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On all journeys, you eventually come to a fork in the road—that point when you have to make a choice.  You have traveled a long way and are eager to get to your destination, but there seem to be several paths to choose from and you cannot be entirely sure where each will take you.
On your RE-IMAGINE journey you have arrived at that fork and Looking Forward guides you finally to make the decisions that will determine your future path.  An oft-quoted text from Deuteronomy 16:20, “Justice, justice shall you pursue…,” points you in a direction and commentaries on this verse suggest ways to help you think about the decision-making process that lies ahead.
Justice, as an end goal, is one of the hallmarks of Judaism, yet biblical commentators have wondered about the repetition of the word in this verse and what it might tell us about how we are to achieve justice.  The Talmud offers the following:

R. Ashi said: "Justice, justice you shall pursue, the first [mention of justice] refers to a decision based on strict law; the second, to a compromise." (Sanhedrin 32b)
By acknowledging that there are different paths to justice, the rabbis recognized that there is more than one kind of just, or right, decision. The Talmud cites ignoring this fact as a warning elsewhere:

For Rabbi Johanan said: "Jerusalem was destroyed only because judges based decisions on the letter of the law and refused to go beyond the letter of the law." (Bava Metzia 30b)
Thus, making just decisions requires thinking creatively and broadly about your options, and not just sticking to what is safe, tried and true.
Rabbi Pinchas Peli, a 20th century Israeli commentator, understood the double use of the word “justice” as a reminder to administer justice in a just way.  For him that meant acknowledging that those with differing viewpoints each have a right to be heard and treated justly.

Commenting on Parashat Shoftim in which the biblical verse from Deuteronomy appears, Rabbi Steve Folberg cites the Chasidic sage, Rabbi Ze’ev Wolf of Zbarazh’s understanding of “justice, justice.”  Rabbi Ze’ev Wolf suggested that the tzedek, or righteousness, referred to in the verse is more about tzidkut, or self-righteousness, and that its double use is a warning that those who get caught up in their own “rightness” can end up undermining the cause of justice.

Approaching a fork in the road indicates that part of your journey is now behind you, but it also empowers you to choose the direction in which the rest of your journey will go.  Looking Forward is about incorporating our tradition’s wisdom into the decision-making process and about determining the criteria by which you will make that choice.  Those criteria—your vision—will serve to guide all the smaller decisions along the way toward your ultimate destination.  What an exciting time!

Goals and Outcomes

1. Learn that an educational system is composed of building blocks that align with a vision and with each other.
2. Develop a vision for children’s Jewish learning that will guide the ongoing work of the Task Force and your congregation into the future.

3. Think broadly about ways in which your vision could be realized.
4. Choose an alternative model of children’s Jewish learning that aligns with your vision and will be clarified and developed in Moving Forward.
 Consultant Speaks about Looking Forward
Up until now, everything you’ve done has been advance work for making some important decisions.  It’s almost as if you've been sewing threads into place that now can be woven into a fabric.  You chose some of the threads carefully for their color or texture, others for practical reasons; you sewed some in without even realizing it.  Now you need to re-examine, re-sort and understand them all.

And finally, you will make decisions.  This can be daunting.  Remember, while these decisions are important, they do not represent the end of the process.  Even if what you choose is perfect, it will still need to evolve as your congregation evolves.  And, you may not be able to accomplish all that you choose to do at once.  Be confident as you look ahead.  Assess risks, but don’t shy away from action.  You’ve done a tremendous amount of work to get to this point in your journey. Don’t let it go to waste!

A Task Force Member Speaks about Looking Forward
There were times during RE-IMAGINE that I got impatient, but all the discussions we had early on made a difference in how we were able to make a decision about Jewish education for our kids in Looking Forward.  We were lucky because, over our months together, a consensus had pretty much evolved about what we wanted to do.  However, there were a few people who had their ideas from the beginning about what they wanted to see happen and we had to bring them along.  We were eventually able to address some of their concerns without diluting our big plans.  I can’t say it was easy, but it was good to finally make some important decisions.
Overview of Looking Forward
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Introduction

All of the previous steps on your RE-IMAGINE journey have prepared you for the consensus-building and decision-making that awaits you in Looking Forward.  In Setting the Stage you organized yourselves and chose the congregants you felt would be the most appropriate people to go on this journey.  In Looking Inward, you probed and shared your thoughts about Jewish education and learned about the history and scope of your current model.  In Looking Outward you learned about what to factor into your thinking about children’s Jewish learning, some alternative models in place in other congregations and why they have been successful in their communities.  As a result of your Task Force’s discussions, as well as conversations with other congregants, you have generated the ideas, questions and excitement that now will inspire you as you embark on planning for the future.

Leadership in Looking Forward
It is not uncommon for the Task Force deliberations to take a turn toward the end of Looking Forward.  Even when everything has proceeded smoothly up to this point, the impending prospect of making critical decisions that will impact your congregation so profoundly can cause some Task Force members to question their own expertise and authority.  For these people, be prepared to offer gentle, yet regular, reminders that they are the ones who have invested months engaged in serious deliberations about Jewish education, they are the ones who have delved into learning about the congregation’s past as well as what some alternative models to the current children’s learning could mean for the future and that, therefore, they are best-equipped to make these upcoming decisions on behalf of the congregation for the common good.  Indeed, this is an awesome responsibility, but one for which you have been preparing for months.
Sub-teams and Changing Roles

The Looking Forward Sub-teams that will work between meetings include:

· The Low Hanging Fruit Sub-team (on-going)
· Will report at the Third Meeting on what has been “tested” and what has been learned through experimentation in your congregation.
· The Vision Sub-team

· Before the First Meeting will prepare list of vision phrases from the Vision Folder that the Task Force will work with at the meeting.
· At the First Meeting will facilitate the exercise(s) that have Task Force members sort through and discuss the notes from your vision folder.
· Before the Second Meeting will prepare a draft vision.
· After the Second Meeting will prepare a more polished version of the vision.
· The Alternative Model Sub-team
· Before the Third Meeting will meet with your consultant and prepare structural descriptions of three possible alternative models that reflect your vision, one of which the Task Force will choose.
· After the Third Meeting will prepare three First Bold Step proposals, one of which the Task Force will choose.
Because of these Sub-teams, The Leadership Team’s work now begins to become more decentralized and, yet, your oversight is as critical as ever.  You will continue to plan upcoming meetings and monitor how your journey is progressing.  In addition, as more work is accomplished outside of regular Task Force meetings and different people assume responsibility for compiling and presenting ideas, the Leadership Team will function more as a conduit through which the Sub-teams’ work is coordinated.

You may be tempted to include your Educator on all the Sub-teams.  While the Educator brings a special set of skills and perspectives to the project at this point, it may be impossible for him/her to participate in the volume of meetings that will be going on.  The Task Force chair and Educator should work together to decide how best to use the Educator’s time and skills.  Your consultant can help with this as well.

Scheduling Your Meetings

Looking Forward is presented here in four meetings.  There is so much work to do at the second meeting that you will need plan a longer meeting than usual to complete it all.  We recommend scheduling a full evening with dinner or a half-day retreat for this purpose.

Overview of Looking Forward Meetings

The four Task Force meetings and the work that needs to be done between them in Looking Forward are:

First Meeting: Orientation to Vision
You will learn how a vision is defined in the context of The RE-IMAGINE Project.  Based on the ideas consolidated in the vision reports, the Task Force will project how your congregation might realize these ideas in the future.
After the meeting, the Vision Sub-team will craft a draft vision, based on the meeting notes containing the Task Force’s ideas, insights and dreams that have been collected in the vision folder and input from this first meeting.

Second Meeting: Deriving Goals from Your Vision

You will review and comment upon the draft vision written by the Vision Sub-team.  The Vision Sub-team will incorporate your feedback into a further-refined version to be distributed via email.  Then you will work to identify and articulate the concrete goals embedded in your vision, ultimately choosing three to five that will help define the shape of your alternative model.

Each Task Force member, guided by a worksheet, will think about a particular goal, and will share their ideas about the goal at the next meeting.
Third Meeting: Living in Your Vision
Task Force members share the individual thinking they have done about how you can achieve your three to five goals, and then will have a chance to imagine what education in your congregation will be like in the future.

After the meeting the Alternative Model Sub-team will synthesize the ideas and dreams expressed during this meeting and will prepare to report on three models that would allow you to achieve your goals.
Fourth Meeting: Choosing Your Alternative Model

The Task Force will consider the three possible alternative models and choose one.  Then the members will brainstorm three feasible first bold steps that would move you toward realization of your model.

After this meeting the Alternative Model Sub-team will prepare a report on the structure of three possible first bold steps, one of which the Task Force will choose during the first meeting of Moving Forward.

Task Force members will revisit the Challenges and Opportunities section of the Online Learning Experience.

The Low Hanging Fruit Sub-team will prepare to report on what they have learned before the Task Force chooses an alternative model for your children’s learning.

Looking Forward/Moving Forward Flow Chart
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	Summary of Assignments
	Who Does It?
	When Is It Due?

	First Meeting

Select the Alternative Model Sub-team

Compile list of Vision phrases from Vision Folder


Read  “Mission, Vision, Goals, Alternative Models, and Bold Steps:  The Jargon of Transformation” on the Online Resource Center
	Leadership Team

Vision Sub-team


Entire Task Force
	Prior to the meeting
Date:

At the meeting
Date:

At the meeting
Date:

	Second Meeting

Make arrangements (including food) for extended meeting

Write draft vision and put on large mural paper

Work with consultant to decide how to run this meeting
	Leadership Team

Vision Sub-team

Leadership Team
	Prior to the meeting
Date:

At the meeting
Date:

Prior to the Leadership Team Meeting
Date:

	Third Meeting

Refine and circulate vision

Prepare a Report on Low Hanging Fruit



Meet with your Consultant


Prepare report on 3 possible alternative models of children’s Jewish learning for consideration by the Task Force
	Vision Sub-team

Low Hanging Fruit Sub-team


Alternative Model Sub-team

Alternative Model Sub-team
	Prior to the meeting
Date:

At the meeting
Date:

Prior to the meeting
Date:
At the meeting
Date


First Meeting
Orientation to Vision


Meeting Plan – 2 hours
Welcome – 5 minutes

Connection – 15 minutes

Core Discussion I – 20 minutes

Text Study – 20 minutes

Core Discussion II – 45 minutes

Reflection – 10 minutes

Next Steps – 5 minutes

Notetaker:


Facilitator(s): 


Goals and Outcomes

1. Task Force members will understand the difference between mission statements and vision statements and how they guide decision-making.

