Institutionalizing the ECE: Levers to Change

Change Lever
What you might change (examples)
Consider using this lever first if/when…

Structure:

The formal arrangements for distributing responsibility, authority, and communication in the congregation. These include the board, committees, and affiliates. 

Note: most people, when they think about what to change, automatically start with structure. But changes in structure do not guarantee changes in behavior.
· Create an over-arching educational structure to assure that the educational vision is kept alive, to oversee initiatives, and to generate new ones.

· Modify the existing governance structure of the congregation (i.e. board and committees) to put more emphasis on learning, to address new areas, to create more shared leadership, or to foster more of a learning community.
· Structure matters a lot in your congregation; people are aware of it, pay attention to it, it shapes important decisions and actions.

· The current structure is problematic, doesn’t support a learning congregation, or is missing aspects necessary to fully support a congregation of learners.

Leadership:

The people who formally or informally provide vision, direction, inspiration, and guidance to the affairs of the congregation. They may exercise leadership through formal position, by knowledge or expertise, by personal charisma, or symbolic role. Leaders may be lay or professional.
· Bring new people into positions of leadership, such as people with experience in the ECE process who support its vision.

· Work with existing leaders to gain their understanding and support.

· Redefine leadership to be more open and shared so more people visibly do things that are generally reserved for leaders.
· The congregation is very leader-centered. If everyone waits for signals from the leaders before they try anything new, then leadership is a key lever to start change.

· There are strong candidates for leadership roles who have the ability and energy to exercise leadership in support of the vision.

· The congregation has suffered from an absence of direction. New leadership with a clear vision can fill the void.

Staffing/People:

The number of professionals or support staff the congregation has, the skills and qualifications they bring, and the roles and responsibilities they assume.


· Redefine staff roles to shift resources or attention. For example, you might refocus an existing staff person’s time on family education.

· Add new staff and/or create new roles to support new types of programming areas or modalities of learning. For example, you might add a Director of Adult Learning to staff.
· The way roles are currently defined limits the possibilities for innovation, the scope of the staff members’ contribution, or the expectations of the congregants.

· There is no one on staff currently who has the time, the necessary capability, or the inclination to support the initiatives required to realize the vision.

Experience with the ECE process:

The experience of going through many of the exercises, thought processes, and discussions that are part of the ECE process steps can have a profound effect on people. These processes can lead people to reconceptualize the synagogue and its role in their lives as Jews. 


· As some congregations have done, you might enlist new groups of people within the congregation and replicate with them portions of the ECE process. For example, Temple Shalom of Newton did this with their Kadima program.

· Take portions of the ECE process that have been powerful and introduce them slowly as opportunities arise in the normal processes and deliberations of the congregation. For example:

· Use visioning and limiting assumptions exercises as part of the process of a selection committee preparing to interview for a key professional (rabbi, educator, cantor).

· Introduce text study into board, committee, affiliate, and staff meetings. Rotate responsibility for learning facilitation among group members.
· You are having difficulty building support or even gaining understanding of what the ECE is all about and what the vision holds for the congregation.

· You recognize the need to build a critical mass of people who “get it.” 

· Broadening the experience can serve other important needs of the congregation such as leadership development.

Processes:

The way things get done, such as how information is shared, how decisions are made, how plans and budgets are set, how performance or success is measured, how departments and activities are linked.


· Introduce the questions on the “Worksheet for Exploring Issues in the ECE” and help apply them to an important decision. Prompt the group to reflect on the affect of using the model. Suggest that it be used more often.

· Before the next round of budget setting, suggest that a group document the process to be followed, reflect on the values it conveys, and suggest possible changes to the process to ensure it generates a way of allocating resources that supports the congregations vision and values.
· The congregation recognizes it has a history of identifying issues or problems, jumping quickly to solutions, and finding the problems keep coming back (or the solutions create new problems).

· People are tired of having a few people with strong points of view dominate the decision-making process in the congregation so that multiple views do not get adequately aired.

· Resources are frequently wasted or opportunities are missed because the “right hand doesn’t know what the left hand is doing.”

Relationships:

The connections that form among people through common experience and the feelings of association and affinity that people feel from being part of a group or linked to someone or something special.


· Use learning experiences to help people build valued relationships with others. For example, make extra effort to link new members to existing learning opportunities (such as a downtown lunchtime Torah study group) as a way to get to know other members.

· Create special learning opportunities (such as small study groups or weekend retreats) that give congregants opportunities to create closer relationships to professional staff (rabbis, educators).

· Figure out what currently are the primary avenues through which congregants build valued relationships with others. Inject Jewish learning into those experiences so that people mentally link their relationships with one another to Jewish learning experiences.
· Relationships are central to the culture of your congregation. If the congregation is a very social place, then linking learning to relationships may be the most viable way to invest people in learning.

Rewards and Recognition:

The “returns” or “gains”—both tangible and intangible—that people receive as a result of what they do. These are expressions of what is valued. In synagogues the “currency” of reward and recognition is rarely monetary. More often, intangible expressions of honor, status, acknowledgement, affirmation, and opportunity for desirable tasks/roles are exchanged for contributions—also both tangible and intangible. 

Rewards and recognition can be a powerful lever to change by changing what sorts of “contributions” warrant the greatest, most valued forms of reward or recognition. And it takes creativity to find new and meaningful ways to “reward” people.


· Send the message that learning is centrally important to the congregation by:

· Granting honors (such as sitting on the bimah, doing Torah blessings, speaking on high holy days, some portion of camp or Israel scholarships) to those who are deeply involved in learning and teaching, or

· Making involvement in learning a critical qualification for positions of leadership (and honor) in the congregation.

· Create a goal toward which people can strive such as a certification for accomplishment of certain levels of learning (beyond B’nei Mitzvah or Confirmation).

· Teach people to read Torah, then honor them by giving them the opportunity to read Torah in a Shabbat or holy day service.
· Learning is so undervalued and under-recognized in the congregation that you are having difficulty getting enough people to pay attention to issues of learning or opportunities for learning. 

· The culture of the congregation is such that people are largely motivated to action by recognition (or the expectation of it).

· This lever is often used in conjunction with any and all of the other levers. 
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