly for the school/congregation and the learners based on the new vision for education; engage key stakeholders such as teachers, parents and related governance bodies in articulating, understanding, and owning goals; and translate broadly defined goals in to more narrowly defined goals, such as learner outcomes for units, and lessons.

	Identify goals broadly for the school/congregation and the learners based on the new vision for education; engage key stakeholders such as teachers, parents and related governance bodies in articulating, understanding, and owning goals; and apply goals to decision making.
	Identify goals broadly for the school/congregation and the learners based on the new vision for education; and engage key stakeholders such as teachers, parents and related governance bodies in articulating understanding, and owning goals.
	Identify goals broadly for the school/congregation and the learners based on the new educational vision.
	Generate goals according to individual interests and sporadically use them to direct learning, programming and innovations.


Infrastructure includes the organizational bodies and processes that are designed to support 
and direct efforts toward achieving the vision (e.g. governance structure, budget, human resources, physical space and logistics).
	For all parts to work in common purpose in order to make a positive difference in the lives of learners, 
lay and professional leaders work together to establish and sustain a governance structure that 
establishes a sustaining infrastructure to achieve the new vision of education. Therefore, lay and professional leaders:

	1
	2
	3
	4
	5

	Establish a governance structure (or charge an existing governance structure) of lay and professionals to shepherd the new vision and first model in the coming years; exhibit an entrepreneurial spirit that results in obtaining necessary dollars, space, staff and time to achieve vision; plans and implements next innovations based on learning from subsequent experiments; and fosters coherence among innovations and across the school and/or congregation.

	Establish a governance structure (or charge an existing governance structure) of lay and professionals to shepherd the new vision and first model in the coming years; exhibit an entrepreneurial spirit that results in obtaining necessary dollars, space, staff and time to achieve vision; and plans and implements next innovations based on learning from subsequent experiments.
	Establish a governance structure (or charge an existing governance structure) of lay and professionals to shepherd the new vision in the coming years; and exhibit an entrepreneurial spirit that results in obtaining necessary dollars, space, staff and time to achieve vision.
	Establish a governance structure 
(or charge an existing governance structure) of 
lay and professionals 
to shepherd 
the new vision and first model(s) in the coming years. 


	Allow vision to remain a statement on paper without oversight or necessary resources.


Structure refers to the model of education (traditionally experienced as a model with children in classrooms a few hours a week with sporadic parental engagement) that includes design elements such as: who are the learners, when and where does learning take place, and who are the teachers.
	For all parts to work in common purpose in order to make a positive difference in the lives of learners, lay and professional leaders create a structure/model of education that is boldly different than “Hebrew School” education because it is designed to achieve newly stated hopes for learners as expressed in the vision. Therefore, lay and professional leaders:

	1
	2
	3
	4
	5

	Imagine a model of Jewish education that breaks the mold of “Hebrew School” and additive programs by changing who the learners are, who the teachers are, when and where learning is taking place and/or why learning is taking place because of an inspiring new vision and a clear sense of what is needed in today’s world;  implement first bold steps and a prototype of emerging new model; and launch bolder, more expansive version or a new model that acts as a viable vessel for achieving goals for learners derived from vision; and launch, over time, multiple alternative models that achieve and expand the vision to include increased numbers of learners.  
	Imagine a model of Jewish education that breaks the mold of “Hebrew School” and additive programs by changing who the learners are, who the teachers are, when and where learning is taking place and/or why learning is taking place because of an inspiring new vision and a clear sense of what is needed in today’s world;  implement first bold steps and a prototype of emerging new model; and launch bolder, more expansive version or a new model that acts as a viable vessel for achieving goals for learners derived from vision. 
	Imagine a model of Jewish education that breaks the mold of “Hebrew School” and additive programs by changing who the learners are, who the teachers are, when and where learning is taking place and/or why learning is taking place because of an inspiring new vision and a clear sense of what is needed in today’s world; and implement first bold steps and a prototype of new emerging model.
	Imagine a model of Jewish education that breaks the mold of “Hebrew School” and additive programs by changing who the learners are, who the teachers are, when and where learning is taking place and/or why learning is taking place because of an inspiring new vision and a clear sense of what is needed in today’s world.  
	Add a few interesting programs to the existing “school” model of education.


Curriculum is the body of content, materials, educational strategies and assessments that teachers apply to achieve learner outcomes. 
	For all parts to work in common purpose in order to make a positive difference in the lives of 
learners, lay and professional leaders work together to establish curriculum that is consistent with emerging new model and enables teachers to support, and assess learner outcomes. Therefore, lay 
and professional leaders and teachers:

	1
	2
	3
	4
	5

	Formulate learner outcomes, based on overarching goals derived from vision and are consistent with new model; choose and develop content and strategies based on desired learner outcomes and new model; make available resources that support goals, content, strategies and materials; and design tools to assess impact of curriculum aligned to learner outcomes.

	Formulate learner outcomes, based on overarching goals derived from vision and are consistent with new model; choose and develop content and strategies based on desired learner outcomes and new model; and make available resources that support goals, content, strategies and materials.