2. Task Force will be introduced to the idea of an educational system that is fully aligned with an articulated vision and whose building blocks are aligned with each other.
3. The Task Force members will reflect on the ideas that have been generated over the past months, which will give the Vision Sub-team the input and the inspiration it needs to write a draft vision.
Advance Preparation

· Read the article on Mission, Vision, Goals, Alternative Models, and First Bold Steps on the Online Resource Center.
· The Vision Sub-team will prepare vision phrases for the Task Force to work with at the meeting.
· 3-hole punched handouts for each person:
· Children’s Jewish learning mission statement or the congregation’s educational mission statement (if either already exists)

· Text study handout including Hatikvah Music and Text
· Five Building Blocks of an Educational System handout
· List of vision phrases, gleaned from the Vision Folder and compiled by the Vision Sub-team

Meeting Overview
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Welcome (5 minutes)
In addition to officially starting the meeting, the Task Force Chairperson should take this time to put the work of this meeting in context.  He/she should review the highlights of the last meeting, in particular the decisions that were made and the decisions that are still open.  Then the Chairperson should briefly describe what will be happening at this meeting, stressing the meeting’s goals and urging people not to get sidetracked (which can be so easy!).
In particular, this meeting signals the beginning of a new phase of your journey, the time when you finally chart your course into the future. The Task Force Chairperson should take a few minutes to reflect on the Task Force’s achievements—how much they have accomplished, how they have learned to work together to reach this moment, the importance of their decision-making for the future of the congregation and how they have acquired the expertise to make the critical choices ahead.
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 Connection (15 minutes)
As a way of connecting people to each other and to the work at hand, pose the following:

All parents have a similar mission or purpose:  to care for their children until they can live on their own.  This is their mission regardless of where they live, what they have, or what they believe.  However, each parent has a unique vision for his or her child’s future.  It reflects the parent’s values and reflects the parent’s hopes for what the child will grow up to be.  A vision enables a parent to see in a very small infant the full potential of a grown human being.
Think about a parent/child relationship with which you are familiar—it could be yours or someone else’s.  What is something you know the parent hoped for or wanted for the child?  What did the parent do to create the possibility that this vision for the child would be realized?

At this meeting you are going to explore further differences between mission and vision and then begin work on clarifying the Task Force’s vision for children’s education in your congregation.

As a way of reminding the Task Force where you are on your journey, refer back to the ECE RE-IMAGINE roadmap from your first meeting and point out what will be happening during Looking Forward.
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 Core Discussion I (20 minutes)
Before you begin working on your vision, you want to be sure you are familiar with your school’s or congregation’s educational mission, whether or not it has been actually articulated.
In addition to what was shared in the prior Connection discussion, the distinction between mission and vision is explained in the article Task Force members were asked to read prior to this meeting.  Review the mission and vision sections of the article just to clarify the differences and how they relate to each other.

If your congregation already has an educational mission statement, either for the congregation or for children’s Jewish learning, be sure each person has a copy.  Below are questions for discussion for these congregations.

· As you look at your mission statement with fresh eyes after months of discussion about learning and alternative models, do you feel it is still clear and valid, 
or would you like your congregation’s Jewish educational mission for children 
to shift?
· If you think your mission statement should be revised, what would you like to add and/or delete?
· What do you do now that supports the existing mission?  How would this have to change in order to support the new ideas?
If your congregation does not already have an educational mission statement, you should not write one.  Spending the time now to do so as a Task Force would take you off track.  This may be something you can return to later.  Below are questions for discussion for these congregations.

· Which three to four key phrases can you think of that capture your congregation’s or school’s Jewish educational mission, or purpose, for children?

· Thinking about your congregation, what would be missing if Jewish educational opportunities for children didn’t exist?  What purpose do they serve in your congregational community?
· What gap exists, if any, between what your mission is and what you would like it 
to be?
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 Text Study (20 minutes)

This text study presents the words to Hatikvah (“The Hope,” Israel’s national anthem) as a visionary statement.  The purpose of the text study is to understand what a vision is and how it works before you move on to developing your congregation’s vision for an alternative model of Jewish children’s learning.  The text study questions include important information about the definition and function of a vision.  This information about vision should be reviewed again with the Task Force at the conclusion of the text study.
As a way of enriching the text study, you can sing Hatikvah together before you begin.  Afterward, you can discuss how the music and the act of singing give the words added meaning.
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 Core Discussion II (45 minutes)

Introduction

Before beginning your actual work on a vision, briefly explain to the Task Force how the vision you create will function as you move forward.  Using the handout entitled “Five Building Blocks of an Educational System” (page 18), explain that you will be using this framework to guide your thinking and planning in Looking Forward and Moving Forward and for all your future innovations.  Your vision, and the goals you derive from it, will anchor your decision-making.  As you address each of the five building blocks, you will align the development in each area with your vision while making sure that the building blocks also align with each other.  In Looking Forward, you will be focusing primarily on the vision and structure.  All of these concepts will be explained in much more depth in Moving Forward.
Affinity Grouping and/or Feature of the Future Exercises

Now, and at the next meeting, the Vision Sub-team will take the lead in facilitating the Task Force’s work on drafting a vision of children’s Jewish learning.  Prior to this meeting, the Vision Sub-team should review all of the notes collected in the Vision Folder over the last months, and should compile a list of short phrases that reflect the ideas that have been generated.  A Vision Sub-team guide is on page 23.
In order to distill this compiled list of vision ideas and to provide direction for the Vision Sub-team, the Task Force should do the Affinity Grouping exercise on page 19.  Note that the Task Force must do part of this exercise silently in order for it to be most effective.
You can also do the Feature of the Future exercise on page 21 as a way of synthesizing the vision phrases that the Sub-team has generated.  You may choose to split the Task Force in half and have one group do the Affinity Grouping exercise and one group do the Feature of the Future.  If you split into groups, you should leave an extra 10 minutes at the end of the exercise for each group to share its ideas.  Also make sure that a member of the Vision Sub-team is in each group.
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 Reflection (10 minutes)
This is the time to get a sense of the group’s perspective at this point in the process.  You can do that by posing either content- or process-oriented questions.  You can pose this question:

Looking over the results of the Affinity Grouping and the Feature of the Future exercises, are we dreaming boldly enough?  If not, what is holding us back?  If so, how would you describe our “desired future state?”

If the Task Force Chair goes last, he/she can offer personal reflections and brief summative reflections about the meeting, e.g. this is what we accomplished, this is were we had agreement, these are the questions still open, thank you devoting your time and energy to this project.  These summary statements can also be used to start off the next meeting.
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 Next Steps (5 minutes)
Remind people of the date and time of the next meeting and that it will be a longer meeting than the rest (see below).  The Vision Sub-team will prepare a draft version of your vision for presentation at the next meeting.
The Leadership Team will review the options for the next Task Force meeting and work with your consultant to determine how best to run this meeting.  The Leadership Team should also schedule a face to face meeting with the consultant and the Alternative Model Sub-team a few weeks after the next Task Force meeting.

Post-Meeting Follow-up

Task Force Journal

Be sure the Coordinator receives the notes from this meeting to put into the Task Force Journal.

Engaging with the Congregation
At this point, you should not share too many specifics from your ideas for your vision because, by the end of the next meeting, you will have your actual vision to share with your entire congregational community.  You can, however, let people know what you have learned about vision and how you expect an articulated vision will guide you through your upcoming decision-making.
Depending upon the role that your Religious School Committee or Education Board plays in your congregation, you may want to introduce them to the idea of alignment.  This will give them a preview of the ongoing work that will be necessary to make the vision a reality over the next several years.
Vision Folder Check

Be sure that the ideas for the vision that were generated in the end of the text study, the results of the Affinity Grouping exercise and the Feature of the Future notes are put in the Vision Folder for the Sub-team to review.

Vision Sub-team
The Vision Sub-team is responsible for presenting a draft of the vision at the next Task Force meeting.  A Sub-team Guide for drafting the vision is on pages 23-26.  The Vision Sub-team should work closely with your consultant to make sure it is on track.  Your consultant will have ideas about how to take your raw ideas and turn them into a useful and impactful vision statement.  You can also look at sample vision statements from RE-IMAGINE alumni congregations on the Online Resource Center.
Facilitator’s Guide:  Text Study  - Aleph
 Hatikvah  as a Visionary Statement


Usage

This text study introduces the qualities of a good vision by having the participants analyze Hatikvah (“The Hope,” Israel’s national anthem) as a visionary statement.
Grouping of Participants

Small groups of three or four

Time Required

20 minutes

Facilitation

1. Break into small groups and ask each to read the Hatikvah text and share answers to the discussion questions.
2. After about 10 minutes, reconvene the Task Force and review the definition of vision and a vision’s components.  Ask the groups to share the words and phrases they think should be part of your Task Force’s vision for the future.

3. You may want to have people stand and sing Hatikvah and then ask how singing it affects their view of it as a visionary statement.

4. Ask people to keep the definition of vision and how it functions in mind as they discuss an alternative model of children’s Jewish education for your congregation.
Text Study - Aleph

Hatikvah as a Visionary Statement*

After saying the blessing before study, please read this text and discuss the questions below.

	







*


	So long as still within the inmost heart

A Jewish spirit sings,
So long as the eye looks eastward,
Gazing toward Zion,

Our hope is not lost—
That hope of two millennia,
To be a free people in our land,
The land of Zion and Jerusalem

Hatikvah, The National Anthem of The State of Israel
Written by Naftali Herz Imber, a Galician Jew, 
and set to music in Palestine in the early 1880s


Questions for Discussion:

1. What feelings and images do the words of Hatikvah evoke for you?  Which words or phrases do you find the most powerful?

(continued)
*Transliterated on page 17.

2. Burt Nanus, in Visionary Leadership, defines institutional vision as “a compelling, organizing image of a desired future state of an organization.”
· Using this definition, to what extent do you think Hatikvah serves as a vision for the Jewish people and/or the State of Israel?  In what ways do you find it “compelling?”
· In what ways does it present an “organizing image?”  To what extent do you think it describes a “desired future state” (or condition)?

3. A vision has several functions:
· It motivates and sustains the leadership, guiding them in making decisions and setting priorities that align with the vision.

· It reminds all the stakeholders why they do what they do and what they aspire to become.

    To what extent do you think Hatikvah meets these criteria?  What historical and contemporary evidence do you have to support your perspective?

4. Recalling the definition of a vision, spend no more than five minutes identifying the words, phrases or images you think could evoke “a compelling organizing image of a desired future state” for your congregation’s alternative model of children’s Jewish education.  Your responses will segue you into the next exercise.
 Text Study  - Aleph

 Hatikvah Music and Text

 Five Building Blocks of an Educational System


Facilitator’s Guide – Activity 1

Affinity Grouping


Usage

This exercise helps identify the threads of ideas for innovation that have run through the Task Force’s discussions and reflections during your RE-IMAGINE journey.  You may choose to do this activity, or the Feature of the Future exercise, with the entire Task Force, or have half the Task Force do each of these exercises simultaneously.
Goals and Outcomes

1. Task Force members will identify and cluster the ideas for children’s Jewish education that have been generated from the work they have completed up to now.

2. The groupings that are generated will be used by the Vision Sub-team for drafting a vision that will be presented at the next meeting.

Time Required

45 minutes

Preparation

Each person should have a list of all the vision ideas that have percolated up from previous meetings.

Materials

4x6 Post-it notes or index cards
Pen or pencils

Facilitation

1. Pose the question:

Which eight to 10 vision ideas on the list do most want to see included in your congregation's "vision"? Are there any ideas you remember that do not appear on the list?

2. Each Task Force member should write each of the eight to 10 ideas they want included on a separate card or Post-it. Write in large letters so that others will be able to read what you’ve written from a few feet away.

3. Break into groups of four to five people each.  Each group will do the same next steps.

4. Although it is an unusual request, trust that this step needs to be done without talking.

Place all cards randomly on a table. Post-its can be put on a wall. What is important is that the ideas are in view of everyone.  Working together silently, move the cards so that those that go together are grouped in columns and those that are different are in different columns. Those that don't fit in a group can be left in a column alone. When you disagree with someone's grouping, just move the cards, again with no comment. Continue the silent grouping process until no more cards are being moved.

5. Now you can talk!  Discuss each grouping to capture the central idea that links all of the cards/post-its in that grouping together. This idea may already be written on a card within the grouping. If so, take that card and make it the "header." If no cards state the core idea, create a new card over the grouping as its header. You may want to use a different color card or Post-it for the headers.

When writing headers, make them concise. Make them stand alone so that if all of the detail cards beneath it were removed you could still know the essence of what the grouping was representing.
6. When you have labeled all groupings, step back and reflect on them for a few minutes.  If the Task Force did this exercise in two groups, compare each group’s groupings to the other.  What are you surprised to see?  What did you expect to see?

Facilitator’s Guide:  Activity 2

Feature of the Future


Usage

This exercise helps the Task Force members imagine what the future might look like, based on the work you have already completed.  You may choose to do this activity, or the Affinity Grouping exercise, with the entire Task Force, or have half the Task Force do each of these exercises simultaneously.
Goals and Outcomes

1. Task Force members will reflect on the ideas that have been generated from the work they have done along your journey.

2. Task Force members will project some of these ideas into the future, describing how you might re-imagine children’s Jewish education in your congregation.

Time Required

45 minutes

Preparation

Each person should have read through the previously-distributed list of vision phrases and the Feature of the Future handout.

Materials

Each group needs paper and pencil, or a laptop for writing, if that is easier.

Facilitation

1. Start this exercise with the following instruction: 

Today is (a date six years from today). Six years have passed since The RE‑IMAGINE Project Task Force drafted a vision of an alternative model of children’s Jewish education in our congregation and took a first bold step toward realizing that vision.  Each year since then, a group has met to assess the extent to which the first bold step is aligned with and moving us toward our vision. They have identified the successes achieved and challenges encountered and launched new experiments (both refinements and additional bold steps) based on their findings. It is clear that today, Jewish learning in our congregation is very different from what it was back when your congregation began its involvement with The RE-IMAGINE Project.
 Your congregation is being featured in your movement's national magazine because of the innovations you have made in Jewish education.. The article will be titled: “Jewish Education RE-IMAGINED.”  Each person on your committee has been asked to write a paragraph for this article.
2. Everyone should have already read through the list of phrases that the Vision Sub-team produced.  In pairs or small groups, take a few minutes to share with one another the key ideas that emerged from those exercises and influenced the work that has taken place over the past six years. This discussion will enable you to “recall” what has been “RE-IMAGINED” over the past six years.

3. Reconvene as a large group. Select the aspects of your program you want to highlight and how they have grown and changed since your congregation began re-imagining six years ago. Keep in mind the title of the article when considering paragraph headings. How is the experience for children and adults different from what it was six years ago? Why? What is happening to make that difference? What are people doing, feeling, and knowing?
4. Assign each person a paragraph heading.  Direct everyone to write without hesitation.

This is a time to let your pen show how your congregation has been dreaming over the past six years. Your pen is not paying attention to concerns or hurdles.  It is focusing on how your congregation has fulfilled the deepest dreams and wishes of the people who worked on The RE-IMAGINE Project Task Force six years ago. Highlight for the readers of the magazine all that your congregation has accomplished.
5. When everyone has finished writing, share your paragraphs.  What common ideas and phrases emerge?

Record-Keeping

Share these paragraphs with the Vision Sub-team.

Vision Sub-team Guide:  Activity 3
Drafting a Vision


Thank you for agreeing to be part of your Task Force’s sub-group to draft a vision.  The time and thought you put into this work will greatly benefit your Task Force and your congregation.  Your efforts will form the foundation for all the rest of your educational planning.
Goal and Outcomes

1. The group will review the definition and function of a vision.
2. Based on the hopes, dreams, insights, ideas, reflections, concerns and realities the Task Force has shared over the past months and have been collected and periodically consolidated, the group will craft a draft vision for your alternative model of children’s Jewish education that will be presented to your Task Force for further discussion and revision.
3. Your sub-group will meet at least once before the Task Force’s second Looking Forward meeting and will circulate the draft vision amongst yourselves before presenting it at the Task Force meeting.
The Basis of Your Vision

Throughout this journey, you have collected a record of important Task Force discussions in your vision folder.  You have consolidated the ideas from these discussions and distributed them to the Task Force periodically.  The sources of these notes are in the Text Studies, Exercises and Reflections handout.  To these notes you will want to add information that was generated at the last Task Force meeting: the Hatikvah text study; the paragraphs from Feature of the Future exercise (if the Task Force did it) and the affinity groupings (if the Task Force did this exercise).

Review Information and Discussion about Vision

Before meeting together, everyone on this Sub-team should read through the vision reports and the notes from the last Task Force meeting.  When the Sub-team meets, the first thing you want to do is be sure that everyone understands what a vision is and how it works to energize and guide your Task Force’s efforts.

Working with the Exercise Notes

Use the notes from the Affinity Grouping exercise and the Feature of the Future exercise to generate a list of key words, phrases, images and/or ideas that you think should be included in the vision.  All of these ideas should reflect the Task Force’s previous work and not your individual preferences.

Looking Beyond the Written Word

As Task Force members, you have participated in numerous deliberations, and even arguments, about what is best for your congregation, your students and your families.  After you have read through all the vision reports and exercise notes, step back and think about the broad themes that have been mentioned along the way. What ideas were raised repeatedly?  What possibilities really have captured people’s imaginations?  What would people find very exciting?  What would people feel is a bold step in a new direction?

Write this vision under the assumption that anything is possible.  By tapping into people’s passions (and not just responding to the loudest voice), you will craft a vision that reflects their desire for meaningful and purposeful Jewish education for children and inspires them to do everything they can to make it happen.  Don’t hold back!
Working with Your Consultant

Writing a vision is not something that most people do very often.  Your consultant, on the other hand, has access to the work that other congregations have done at this stage in the process.  Your consultant’s input now assures you are writing an actionable vision that will leading to real and lasting change in your congregation.  While you know what you want to include, your consultant can help you make sure that you are hitting the right level of detail and thinking broadly enough.  You are much better off speaking to your consultant prior to presenting a draft to the entire Task Force.

What are the Characteristics of a Functional Vision?

Looking over visions developed by other RE-IMAGINE congregations, those that are most compelling and most useful in guiding decision-making in the future include these elements:

· They evoke emotion.
· They use Jewish language, metaphors and/or imagery.

· They can be summarized easily.
· They are action-oriented.
· They describe a boldly different future state.
· They paint a vivid picture that addresses:  Why is learning taking place?  When and where is learning taking place?  Who are the teachers?  Who are the learners? How is learning taking place?
· They uniquely define the organization (this is who we are, this is what we value).
Format of Your Vision
You should present the results of your work to the Task Force, and ultimately to your congregation, in a form that is simple, concise, inspirational, and clear.  Writing often requires struggling to find the right words to convey the tone and meaning you intend.
It is best to leave the wording of the first draft to one or two people.  After they have crafted it, they should either circulate it among the other group members by email or present it for discussion at a second Sub-team meeting.

Don’t forget to be aware of the length of your vision.  It needs to be just long enough to convey where you are headed and short and clear enough to be readily understood by your congregation.  Some common formats of visions include:

· One paragraph that describes what you want your alternative model of children’s Jewish education to achieve;

· Several short paragraphs, each building on or clarifying information in the first;

· After a brief introductory paragraph, bullet points called either “planks,” “statements,” “goals,” or “principles” that list the key aspects of your vision;

· Any of the above formats could be annotated.  You could offer background information about where the ideas came from or why your Task Force believes they are important.

Content of Your Vision

It is important to remember that The RE-IMAGINE Project has been focused on re-imagining what your congregation’s model for children’s Jewish education will be.  As such, it is easy at this point in the project to craft a vision solely focused on the students—primarily about what the students will learn and how they will feel and act.  In addition to thinking about the learning experience of the students, your vision should also address the learning environment, the role of the teachers, a broad sense of the subject matter, the role of parents and/or families and how the total experience complements congregational life.
Presenting the Draft to the Task Force

At the next Task Force meeting your group will present the draft vision.  The Task Force, in turn, will clarify and expound on the content by writing their own commentaries on the vision, modeled after traditional commentaries written in the Talmud.

Though it can be difficult at times, try not to feel defensive or protective of the draft you present to the Task Force.  Remember that the vision—not the wording—is what is important; the wording is just a way to share the vision with others.  You are drafting the vision on behalf of the Task Force.  The more feedback you get and incorporate, the richer and more useful a document you will create.

After the Task Force Meeting

It is likely that you will need to revise the vision after the Task Force meeting in order to incorporate the Task Force’s suggestions.  This may involve only formatting, but it may involve some adjustment of the content as well.  The Sub-team will have some time to work on this during the Task Force meeting.  If you don’t finish at that point, you may also decide to have another meeting or have one or two people finish the work.  You must decide which of the Task Force’s comments should be incorporated into the body of the vision and which can remain as commentary.  Your group is responsible for producing a piece that is ready to share with the congregation.

Leadership Team Guide

Planning the Work of the 


   Alternative Model Sub-team


Objective

Between now and the next Task Force meeting, the Alternative Model Sub-team is tasked with creating three alternative model choices for the Task Force to consider.  These options should be based on the discussions the group has had to date, the ideas that came out of discussions about the Online Learning, the vision as it was agreed upon, and your own thoughts and experience.  A template for describing the three options can be found on page 56.
The Overall Plan

At this meeting

· You will begin the process of creating three alternative model options for your Task Force to consider.
Between this meeting and the next Task Force Meeting

· You will meet with your consultant who can bring to bear the full experience of The Experiment in Congregational Education staff to help you refine your work.  If this meeting has not already been scheduled, you should schedule it as soon as possible.

· You will finalize the three options that you want to present.
At the next Task Force meeting

· You will present the three options to the Task Force, and they will select one, possibly with some modifications.