	Formulate learner outcomes, based on overarching goals derived from vision and are consistent with new model; and choose and develop content and strategies based on desired learner outcomes and new model. 
	Formulate learner outcomes, based on overarching goals derived from vision and are consistent with new model.
	Leave curricular choices to individual teachers without linking to the new model and vision.


Teaching refers to teacher recruiting and professional learning that equip teachers to teach in new models and support learner outcomes derived from the new vision and identified goals. 
	For all parts to work in common purpose in order to make a positive difference in the lives of learners, lay and professional leaders create cohesive teaching policy and practice by providing ongoing learning for teachers and recruit new teachers based on the learner outcomes derived from vision and goals. Therefore, lay and professional leaders:

	1
	2
	3
	4
	5

	Evolve a professional learning community through ongoing, regularized investigation of, and reflection on the practice of Jewish teaching and learning that focuses on understanding vision, and identifying learner  outcomes derived from goals and new vision and consistent with new model; and provide structure for teachers to experience and implement new learning strategies that support making meaning and connecting Jewish learning to Jewish living; and provide time for teachers to learn how to  assess learner outcomes and impact in order to improve and redesign learning experiences; and develop a profile and strategy to recruit teachers that have the capacities to work within a new model and vision.
	Evolve a professional learning community through ongoing, regularized investigation of, and reflection on the practice of Jewish teaching and learning that focuses on understanding vision, and identifying learner  outcomes derived from goals and new vision and consistent with new model; and provide structure for teachers to experience and implement new learning strategies that support making meaning and connecting Jewish learning to Jewish living; and provide time for teachers to learn how to  assess learner outcomes and impact in order to improve and redesign learning experiences.
	Evolve a professional learning community through ongoing, regularized investigation of, and reflection on the practice of Jewish teaching and learning that focuses on understanding vision, and identifying learner outcomes derived from goals and new vision and consistent with new model; and provide a structure for teachers to experience and implement new learning strategies that support making meaning and connecting Jewish learning to Jewish living.  
	Evolve a professional learning community through ongoing, regularized investigation of, and reflection on the practice of Jewish teaching and learning that focuses on understanding vision, and identifying learner outcomes derived from goals and new vision and consistent with new model.
	Offer isolated fragmented teacher learning and do not link teacher recruitment to the new model of education; hire anyone relatively qualified who will take the job.


Leadership refers to the professional and lay word, deed and energy expressed to fulfill the new vision and the processes that assure new and established leaders are nurtured.
	For all parts to work in common purpose in order to make a positive difference in the lives of learners, lay and professional leaders express in word, deed and energy a commitment to achieving the new vision of education, provide time for and establish a process for developing new leaders who are committed to developing the new vision and model of education. Therefore lay and professional leaders:

	1
	2
	3
	4
	5

	Invite the passions and gifts of individuals to translate the new vision of education into reality; provide ongoing learning for lay and professional leaders to expand their ability to imagine education and ignite continued innovation; establish a process to assure that new leaders learn the way of working that produces innovation toward a vision; and intentionally identify and nurture individuals who have personal gifts that can positively contribute to realization of new vision of education and bring those individuals fulfillment of their own desires and passions.


	Invite the passions and gifts of individuals to translate the new vision of education into reality; provide ongoing learning for lay and professional leaders to expand their ability to imagine education and ignite continued innovation; and establish a process to assure that new leaders learn the way of working that produces innovation toward a vision.
	Invite the passions and gifts of individuals to translate the new vision of education into reality; and provide ongoing learning for lay and professional leaders to expand their ability to imagine education and ignite continued innovation.
	Invite the passions and gifts of individuals to translate the new vision of education into reality.
	Access the usual lay leaders, doing little to nurture professional and lay leaders, resulting in burn out of leadership.


Culture refers to the “way we do business around here,” and is expressed through the school’s/congregation’s heroes, stories, values and artifacts (architecture, climate, objects).

	For all parts to work in common purpose in order to make a positive difference in the lives of learners, lay and professional leaders intentionally foster a culture that supports ongoing innovation toward a new vision of education. Therefore, lay and professional leaders:

	1
	2
	3
	4
	5

	Model a trusting, striving, risk-taking atmosphere where responsibility for an innovation is shared; structure time for innovation teams and synagogue/school governance bodies, teachers, and participants to engage in ongoing learning and discussion about achieving a new vision; communicate the congregation’s value for experimentation, expressing clearly the ways failure and success are used to inform decision making; and elevate the stories, rituals, heroes, language, and symbols that convey the congregation’s value and need for ongoing innovation toward a new vision.
	Model a trusting, striving, risk-taking atmosphere where responsibility for an innovation is shared; structure time for innovation teams and synagogue/school governance bodies, teachers, and participants to engage in ongoing learning and discussion about achieving a new vision; and communicate throughout the congregation a value for experimentation, expressing clearly 
the ways failure 
and success are used 
to inform decision making.
	Model a trusting, striving, risk-taking atmosphere where responsibility for an innovation is shared; and structure time for innovation teams and synagogue/ school governance bodies, teachers, and participants to engage in ongoing learning and discussion about achieving a new vision.
	Model a trusting, striving, risk-taking atmosphere where responsibility for an innovation is shared.
	Dare not 
risk bold experimentation and support a consumer culture where innovation is viewed as a product that has to be liked or it is of no use.
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