· You next task will be to design the First Bold Step toward that Alternative Model.  Guides for doing this work can be found in Moving Forward.
Choosing a Method for your Work

Developing three options for alternative models is largely a creative process.  Different people work creatively in different ways.  In the next few pages, you will find a few different methods for the Sub-team to do its work.  The first method is largely logical and linear and best suited for people who like that kind of thinking.  The second method is based on imagining in your mind.  The third method is visual and can have a tactile dimension.  You should add your ideas to this list and work with your consultant to create the best plan.  You may find that you want to let different people work in the way that best suits them or pick one for the whole Sub-team to try.

Method One – Linear and Logical:

In using this method, you will first parse your vision statement and derive goals from it.  You will then look across the goals and determine which set of goals should be approached first – which goals will be the hallmark of your first alternative model.  Then you will brainstorm ways to achieve those goals through a new model.  A guide for this method can be found on page 40.
Method Two – Visualization

In using this method you will pretend that you are in a helicopter flying over the place where the learning is taking place.  Your job is to describe what you see.  A guide for this exercise can be found on page 48.
Method Three – Visual/Tactile

In this method you will create a physical map of the place where learning takes place.  You can also use paper cutouts of students, teachers, parents, educators, rabbis, etc; and move them around the space.  Another option for this method is to use PlayDoh, Silly Putty, or something similar to represent the participants.  A guide for this exercise can be found on page 50.
Second Meeting:  
From Vision to Alternative Model



Meeting Plan – 3 hours or retreat
Welcome – 5 minutes

Connection – 10 minutes

Text Study – 20 minutes

Core Discussion I – 45 minutes
BREAK – 15 minutes

Core Discussion II – 45 minutes

Core Discussion III – 15 minutes
Reflection – 15 minutes

Next Steps – 10 minutes

Notetaker:


Facilitator(s): 


Goals and Outcomes

1. Task Force members will understand the role of commentary in Jewish tradition and will apply this mode of interpretation to your draft vision.
2. The Vision Sub-team will begin incorporating feedback into a final draft of the vision statement.
3. The Alternative Model Sub-team will begin work on creating alternative model options which will help you reach your vision

4. Task Force members will create a plan for engaging with the congregation over the next several months
Advance Preparation

· 3-hole punched handouts for each person:
· Copy of the Draft Vision

· Text study handout
· Handouts and Discussion Guide for Alternative Model Sub-team and Engaging the Congregation group, depending on the meeting plan you design with your consultant
· Vision written on a large piece of mural paper, large enough for Task Force members to put on it Post-It notes with their comments.

· Bring to the meeting several volumes of the Talmud and/or the Jewish Publication Society’s The Commentators’ Bible (2005) to pass around during the text study.

Materials

Masking Tape
6 to 8 large Post-it notes for each person in two colors
Additional materials for the Alternative Model Sub-team, as needed (see pages 40-51)
A copy of the Communications Planning Grid is on page 45 of Setting the Stage
Meeting Overview

This meeting has two and a half hours of working time planned.  Additionally, some Task Forces may with to take a break in between the two core discussions.  If so, you may want to call this a longer meeting or retreat and schedule it for three to three and a half hours.  In this case you could:  provide food for the break, extend the core discussion for the second half of the meeting, and allow the Vision Sub-team to come back to the group with a final draft of the vision statement.

There are also several possible ways for the Alternative Model Sub-team to work during the second Core Discussion.  After reading through the suggestions, work with your consultant to design the best course of action for your congregation
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 Welcome (5 minutes)
In addition to officially starting the meeting, the Task Force Chairperson should take this time to put the work of this meeting in context by reviewing the highlights of the last meeting, in particular the decisions that were made and the decisions that are still open.  Then the Chairperson should briefly describe what the Task Force will do at this meeting, stressing the meeting’s goals and urging people not to get sidetracked (which can be so easy!).
In particular, the Task Force Chair should review your schedule for this extended time together, being sure to let people know when there will be food and/or stretch breaks.
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 Connection (10 minutes)
As a way of connecting people to each other and to the work at hand you can pose the following:

At the last meeting, we spoke about the vision that parents have for their children. Yet, as we know, parents are not the only influences in their children’s lives. In your experience, either personally or by observation, what happens when the parents’ vision is shared by the school, friends, community—and the child him/herself? 
When all the component parts, or building blocks, of an educational system (be that a family or an institution) are aligned with a single vision, expectations are clear, decision-making is simplified and, ultimately, people develop a deep appreciation for what is being created.  The same principle applies whether you are thinking about raising a child or developing an alternative model.
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 Text Study (20 minutes)
Jewish texts and their commentaries have provided us with a rich heritage that reflects a variety of ideas and opinions.  The layering of text and commentary throughout the generations gives us both historical records of our internal debate and the ability to look back and see many sides of an issue.  This very Jewish process of offering commentary on a core text is the subject of this text study.  It will provide the context for the vision commentary exercise you will do later in this meeting.

It would be helpful to have several volumes of the Talmud and/or the Jewish Publication Society’s The Commentators’ Bible (2005) available so that everyone can see how a page is laid out with the core text at the center surrounded by the commentary.
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 Core Discussion I—Vision Commentary (45 minutes)
The Vision Sub-team will present a draft of a vision to the full Task Force with copies for everyone.
It is important to keep in mind that the Sub-team is presenting a draft vision.  The full Task Force is responsible for clarifying and elucidating the vision, which may require revising the text of the draft.  Crafting the vision is a valuable contribution to the process, but the full Task Force, not the Sub-team, is responsible for the content and the form of the final vision.

In addition, it is important to remember that a vision need not be static.  This is a vision that you will share with the congregation as a product of the Task Force’s RE-IMAGINE experience and as a rationale for the first bold step you will implement.  In a few years, you can consider revisiting the vision to see if it still reflects the direction in which you want your children’s learning to move.

The Writing Vision Commentary exercise on pages 38-39 will give the Task Force a structure in which to comment on and discuss the draft vision.
[image: image12.png]


 Core Discussion II—Sub-team working sessions (One hour)
This is a chance for the Sub-teams to spend some time attending to their work.  You will break the Task Force into three groups:

1. Vision Sub-team – will work on incorporating the feedback into a next draft of the vision statement.  If time allows at the end of the meeting, they can present the newly revised draft to the Task Force.  
2. Alternative Model Sub-team – while the vision statement has yet to be finalized, you probably have a good idea of the general direction you will be going in.  This time is for the Alternative Model Sub-team to begin the creative work of determining what kind of alternative model can help you move towards your vision.  There are three methods for how the Sub-team will do this work.  A planning guide can be found on page 27.  If you choose to divide up the Sub-team and try all three methods, you should consider supplementing the Sub-team with additional Task Force members for this meeting.
3. The remaining Task Force members can begin work on developing a plan to engage the congregation about the work of The RE-IMAGINE Project.  You have done a lot of work in this area to date, mostly focused around informing people about your process and getting their input.  Over the next several months, you will need to start “selling” and getting necessary approvals your vision, your alternative model, and your first bold step.  This group will begin to plan out what will need to happen and who should be involved.  The Leadership Team member who is in charge of engaging the congregation should be a member of this group and bring his/her Guidebook in order to refer to some of the ideas for engaging the congregation that have been suggested in the past.  Use the chart on page 45 of Setting the Stage as a guide for your plan.  
Depending upon the size of your Task Force and the options that you choose for their work, you may want to assign some of the extra Task Force members to work with the Alternative Model Sub-team.
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 Core Discussion III—Debrief of Sub-team working sessions (15 minutes)
This is a time for the three groups to bring their work together.  You should not attempt a full report out or discussion of results.  Each group should spend five minutes briefly describing the work that they have done and what their next steps are.
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 Reflection (15 minutes)
This is the time to get a sense of the group’s perspective at this point in the process.  You can do that by posing either content- or process-oriented questions.  A question you can pose is:

As we finalize our vision and move closer to choosing what will be our first bold step toward creating an alternative model of children’s Jewish education, our emotions run high.  We confront our fears and hold onto our hopes.  What fears do you have at this point in the process?  What are your hopes?

After the Fourth Meeting you will have a chance to revisit the Online Learning Experience to explore how other congregations faced their fears (challenges) and made the most of the opportunities in their communities.
If the Task Force Chair goes last, he/she can offer personal reflections and brief summative reflections about the meeting, e.g. this is what we accomplished, this is where we had agreement, these are the questions still open, thank you for devoting your time and energy to this project.  These summary statements can also be used to start off the next meeting.
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 Next Steps (10 minutes)
The Vision Sub-team should finish its work in order to ensure that a final draft can be sent to the Task Force via email prior to the next Task Force meeting.
The Alternative Model Sub-team will meet with your consultant to go over the model ideas, get input from the ECE team, and finalize its choice of three options.

The Leadership Team will take the input from the Task Force members who created the communications plan and start to work on planning its implementation.

The Low Hanging Fruit Sub-team will prepare a report on its experiments to date.

Post-Meeting Follow-up

Task Force Journal

The Coordinator should put the notes from the meeting into the Task Force Journal.

Engaging the Congregation
At this point you may have a complete vision statement for your alternative model, which you can share with groups in the congregation.  You can ask congregants to post feedback to the vision in the same way that you did the commentary exercise.  You can only do this, though, if the congregation has enough background and context to understand your work.  Otherwise, you must help them to understand the context of your work.  Soon, you will introduce details about your alternative model and your first bold step.  It is critical to bring the congregation up to speed on the project so that these recommendations seem thoughtful and borne out of deliberation. Many of the ideas offered previously in this Guidebook can be used to establish a context for the congregation to understand the vision and your initiative and pilot recommendations.

The Sub-teams
The Vision Sub-team will only need to meet if it didn’t finish revising the vision statement.  
The Alternative Model Sub-team should collect the alternative model ideas that it has created and bring them to a meeting with your consultant.  After the meeting, they will use the chart on page 56 to present three model options to the Task Force at the next meeting.

The plan for engaging the congregation should be turned over to the Leadership Team for implantation planning and action.  If some of the Task Force members who worked on it want to stay involved, they can be a resource for the Leadership Team.
Text Study  -Bet
In the Tradition of the Rabbis

After saying the blessing before study, please read this text
and discuss the questions below.

Offering commentary—elucidating the meaning of a core text by explanation and association—is a fundamentally Jewish activity.  Some say it even began with Moses:
	





	On the other side of the Jordan, in the land of Moab, Moses undertook to expound this Teaching

Deuteronomy 1:5


	…the ambiguity of the Hebrew be’er [is that] “expound” means “set forth” or “clarify.”  The meaning “set forth” agrees with the fact that this verse introduces the addresses of Deuteronomy, which were not previously delivered.  On the other hand, “clarify” agrees with verses…which imply that these addresses recapitulate and clarify earlier teachings.  The ancient translations understood the verse in the latter sense.

JPS Torah Commentary, Deuteronomy


· To you, what is the difference between “set forth” and “clarify?”
· What difference might it make if Moses was “setting forth” or “clarifying?”  How might it change what you think of the words in Deuteronomy?
(CONTINUED)
Here is some background for understanding the next text:  The Talmud (compiled between the 3rd – 6th centuries CE) is composed of two parts:  the Mishnah and the Gemara.  The Mishnah (dating from the 3rd century CE) is a discussion of rules for Jewish living extrapolated from the Torah.  The Gemara, essentially, is elaboration on the Mishnah.

	What makes the Talmud particularly appropriate as a study of the evolution of ideas is that each page not only has text that integrates the Mishnah and Gemara, but is surrounded by commentary that spans hundreds of years. It not only explores meanings and different interpretations, but also raises questions that are tangentially connected to that text. It is virtually impossible to be engaged by a Talmudic text without feeling that you yourself are participating in an emotionally charged intellectual debate over hundreds of years.

On each page, we find not only comments and reflections upon comments, but we come upon aphorisms and stories that provide an associative/emotional bond rather than a strictly logical one. Furthermore, even when the discourse is in a problem solving mode, it is not unusual for a carefully reasoned debate with conflicting points of view to end with the Hebrew word "Taku," which translates as "Tie." That is, neither side has provided a definitive enough argument and it is left to the reader to decide upon a conclusion or appropriate course of action.

Stephen I. Brown, A Modern/Ancient Encounter with Text: 
Revisiting the Talmud



· According to this text, what are the various specific ways in which Talmudic commentary helps us to understand the meaning of the text?
· What are the advantages and challenges presented by this non-linear kind of commentary?
CONTINUED

	All learning takes place in dialogue.  While solitary study also has its place, the soul of rabbinic Judaism is found in the debate—typically associated with the academy.  All opinions are given serious thought for everyone adds to the living notion of sacred literature.  The give and take in the Talmud, generally referred to as pilpul (literally, “pepper”), actually gives flavor to rabbinic texts.  Such struggle is necessary to ascertain the true meaning of any text.

Kerry M. Olitsky and Leonard Kravitz, Pirke Avot:  A Modern Commentary on Jewish Ethics


· What does it mean to you for a reader to be “in dialogue” with a text?  How does that happen for you when you read the newspaper or a novel?  How might this dialogue be different when reading a Jewish text?  

· Do you agree that “struggle” is necessary in order to find meaning in the text?

· Through what other approaches might someone find meaning in Jewish texts?  
Facilitator’s Guide:  Activity 5
Writing Vision Commentary


Usage

This exercise will enable the Task Force to clarify and expound on a draft of a vision for your alternative model of children’s Jewish education.  Teachers, the Religious School Committee or the board can also perform this exercise in order to show them how your work is coming together and/or to get their input.

Materials
Copy of the draft vision for each Task Force member

Several volumes of the Talmud or The Commentator’s Bible
Large Post-it notes in two colors
Large mural-size paper with the vision written in the center

Grouping of Participants

Small groups of three to five

Time Required

45 minutes

Facilitation

1. The facilitator should review the process by which the draft vision was written. Emphasize that, because you are attempting to make this document as meaningful and clear to the congregation as possible, the Task Force must raise points of clarification and expound on its content, just like the rabbis commented on our core Jewish texts in the Talmud.  Show and/or pass around copies of the Talmud or The Commentator’s Bible so everyone can see how the pages are laid out with the core text in the center and the various commentaries around the border.
2. For 5 minutes, group members should read the vision individually, making notes to themselves about the words or ideas that trigger two categories of specific reactions.  The first category of reaction, to be written on one color post-it, includes anything they find incorrect, unclear or confusing.  The second category of reaction, to be written on a different color post-it, includes explanations, connections to other aspects of synagogue life, an elaboration on a particular point or a personal perspective on a part or the whole document.  These explanations and perspectives should serve to make the vision statement clearer to those who are reading it for the first time.
3. In small groups, Task Force members should then take about 10 minutes to share with each other their two categories of reactions, deciding which they think might be the most common among congregants hearing or reading the vision for the first time.
4. At the end of the small group discussion, everyone should place their post-its on the mural paper with the vision in the middle.  The points of clarification post-its can be placed down one side, while the commentary post-its should be placed around the text of the vision.  This creates a commentary on the vision that visually resembles a traditional page of text with commentary.
5. Give the Task Force a few minutes to look at what has been posted before reconvening as a large group.  When you reconvene, the facilitator should ask the group to identify the most relevant reactions and discuss any issues that need to be resolved.  A member of the Vision Sub-team should keep a record of the comments made so that they can be considered when making revisions in preparation for the final vision statement.  You should not try to rewrite the vision statement as a Task Force, rather this discussion is about giving input to the Vision Sub-team for them to make revisions.
6. At the end of this exercise you need to have an important discussion.  This exercise reflects the culmination of months of work on a vision for your children’s learning.  It is important to get some immediate conditional consensus—leaving some room for further emendations—before you move on. Remind the Task Force of the definition of a vision from the last meeting:  “a compelling, organizing image of a desired future state of an organization.” Restate for the Task Force the key ideas in your vision statement and be sure to make explicit what there is strong agreement about and what points the Task Force still needs to resolve.  The Vision Sub-team will have time to work in the second half of the meeting to incorporate feedback.  Mention that if they are ready, they will present another draft before you leave.  Otherwise, discuss a process for finishing the work by email so that it is completed by the next meeting.

Record-Keeping

Display the vision with these commentaries (you probably will want to have them formatted to maximize their visual appeal) in a hallway or on a bulletin board.  You might invite others in the congregation to add their own comments to these sheets. A member of the Vision Sub-team should keep a record of the comments made so that they can be considered when making revisions to prepare the final vision statement.
 Alternative Model Sub-team Facilitator’s Guide:  Activity 5
Method One:  Linear and Logical


    From Vision to Goals to Alternative Models


Usage

Vision statements should be written in language that is inspirational, emotional, and descriptive.  But this somewhat poetic language can often be difficult to translate into the next steps that the Task Force must take in order to achieve the vision.  The purpose of this exercise is to articulate goals from your vision in order to make it easier for you to bridge the gap from your vision statement to your alternative model.  You will then narrow the full list of goals to those that are reasonable to achieve with your first alternative model
This method should be used by people who like logical and linear thinking rather than visualization or visual/tactile processes.

Materials

Copies of the handout From Vision to Goals to Alternative Models

Time Required

About 45 minutes
Facilitation

Part I – Parsing the Vision Statement – 15 minutes
A goal will help you translate your vision into action and help determine where to put your effort as you seek to achieve your vision.  The best goals are:

· Reasonable, i.e. given your abilities and resources they are possible

· Actionable, i.e. they refer to something that happens

· Measurable, i.e. it is possible, when looking back, to determine how much progress has been made toward achievement of the goal.

First, in small groups the Task Force should parse your vision statement into individual phrases.  Then each small group should turn each of its phrases into a goal.  Write the goals by taking each idea and translating it from inspirational terms to more concrete terms.  

You are likely still working with a draft version of the vision statement.  Use the most advanced version of the vision statement that has been agreed upon up to this point.  This may include changes that were made during the vision commentary exercise.  

A sample vision statement and set of parsed phrases is included below and on the handout in order to guide the Task Force in its work.  

Sample Vision Statement Parsed into Actionable Statements

VISION: Our Temple will serve as a Jewish home away from home for each of its congregants. On Shabbat, on special holidays and throughout the year, its sanctuary and rooms will be filled with people of all ages actively engaged in Jewish learning and living.   With Torah at the center of its life, its children and families shall be offered a religious education that fosters the formation of a strong Jewish identity. 

As a community in which the views of all congregants are respected, our Temple will be a place where any question can be explored, and where the search for answers are in itself the journey. Through the diverse and enriching activities of its congregants, our Temple will link its members to the larger Jewish community.
	PARSED VISION STATEMENT:
	GOAL STATEMENTS:  

Realization of the vision can happen when

	Our Temple will serve as a Jewish home away from home…


	Learning takes place at the Temple

There is an atmosphere of warmth, comfort and welcoming created by staff and participants

	…for each of its congregants.
	Learning spreads beyond the traditional school population to the entire community.

	On Shabbat, special holidays and throughout the year…
	Learning is connected to specific events in Jewish time so that learners experience Jewish time within the learning environment

	…its sanctuary and rooms…
	Learning takes place in the sanctuary and in other rooms

	…will be filled with people of all ages…
	Participants include congregants, parents, and children

	…actively engaged in Jewish learning and living.
	Learning includes the opportunity to engage in Jewish acts of study, prayer and/or tikkun olam

	With Torah at the center…
	Learning Torah is a critical element

	…children and families will be offered a religious education that fosters the formation of a strong Jewish identity.
	Learning focuses on identity formation as a critical outcome

	As a community in which the views of all congregants are respected, our Temple will be a place where any question can be explored, and where the search for answers is in itself the journey.
	Learning focuses on exploration and questioning

	Through the diverse and enriching activities of its congregants, our Temple will link its members to the larger Jewish community.
	Congregants will share their experiences outside of the Temple in order to connect to the larger Jewish community


Part II – Sharing and prioritizing – 30 minutes 
If you did this exercise in small groups, have each small group share its parsed statements and goals.  When all the groups have shared, look for repetitions or overlaps.  If there are significant disagreements to be worked out, these need to be dealt with.

Choose which three to five of the parsed vision statements/goals you would like to be the hallmark of your first alternative model of children’s Jewish education.  These might be the ones that bring you closest to the vision, or those that make the boldest change.  At the least you should feel that if you achieve these goals, congregants will have a sense that something significant has changed and a gain a real experience of what life is like in the new vision.
Part III – Brainstorming – 15 minutes
In the next 15 minutes, the group should brainstorm ideas for models which might achieve the goals.  Use the worksheet found on page 47, and give each Sub-team member a few minutes to answer the questions.  Make sure to think back to the alternative models that you saw on the Online Learning Experience.  Are there any from there that you could adapt to your situation?  Think back to the discussions that you have had in Task Force meetings.  What are some of the ideas that have resonated in discussions?  This will be the last part of the exercise that you do at the Task Force meeting.  Once each Sub-team member has finished writing, share your responses.  See if there are any common themes that lead to a model idea or a partial model idea.
Part IV – Share your Thoughts with your Consultant
At the end of the Task Force meeting you may or may not be completely have three models that you feel good about.  You should bring your work together with the work of other members of the Sub-team who might have been trying other methods for describing alternative models.  At this point you should meet with your consultant who can bring to bear the resources of the ECE to help you.

Part V – Choose and Write Up Three Models to Share with the Task Force
You will either need to reconvene the Sub-team or assign a few people to draft the alternative model descriptions.  A template for the descriptions can be found on page 56
Record-Keeping

All of the notes from your discussions, including the parsed vision statement and goals, the priorities that you picked among the goals, the complete list of brainstormed ideas, and the final versions should be turned in to the coordinator.
Alternative Model Sub-team Discussion Guide:  Activity 5
Method One:  Linear and Logical


    From Vision to Goals to Alternative Models

Sample Parsed Vision Statement and Goals

VISION: Our Temple will serve as a Jewish home away from home for each of its congregants. On Shabbat, on special holidays and throughout the year, its sanctuary and rooms will be filled with people of all ages actively engaged in Jewish learning and living.   With Torah at the center of its life, its children and families shall be offered a religious education that fosters the formation of a strong Jewish identity. 

As a community in which the views of all congregants are respected, our Temple will be a place where any question can be explored, and where the search for answers are in itself the journey. Through the diverse and enriching activities of its congregants, our Temple will link its members to the larger Jewish community.
	PARSED VISION STATEMENT:
	GOAL STATEMENTS:  

Realization of the vision can happen when

	Our Temple will serve as a Jewish home away from home…


	Learning takes place at the Temple

There is an atmosphere of warmth, comfort and welcoming created by staff and participants

	…for each of its congregants.
	Learning spreads beyond the traditional school population to the entire community.

	On Shabbat, special holidays and throughout the year…
	Learning is connected to specific events in Jewish time so that learners experience Jewish time within the learning environment

	…its sanctuary and rooms…
	Learning takes place in the sanctuary and in other rooms

	…will be filled with people of all ages…
	Participants include congregants, parents, and children

	…actively engaged in Jewish learning and living.
	Learning includes the opportunity to engage in Jewish acts of study, prayer and/or tikkun olam

	With Torah at the center…
	Learning Torah is a critical element

	…children and families will be offered a religious education that fosters the formation of a strong Jewish identity.
	Learning focuses on identity formation as a critical outcome

	As a community in which the views of all congregants are respected, our Temple will be a place where any question can be explored, and where the search for answers is in itself the journey.
	Learning focuses on exploration and questioning

	Through the diverse and enriching activities of its congregants, our Temple will link its members to the larger Jewish community.
	Congregants will share their experiences outside of the Temple in order to connect to the larger Jewish community


(CONTINUED)
Our Vision Statement and Goals

	PARSED VISION STATEMENT:
	GOAL STATEMENTS:  

Realization of the vision can happen when

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


Alternative Model Sub-team Worksheet:  Activity 6
Method One:  Linear and Logical


    Brainstorming Models from Goals

The goal I am assigned to think about is:

Keeping in mind the goal you have been assigned, imagine your congregation’s alternative model of children’s Jewish education.  Try not to be limited by existing constraints such as people’s schedules or the availability of teachers.  Imagine that it is several years from now and those problems have been solved.   
1. Think back to the Online Learning Experience or to the presentations you saw at the Yachdav gathering.  Were there any models or parts of models that you saw that could help you achieve your goal?  You may want to take another brief look at the Online Learning in order to jog your memory.
2. Try to play the game “what if”.  Come up with 2-3 ideas that complete the question:  “What if we tried…?”  Anything you try should help you achieve this goal.
Alternative Model Sub-team Discussion Guide:  Activity 6
Method Two:  Visualization


    A Helicopter Tour of your Model

Usage

The purpose of this exercise is to help you design three alternative models options for your Task Force to consider.  This method should be used by people who are more comfortable with visualization than brainstorming or visual/tactile work.

Materials

Paper and pencil/pen for each participant
Flipchart and markers
Time Required

About 45 minutes
Facilitation

Part I – Optional

You may choose to start with the entire Sub-team participating in the Method One step of parsing the vision statement, deriving goals, and then prioritizing goals.  If so, the people who take the Helicopter Tour would be aiming to achieve the goals that were deemed to be higher priority and the hoped for hallmark of your alternative model

Part II – Your Helicopter Tour – 15 minutes
Ask people to close their eyes.  It is five years from now and your alternative model is operating in full swing.  You’ve gotten a lot of press, and representatives from another community have come to see your model in action.  You are very proud of what your congregation has accomplished, and so are pleased that you have been asked to lead the tour by helicopter.  You are flying over the site where learning is taking place.  This can include your building, classrooms, sanctuary, etc; and can also include people’s homes, the internet, and the local community.  Participants should spend 3-5 minutes quietly imagining the scene and what they are describing to the visitors.  You can give participants occasional prompts.  Who are the students?  What are they doing?  Who are the teachers?  Who else is present?  Where is this happening?  Ask people to open their eyes when they are finished and write down what they saw.  This writing should take place in silence.
Part III – Debriefing the Tour – 30 minutes
Each person should spend a few minutes describing what they saw.  You can write each person’s ideas on a single flipchart page.  When each person has had a chance to speak, take a look at the flipchart pages.  What common themes emerge?  Are there any fully formed ideas?  What needs to be added to some of the ideas to make them more concrete?  At this point, you should not rule out any model options.  Bring all of your ideas to the next step.
Part IV – Share your Thoughts with your Consultant
At the end of the Task Force meeting you may or may not be completely have three models that you feel good about.  You should bring your work together with the work of other members of the Sub-team who might have been trying other methods for describing alternative models.  At this point you should meet with your consultant who can bring to bear the resources of the ECE to help you.

Part V – Choose and Write Up Three Models to Share with the Task Force
You will either need to reconvene the Sub-team as a group or assign a few people to draft the alternative model descriptions.  A template for the descriptions can be found on page 56.
Record-Keeping

All of the notes from your discussions, including the parsed vision statement and goals, the priorities that you picked among the goals, the complete list of brainstormed ideas, and the final versions should be turned in to the coordinator.

Alternative Model Sub-team Discussion Guide:  Activity 6
Method Three:  Visual/Tactile

    A Drawing of Your Model

Usage

The purpose of this exercise is to help you design three alternative models options for your Task Force to consider.  This method should be used by people who are more comfortable with visual/tactile work than brainstorming or visualization.
Materials

For each participant:

One piece of flipchart paper

Pens, pencils, crayons, markers

Colored paper in assorted colors

PlayDoh, Silly Putty

For the group, flipchart and markers
Time Required

About 45 minutes
Facilitation

Part I – Optional

You may choose to start with the entire Sub-team participating in the Method One step of parsing the vision statement, deriving goals, and then prioritizing goals.  If so, the people who take the Helicopter Tour would be aiming to achieve the goals that were deemed to be higher priority and the hoped for hallmark of your alternative model

Part II – Your Drawing/Sculpture – 15 minutes

Give people the context for the exercise.  It is five years from now and your alternative model is operating in full swing.  You’ve gotten a lot of press, and have been invited to speak at another congregation about your work.  Your hosts ask you to draw a sketch of the model.  You are very proud of what your congregation has accomplished, and so are pleased that they are so curious about your work.  Start by creating an overall map of where the learning is taking place.  This can include your building, classrooms, sanctuary, etc; and can also include people’s homes, the internet, and the local community.  Participants should spend 10-15 minutes quietly creating the scene that they will show their hosts.  You can give participants occasional prompts.  Who are the students?  What are they doing?  Who are the teachers?  Who else is present?  Where is this happening?  

Part III – Debriefing the Tour – 30 minutes

Each person should spend a few minutes describing their creations.  You can write each person’s ideas on a single flipchart page.  When each person has had a chance to describe their scene, take a look at the flipchart pages.  What common themes emerge?  Are there any fully formed ideas?  What needs to be added to some of the ideas to make them more concrete?  At this point, you should not rule out any model options.  Bring all of your ideas to the next step.
Part IV – Share your Thoughts with your Consultant
At the end of the Task Force meeting you may or may not be completely have three models that you feel good about.  You should bring your work together with the work of other members of the Sub-team who might have been trying other methods for describing alternative models.  At this point you should meet with your consultant who can bring to bear the resources of the ECE to help you.

Part V – Choose and Write Up Three Models to Share with the Task Force
You will either need to reconvene the Sub-team as a group or assign a few people to draft the alternative model descriptions.  A template for the descriptions can be found on page 56.
Record-Keeping

All of the notes from your discussions, including the parsed vision statement and goals, the priorities that you picked among the goals, the complete list of brainstormed ideas, and the final versions should be turned in to the coordinator.

Task Force Discussion Guide:  Activity 7
Preparing a Communications Plan



Usage

All throughout the project ideas have been listed after each meeting for engaging the congregation in a discussion about The RE-IMAGINE Project.  You Task Force has likely been able to do some of the things listed, but not all.  The purpose of this exercise is to:

1. Create a plan for ensuring that the congregation understands that the objectives of the project called for using reflective planning to RE-IMAGINE your children’s education.
2. Determine how best to roll-out the announcement of your alternative model and first bold step and create a plan for doing so.

Discussion:
Step 1: Who are the constituencies in the congregation?

Create a list of all of the relevant constituencies in the congregation.  For most congregations this includes at least:

· The Board of Directors/Trustees

· Parents of children in the current education system and parents of future students

· The Religious School Committee

· The Education Board (if applicable)

· Teachers

· Congregants at large

For your congregations, are there any additional constituencies.  Be sure to include groups in the congregation who might be particularly affected by any changes that you see coming down the road.  For example, do you think that your vision includes a significant increase in emphasis on worship or social action?  If so, should you include the Religious Practices/Ritual Committee or Social Action Committee in your communications plan.

Step 2:  What do they already know?

For each constituency, outline what they already know about RE-IMAGINE.

Do they know about the overall objectives of RE-IMAGINE

Do they know how this project asks a different set of questions than typically asked about education?

Have they experienced any of the exercises or text studies in order to get a sense of the work that has gone into the project?

Step 3:  Create a plan for bringing each group up to speed.  

It is best if you can begin implementing this plan BEFORE you have to announce your recommendations to each group.  Ask yourself what you want each constituency to know and feel about RE-IMAGINE.
Step 4:  List out any approvals that you will need to get for your recommendations.

This should include formal approvals for recommendations and resources, and the informal approvals that you need from the congregation in general.
Step 5:  Create a plan for rolling out your chosen alternative model 

This should include the getting up to speed communications in Step 3, the formal approvals in step 4, and the informal selling that you need to do in the congregation.  To give you a sense of timing, you will choose your alternative model at your next meeting and your first bold step three meetings from now.

Next Steps

Your Leadership Team should take responsibility for making sure that the plan gets implemented.
Alternative Model Sub-team Presentation Guide:  Activity 8

Preparing Alternative Model Proposals



Thank you for agreeing to be on the Alternative Model Sub-team.  Your job is to develop written proposals for the Task Force that briefly describe what you believe are the three best possible alternatives for children’s Jewish education they should consider.
The alternative model that is chosen will be the first structural change leading to your vision.  It is likely that over the next eight to 10 years, you will create additional alternative models to help you reach your goals and achieve your vision, and it is not expected that you will reach all of your goals with this first model.  But the first model should also be big and bold enough to satisfy you for the next several years.  It should help you achieve some of your goals and make it clear to participants that there is a different vision for the way things are going to be done around here!

You may not be able to create your fully formed alternative model in the first year.  So the alternative model that you are describing her is where you want to get to about two to three years after you first launch it.

The term “alternative model” was chosen specifically to convey two ideas.

· Alternative—the model that you will be creating is going to be different from the one you have now.  If you want to pursue a different vision and goals, you cannot stick with the model that you have now.  You need an alternative.  You need to make a break with the model of the early part of the last century.  The alternative should have new answers to the questions: Who are the learners, who are the teachers, and when and where does learning take place?  It should be trying to achieve different goals than what you were aiming for before.  If all you do is change procedures, but don’t change goals, you will not be creating an alternative.

· Model—a new model implies something that is comprehensive enough to be a complete system, requiring systemic change.  A complete system is connected in time, meaning that it is offered regularly.  It should have a conscious relationship to the congregational system, including other programming or audiences in the congregation, and it should reflect the alternative goals referred to above.  A model should also be coherent, in that all of the pieces must be aligned.  For example, if you want your children’s learning to help build a community, you need to have a structure that reflects the desire for community, teachers that understand this goal and know how to implement learning that can achieve it and a curriculum that supports community.  Episodic programs, activities disconnected from one another, or simple changes in venue or timing are discrete, not systemic changes, and are not, by themselves, new models.
For more information about Alternative Models, review the article on Mission, Vision, Goals, Alternative Models, and Bold Steps on the Online Resource Center.

In order to prepare the choices for the Task Force’s consideration, follow these steps:

1. Review the conversations the Task Force has had, the work that you did at the last Task Force meeting, and the discussion that you had with your consultant.
2. Individually or as a group, revisit the Model Overview descriptions on the Online Learning Experience and identify which aspects of which models seem to meet your needs.  You may find that one model seems to be a good fit, even though it needs a little tweaking.  You may find that several models could work for you if you adapted one or more aspects of each.  You may find the ECE Adaptation Guide from the first meeting is helpful for this discussion.

3. Identify three different (although they may be related) alternative models that match your Task Force’s needs and dreams. These models should feel big and look long-term into the future.  Think of them as horizon points toward which you would want to move (though, like with real points on the horizon, you may find the points themselves move as you get closer).
4. Consult the Five Building Blocks of an Educational System handout that was distributed at the beginning of Looking Forward.  Focusing primarily on the structural dimension, write a three- to five-sentence description of each of the alternative models you are proposing.  You should, at the very least, address the following questions for each of your proposals:
· Who are the learners?
· When and where does the learning happen?
· How is the learning time structured?
· How would you describe the interaction between the learners and the teachers?

5. Prepare a handout containing the descriptions that can be distributed at the next Task Force meeting.  Use the format shown on the Alternative Model Proposal Chart on page 56.
Alternative Model Sub-Team Guide: Activity 8
Alternative Model Proposals Chart


The chart below is intended to give you a visual idea of how to organize the ideas your Sub‑team proposes for three possible alternative models of children’s Jewish education for your congregation.  By addressing each structural aspect for each proposal, you will assure that the Task Force can compare “apples to apples” when making its choice.
	
	Proposal #1
	Proposal #2
	Proposal #3

	Who are the learners?

	

	
	

	When and where are they learning?

	

	
	

	Who are the teachers?

	

	
	

	What is the interaction between the teachers and the learners?

	

	
	

	Other?


	
	
	


Low Hanging Fruit Sub-team Presentation Guide:  Activity 9

Lessons from Low Hanging Fruit




As the Low Hanging Fruit Sub-team, you have had the opportunity to take some preliminary steps in what is a long journey for your Task Force and congregation.  Your presentation to the Task Force at this meeting is a chance for you to share what you have learned through this process that you think is most important for the Task Force to consider as you choose an alternative model of children’s Jewish education for your congregation.
Your report should address the following areas:

1. Review for the Task Force what you have done and which Task Force discussions, questions and/or insights prompted you to try what you did.

2. What was new or different about what you did?  In what ways did it expect people (and whom?) to behave differently?

3. What was successful, and why?  What was less successful, and why?

4. What kinds of feedback did you get?  How did the feedback impact what you did?

5. Based on your experience, what kinds of changes or innovations do you think are easiest for parents?  Teachers?  Students?  Your congregational community? What kinds of changes do you think are more difficult for these groups?

6. Which of the low hanging fruit do you think moved you closer to your vision?

7. Which aspects of the low hanging fruit that you implemented do you hope will be incorporated into the alternative model the Task Force chooses?

8. What did you learn about the process of experimentation?
Third Meeting:
Choosing Your Alternative Model



Meeting Plan – 2 hours
Welcome – 5 minutes

Connection – 10 minutes
Text Study – 15 minutes

Core Discussion – 70 minutes
Reflection – 15 minutes

Next Steps – 5 minutes

Notetaker:


Facilitator(s): 


Goals and Outcomes

1. Task Force members will analyze the three suggestions for an alternative model of children’s Jewish education suggested by the Alternative Model Sub-team.
2. The Low Hanging Fruit Sub-team will report on what they have learned over the past months that should be considered when choosing an alternative model for children’s Jewish education.
3. The Task Force will decide which alternative model best meets your congregation’s needs and desires.
Advance Preparation

· The Alternative Model Sub-team will propose three alternative models of your children’s learning.  A guide for the Alternative Model Sub-team preparation is found on pages 54-55.
· The Low Hanging Fruit Sub-team needs to prepare a report to the Task Force about what has been learned that should be considered when choosing an alternative model.  A guide for preparing that report is provided on page 57.

Materials

3-hole punched handouts for each person:

· Alternative Model Sub-team proposals handout

· Text study handout

· Six Levels of Consensus handout

· Reviewing the Alternative Models Small Group Discussion Guide

Meeting Overview

[image: image16.png]


 Welcome (5 minutes)
In addition to officially starting the meeting, the Task Force Chairperson should take this time to put the work of this meeting in context by reviewing the highlights of the last meeting, in particular the decisions that were made and the decisions that are still open.  Then the Chairperson should briefly describe what will be happening at this meeting, stressing the meeting’s goals and urging people not to get sidetracked (which can be so easy!).
In particular, remind the Task Force that this is your last meeting in Looking Forward.  It is important to recognize the progress you have made and to acknowledge the commitment of your Task Force in seeing you through to this milestone.
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 Connection (10 minutes)
As a way of connecting people to each other and to the work at hand, you can pose the following:

Decision-making in RE-IMAGINE, as you well know, is very methodical and deliberative.  Does this match your personal style?  How is this similar, or different, from how you have made other major decisions in the synagogue?  What are the benefits of this kind of process? What are the frustrations?

You should be commended for trusting the RE-IMAGINE process and showing the restraint necessary to wait until this meeting to choose an alternative model of children’s Jewish education for your congregation.  Hopefully, the benefits of working step-by-step through this thoughtful process far outweigh the frustrations it may have engendered.  You should feel confident you have a comprehensive grasp of your needs and the possibilities and are able to make a well-grounded decision for your congregation.
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 Text Study (15 minutes)
You have finally reached a fork in the road—it is time to decide which path your congregation should take that will lead you to the alternative model of children’s Jewish education that best suits your needs and dreams.  Our tradition speaks to us about making choices and how to choose which road to travel.
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 Core Discussion: Choosing an Alternative Model (70 minutes)
There are four final steps in choosing an alternative model of your children’s learning:

1. Hear the three proposals prepared by the Alternative Model Sub-team.
2. Hear what lessons have been learned by the Low Hanging Fruit Sub-team.
3. Discuss in small groups the relative merits of the three proposals, factoring in what was learned from the low hanging fruit.  
4. Reach consensus as a Task Force about which alternative model is the best for your congregation.
You may want to consider skipping the small group discussion time if the proposals are very similar or if the Task Force has expressed a clear preference.  If you choose this route, the facilitator must be comfortable and facile with managing a large group discussion for an extended time while moving it toward decision-making and must be diligent about seeing that the proposals and the learning from the low hanging fruit are adequately considered.  The guide on page 65 makes some suggestions for the facilitator, regardless of whether or not you decide to skip the small discussions.

 Listen to Suggestions from the Alternative Model Sub-team
Inspired by the Task Force’s vision and with additional input since the last meeting, the Alternative Model Sub-team will propose three alternative models with structural descriptions of each.
 Consider Lessons from Low Hanging Fruit
The Low Hanging Fruit Sub-team will present to the Task Force what they felt was learned from the small and limited changes it implemented over the past months. After their report, the Task Force should have the opportunity to ask clarification questions.

 Small group discussion to review Alternative Model proposals
Break the Task Force into groups of three to five people to discuss the perceived efforts, benefits and risks of each proposal. A discussion guide is provided.  If you develop a group consensus, share it with the Task Force.
 Reach consensus

Based on summative comments from individual Task Force members or from the small groups, the facilitator will move the discussion toward a consensual decision about which alternative model of children’s Jewish education best meets your congregation’s needs and dreams.
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 Reflection (15 minutes)
As a way of concluding your time in Looking Forward, and addressing some of the loose threads as you continue on your RE-IMAGINE journey, ask Task Force members to share their response to the last question of the text study:

What are the questions that remain unanswered that we need to address as we think about the first bold step we should take toward realization of our alternative model?
If the Task Force Chair goes last, he/she can offer personal reflections and brief summative reflections about the meeting, e.g. this is what we accomplished, this is where we had agreement, these are the questions still open, thank you for devoting your time and energy to this project.  These summary statements can also be used to start off the next meeting.
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Next Steps (5 minutes)
Announce the date and time of the next meeting, the first meeting in Moving Forward.
Task Force members should complete Section 4: Challenges and Opportunities on the Online Learning Experience, including the reflections.  The Coordinator will need to prepare a handout with the reflections prior to the next Task Force meeting.
At the next meeting, the Alternative Model Sub-team will present three proposals for your First Bold Step.  A guide for preparing them is on page 71.
Post-Meeting Follow-up

Task Force Journal

Be sure the Coordinator receives the prepared notes from this meeting to put into the Task Force Journal.

Engaging the Congregation
In addition to continuing to implement the communications plan from the last meeting, consider the following ideas.  

It is likely that people in your congregation will be excited to hear about your alternative model and anxious about the details.  You may decide to share some of your decisions with them at this point, or you can wait until you can present a more complete picture once you have identified your first bold step and have developed your implementation plan.  You are the best judge of how much your congregation needs to know. Keep in mind, however, that few people like surprises. Balance the desire for detail with the importance of setting expectations and preparing people to hear about and accept your Task Force’s recommended alternative model of children’s Jewish education.  Also remind them that the alternative model likely will take a few years to implement completely and that you will be able to make adjustments along the way.
If you decide to postpone the release of more details about your alternative model, you can still update the congregation about what you have been doing.  Share part of your text study and/or a sample of the comments it generated.  Talk about the step-by-step process that you are following and how it is working for you.  You might even conduct a few brief interviews with students and/or parents who will be touched by your alternative model and create a publicity piece using some of their (positive, of course!) quotes.

The Alternative Model Sub-team

The Alternative Model Sub-team will continue its work by developing three proposals to present to the Task Force.  The preparation guide on page 71 will help this Sub-team begin its work.
 Text Study  Gimmel

 Choose Life

After saying the blessing before study, please read the texts and discuss the questions below.
· The admonishment to “choose life” is one of the basic tenets of Judaism and yet it can be interpreted in different ways.  What does it mean to you?  In what situations might it be difficult or impossible?

· Seen in this context, “choose life” suggests a kind of lifestyle—following God’s ways—the reward for which is a good and long life in Eretz Yisrael (the Land of Israel).  How else might you live in a way that chooses life?  What might be the rewards of such a life?


· How do you think this story relates to choosing life?

· What do you think this story suggests is important to remember when making choices?

· How can you imagine applying this wisdom to the choice your Task Force is about to make?
Facilitator’s Guide: Activity 10
Reviewing the Alternative Model Proposals

Inspired by the Task Force’s vision and with additional input since the last meeting, the Alternative Model Sub-team has prepared proposals for three alternative models from which the Task Force will choose.
Choosing the alternative model of children’s Jewish education for your congregation might be easy or difficult, depending on the consensus you already have among Task Force members.  Keep in mind that your choice should feel big and look long-term into the future.  Think of it as a horizon point toward which you would want to move (though, like with a real point on the horizon, you may find that it moves as you get closer—and that is OK).  There are several ways you can make this choice.  
Option 1:  If you do not feel that the three proposals need much analysis because they are ideas that are predictable natural outgrowths of your Task Force discussions to date, you may want to just go around the room, giving each person 30 seconds to make two statements:  
1.  In light of our vision and goals, what I find most promising is…
2. What concerns me about what has been presented is…
Be sure someone is assigned the role of timekeeper.  Some consensus will likely emerge following this sharing.

Option 2:  Meet in small groups to discuss the relative merits of each proposal.  The Small Group Discussion guide on page 66 is provided for those small group discussions.  When the entire Task Force reconvenes and the groups share their thoughts, a consensus will likely emerge as well. (Be sure to keep a running list of the likely risks that are mentioned.  This list will be helpful when choosing and designing your first bold step.)

Option 3:  Work toward consensus is to use a method called “The Six Levels of Consensus.”  Once there is a sense that people are gravitating around possible decisions, using the six levels helps clarify for the participants themselves and the large group, as well, where everyone stands.  It is most effectively used when each member of the group has a copy of the Six Levels of Consensus handout, found on page 67.  The facilitator asks each Task Force member what his or her level is regarding a decision.  This strategy enables you to take the pulse of the group.
You may want to refer back to the article on the Online Resource Center on Mission, Vision, Goals, Alternative Models and First Bold Steps to review what constitutes an alternative model.

Small Group Discussion Guide: Activity 10
Reviewing the Alternative Model Proposals

The Alternative Model Sub-team has presented brief descriptions of possibilities for your congregation.  The Task Force now needs to choose from among these proposals. You can make this choice by comparing the proposals through the following four lenses:

· How BOLD AND SYSTEMIC the alternative model is compared to what you currently do to educate children

· The Perceived BENEFITS of one model over another

· The Perceived EFFORTS REQUIRED to realize each alternative model

· The Perceived RISKS involved in realizing each model

In BOLD AND SYSTEMIC change, the goals have changed and everyone involved is challenged to think and act differently.  Changing procedure (e.g. just adding electives or an episodic family program) is not bold.  When the goals of learning change, as well as the “who” and “when,” then it impacts the entire educational system.  Rate each proposal based on how bold it is.
Perceived BENEFITS might include:  how it moves your congregation towards your vision; students experience learning and living Judaism within a community; parents wanting to learn more themselves and do more Jewishly at home; raises the profile and reputation of your congregation in the community; more funding becomes available; program generates more interest in learning in the congregation; people are receptive to additional innovations.  List the benefits of each proposal.
Perceived RESOURCES REQUIRED might include:  funding; human energy; finding and engaging appropriate personnel; promoting something new; lay and professional time taken from other efforts; “the known” gives way to “the unknown”; resistance; the time it takes to get established.  Sketch out the resources required to do each proposal.
Perceived RISKS might include:  initial confusion and/or disorientation; discomfort with something new; resistance from parents, children and/or teachers; criticism; jeopardize learning experience; current school staffing might not be suited to new program; funding, administrative, personnel and/or communication gaps might be discovered; people’s expectations may not be met.  Remember to consider the risk of doing nothing or doing something small and incremental.  List the risk of each proposal.

Once you’ve look at each of the proposals through these lenses, see if your small group can come to consensus about which proposal you would like to try first.
Reference:  Activity 11
Six Levels of Consensus


1.
I can say an unqualified “YES” to the decision. I am satisfied that the decision is an expression of the wisdom of the group.

2.
I find the decision perfectly acceptable.

3.
I can live with the decision; I’m not especially enthusiastic about it.

4.
I do not fully agree with the decision and need to register my view about it.  However, I do not choose to block the decision.  I am willing to support the decision because I trust the wisdom of the group.

5.
I do not agree with the decision and feel the need to stand in the way of this decision.

6.
I feel that we have no clear sense of unity in the group. We need to do more work before consensus is reached.

Alternative Model Sub-team Guide: Activity 12
Developing First Bold Step Proposals


Now that the Task Force has decided on an alternative model of children’s Jewish education for your congregation (yea!), it is important to recognize that you could begin to move toward realization of that alternative model in a number of different ways.  The Alternative Model Sub-team’s first job is to propose to the Task Force three different ways you could move into your alternative model.

Your first bold step should meet the following criteria:

· It should contain the spark of your vision and elements of the alternative model so that participants can see how it is connected to your aspirations.

· It should be bold enough to signal to participants and other stakeholders that things are going to be different around here, and it should be bold enough to make them a bit uncomfortable as they try something new.
· It should be bold enough to make you think creatively about how to find resources, but not so bold that you cannot provide a quality experience.
Bold steps often are a smaller version of the alternative model, making changes only to some of the levers – who are the learners, who are the teachers, when and where does learning take place.  This can include launching something in a few grades instead of all grades, running a program monthly instead of weekly.  It also can mean making changes to who is learning, but realizing that the changes to who is teaching may lag a year.  The decision about what needs to be included in the first bold step and what can wait is completely dependent on what you are trying to achieve in your congregation.
In order to generate some possible first bold steps from which you can choose, you need to look at two sets of information:  the brief structural description of the alternative model the Task Force chose that was developed by the Alternative Model Sub-team and the lessons from the Low Hanging Fruit experiences shared at the last meeting.  With this information in mind, discuss the following:

· Knowing what we currently do and have, what will need to be done differently in order for us to implement our alternative model successfully?  What are some assumptions we need to work on changing?  What capacities among our staff and students/families do we have to build?
· What is the natural sequence for making these changes?
· Which of these changes do we feel least confident about making?  Why?
· Which of these changes will represent the biggest shift in thinking or require the biggest changes in behavior on the part of congregants?
· What kind of program, activity or experience would move us significantly toward realization of our alternative model of children’s Jewish education?

Your discussion ultimately will narrow down to a few possible directions in which you could proceed.  You want to choose three first bold steps that you think would be big enough to let people know that real changes are happening, yet feasible enough that the steps do not require developing all new resources, major schedule revisions and extensive re- training.  Remember:  This is just your first bold step.  You will develop further steps toward realization of your alternative model in the future.  The Sub-team’s job is to flesh out preliminary designs for these three, according to the framework depicted in the Five Building Blocks of an Educational System handout. The chart on the next page may help you develop and organize your ideas.

(Note: For the future, this list can be used to plan any new educational program.)
Structure

· Who are the learners?
· When and where does the learning happen?
· How is the learning time structured?
· How would you describe the interaction between the learners and the teachers?

Curriculum
· What is the subject matter?
· How does it relate to what is covered in other ways in your school?
· If it is new, how will the curriculum be developed?

Leadership

· Who is responsible for promoting and advocating for this innovation?
· How will you monitor and assure alignment within the vision?
· How will you solicit and use feedback?

Infrastructure
· Who ultimately is responsible for implementation and oversight?  What kind of lay and professional support will s/he need?
· What is the impact on your current school budget?
· What additional material, financial and human resources are required to assure the success of this innovation?
· What are the unique marketing and enrollment concerns?  How should they be addressed?

· What is the anticipated timeframe?  What kind of space is required?  What unique scheduling challenges, if any, does this innovation present?

Teaching
· Who will be the teachers?
· What unique skills and/or training do they need?
Alternative Model Sub-team Guide: Activity 12
First Bold Step Proposals Chart


The chart below is intended to give you a visual idea of how to organize the ideas your Sub‑team proposes for three possible first bold steps toward realization of an alternative model of children’s Jewish education for your congregation.  It is unlikely that what you present will actually fit on one page.  Using this chart will help you to make sure that you develop each feature for each proposal so the Task Force can compare “apples to apples.”

	
	Proposal #1
	Proposal #2
	Proposal #3

	Structure

	

	
	

	Curriculum

	

	
	

	Leadership

	

	
	

	Infrastructure

	

	
	

	Teaching
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Choosing a First Bold Step


Sub-team presents three ways of taking the first bold steps toward realization of your alternative model


Sub-team reports on what has been learned about innovation from your experience with low hanging fruit


Task Force chooses one first bold step 





Implementing the First Bold Step toward your 


Alternative Model of Children’s Jewish Learning 





Developing an Implementation Plan for the First Bold Step toward your Alternative Model of Children’s Jewish Learning 








Developing a Vision


Task Force learns about vision and gives input


Sub-team drafts a vision


Task Force reviews and affirms its vision





Looking Forward





Moving Forward





Choosing an Alternative Model


Sub-team synthesizes ideas and dreams and suggests three possible alternative models of children’s Jewish education for your congregation


Task Force chooses an alternative model 








Experimenting with 


Low Hanging Fruit
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























I call heaven and earth to witness against you this day:  I have put before you life and death, blessing and curse.  Choose life—if you and your offspring would live—by loving the Lord your God, heeding His commands, and holding fast to Him.  For thereby you shall have life and shall long endure upon the soil that the Lord swore to your ancestors, Abraham, Isaac and Jacob, to give to them.





Deuteronomy 30:19-20





An old man sat on a highway from which there branched two roads [one full of thorns at the beginning but level at the end] and the other level at the beginning but full of thorns at the end. So he sat at the fork of the road and cautioned passersby, saying, "Even though the beginning of this road is full of thorns, follow it, for it will turn level in the end.” Whoever sensibly heeded the old man and followed that road did get a bit weary at first, to be sure, but went on in peace and arrived in peace. Those who did not heed the old man set out on the other road and stumbled in the end. So it was with Moses, who explicitly said to Israel, “I call heaven and earth to witness against you this day: I have put before you life and death, blessing and curse. Choose life, that you and your offspring may live."





Midrash Tanhuma, Re-eh 3
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