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In Learn Torah With…5755, Rabbi Ed Feinstein describes the character of each book of the Torah. He calls the next-to-last book,  Be-Midbar (In the Wilderness, also known as Numbers), “perhaps the noisiest in the Bible.”  Filled with complaint, dissention and rebellion, he describes this period in the Israelites’ journey as the time when “every tie that binds Israel falls apart…”  

In contrast, he characterizes the final book of the Torah,  Devarim (Words, also known as Deuteronomy), as a time of “fundamental consensus and shared direction.”  He continues:

…Torah offers this wisdom and comfort: Be-Midbar is not the last word.  Periods of Be-Midbar chaos and wandering will inevitably be followed by the consensus and calm of Devarim, just as chaos is overcome by Creation.  That’s our ultimate faith.

Moving Forward is the Devarim of your RE-IMAGINE journey—the phase in which you develop consensus around the direction in which you will take Jewish learning for children.  This is when you pull together everything you’ve collectively learned and experienced over the past months and make decisions for your congregation and its children that will affect both for years to come.  Now is the time for you, as a Task Force, to embark on the first stages of creation.

It is also the time to think about how you can sustain this journey for your congregation.  In Deuteronomy, Chapter 30, we learn about the mitzvah of hak-hel, gathering the entire Jewish people every seven years to hear passages of the Torah read aloud.  This reenactment of Sinai ensured that the leadership and responsibility for the Jewish people would never rest with only an elite few.  In the same way, you should share your RE‑IMAGINE experience with others—by talking about the process, developing new governance structures and modeling RE-IMAGINE-inspired ways of thinking about synagogue matters—so that  the vision that you articulate for educating children belongs to everyone, not just the Task Force members who started the conversation. 

And as new generations engage in this process of transformation, your original vision will evolve even further.  Your first bold steps will yield to additional bold steps, all in a progression towards realization of your alternative model for children’s Jewish education.  And as Rabbi Feinstein suggests, this process will not be linear but will follow a cyclical pattern, always culminating in the creation of something new and exciting.
There is an ebb and flow to our journeys.  At times we feel overwhelmed by strange faces, uncomfortable places and radical ideas.  Other times are much quieter, defined by extended periods of introspection and thought.  And then there are times when we try to make sense of it all — to find the connections and meanings that will prepare us for what lies ahead.

May your journey continue to be fruitful and meaningful.  May its cyclical nature engage your heart and your mind.  And, as Moses charged Joshua: 

	


	Chazak ve’ematz! 

Be Strong and Courageous!


Goals and Outcomes

1. Choose a first bold step that will move your congregation toward your chosen alternative model of children’s Jewish learning.

2. Create and empower a First Bold Step Implementation Team to partner with the educator in designing and implementing your first bold step.

3. Determine the governance model for your first bold step, and future innovations, that best fits your congregational culture and will advance you toward your vision and its realization over time.

4. Appreciate the value of tending to the development of each of the building blocks of an educational system and how each, in its own time, will enhance the depth and impact of your innovations and the movement toward you vision.
A Consultant Speaks about Moving Forward
This group of Task Force members is a concerned and caring group of people. They want this experiment to work in our congregation and are open to new ideas to make it work. Responsibilities and leadership are shared very easily, since there is a mutual respect. And while we have been studying the different models, I have realized that not all members have strengths in all areas. Our experiment will need teachers, organizers, recruiters, publicity, etc. and these responsibilities will be shared; our members will work where they are comfortable and proficient.

A Task Force Member Speaks about Moving Forward
When I look at what we’ve accomplished, I can’t help but think about how all those meetings over all those months brought us to this place.  We’ve got people involved now who weren’t even on our Task Force, but they like where we’re headed.  That’s a good feeling.  I just hope we can sustain the energy and excitement over time.  But I think we will.  People really care about doing this for the kids

Overview of Moving Forward
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Moving Forward contains two meetings with agendas in this Guidebook and additional meetings without pre-determined agendas.  The design, implementation, on-going assessment and further tweaking of your first bold step will all take place following the second meeting.  So, you can see, this Guidebook will take you just a few more steps down the road on your journey and then you will continue in the direction that best suits your needs.  We will be providing you with a different set of materials to help guide this next stage.
“Owning” Your Meetings

Depending on the depth of your Task Force’s discussions, as well as decisions you may already have made, and after looking through the goals and outcomes of these two meetings, you may decide that some of the tasks outlined have already been accomplished.  In that case, in close consultation with your consultant, you may decide to revise the meeting agendas to better fit your situation. 
Caution:  If you decide to change either of these two meeting plans, be sure to address the areas dealt with in each one.  In order to assure that your efforts have lasting impact, you need to address each of the areas, particularly governance.  Please work closely with your consultant in making any changes.
Once you have completed the two provided meetings, the First Bold Step Implementation Team will determine its own meeting schedule and will proceed with the design and implementation of your first bold step in cooperation with the governance group you choose in the Second Meeting.
Using Your Consultant

Your consultant is prepared to help you in many vital ways during Moving Forward.  Your consultant can help you reflect on and clarify your needs, act as a sounding board for some of the ideas you are considering, and be a resource for additional ideas, information, and materials.  If ever a time for outside help could be beneficial, it is now.  Some points in the process when it would be especially important to contact your consultant:

· Your consultant should review the first bold step proposals before they are taken to the Task Force 
· Your consultant can review with you the Building Blocks of an Education System, first introduced in Looking Forward, and help you decide in what order to explore each of the Building Block Modules provided at the end of Moving Forward
· Be sure to send final electronic versions of all written materials to your consultant

The First Bold Step Implementation Team
Your Alternative Model Sub-team is working on developing the three first bold step proposals that will be presented at the first Moving Forward meeting.  These are people who have been with you all along your journey, are deeply familiar with your vision, your goals and your alternative model, and have participated in the Task Force’s many deliberations over the past months. 
After the first Moving Forward meeting, the work the Sub-team did to outline the first bold step the Task Force chose will be passed off to a new group—the First Bold Step Implementation Team.  This should be a group of 5-8 people that will take the first bold step choice of the Task Force, determine its design and oversee its implementation.  (It is likely that this group will assume a new name that will better reflect what your first bold step actually is, e.g. the Family Learning and Living Implementation Team or the Excellence in Education Implementation.)  

This Implementation Team will build on the vision and intention of the Task Force, but it will need critical expertise that will likely require involving new people. Having part or all of the Sub-team on the Implementation Team will assure the group remains grounded in the vision and goals of the Task Force, but you want to make sure the group also includes people whose expertise touches on the five building blocks of an educational system: 

	Building Blocks of an Educational System
	To fully develop each of the building blocks you will need Implementation Team members who have successful experience in these areas

	Structure
	Program design and planning

	Curriculum
	Jewish subject matter

Familiarity with educational resources

Designing learning experiences

	Leadership
	Advocacy for new congregational projects

Program evaluation

Sharing constructive feedback

	Infrastructure
	Synagogue calendar and facility usage

Budgets

Marketing

Negotiating lines of responsibility

	Teaching
	Teacher training 

Teacher schedules, availability and interest


You may have some of these people on your Task Force and, if they are interested and willing to continue working with this Implementation Team, then certainly consider including them.  However, also think beyond the Task Force to congregants who have demonstrated the skills above, even if they previously have not been directly involved in education.  Involving new people at this point is one of the ways to share with the congregation what you have been doing and how your work is accomplished. Like on the Task Force, having a teacher involved will add a valuable dimension to your planning.  
The entire First Bold Step Implementation Team should attend the Second Meeting of Moving Forward.  Prior to that meeting, be sure the new people are properly and thoroughly oriented to the Task Force’s history, process and decision-making.

Working Together with the Educator

As probably is obvious by now, your educator is the person in your congregation with the most expertise in all of these areas.  And whereas s/he likely designed, implemented and evaluated most or all of your past educational innovations, the planning and decision-making as you move ahead should be more collaborative rather than the work of a solo player.  Sharing in the planning and ownership of your first bold step will invest the lay and professional leadership of your congregation in the significant changes you are proposing.
Your educator is a key member of the First Bold Step Implementation Team and part of the challenge will be to clearly define what are his/her responsibilities, what tasks will stay with laypeople and how decisions will be made.  Hopefully, having shared the Task Force experience, negotiating this new relationship will not be too difficult.  But be prepared for new people joining you now to need an explanation of everyone’s roles.

Given the intense time commitment required to plan your first bold step, you should begin thinking now about how your educator can be involved most effectively, given his/her other commitments and time constraints.  Just adding the first bold step to the list of his/her responsibilities will not give it the attention it deserves. You may want to consider hiring an assistant educator or administrative assistant to alleviate some of the educator’s current workload.  Or there may be a “professional layperson” in the congregation who is willing to volunteer some of his or her time. For example, monitoring pick up/drop off or organizing the Purim Carnival are responsibilities that can empower others to step up while freeing the educator to focus on educational work.  Your consultant can share with you how other congregations have managed this.  What is most important is that you find a way to engage your educator effectively while not overburdening him/her.
Ongoing Leadership

As you look ahead to the implementation of your first bold step and next bold steps, you need to consider some long-range questions about how your overall vision for your children’s Jewish learning will continue to be realized in the months and years ahead.  Your vision will help to guide your program far into the future and we expect that new alternative models will spin off of it for years to come.  It is important now to think about who will drive this process.  Some of the questions the Leadership Team needs to begin asking are:

· Who will continue to advocate for and guarantee that the learning you have acquired and the vision you developed will remain in place and even expand over time? 

· For how long will the Task Force stay in place?

· Should responsibility for the vision transfer to your Education Committee or some other group?  If so, how will the transition take place?

Guidance is provided in the Second Meeting for consideration of these important questions.  Since your Task Force’s initial mandate is coming to an end, a celebration of your accomplishments is built into the Second Meeting.  Though you may decide the Task Force will continue to function in a new capacity, you may decide instead to create new kinds of oversight committees and/or restructure your congregation’s lines of authority. 

Overview of Moving Forward Meetings

The two Task Force meetings and the work that needs to be done between them in Moving Forward are:
First Meeting: Choosing a First Bold Step
The Alternative Model Sub-team will prepare three first bold steps proposals to present to the Task Force.  Before this meeting, the entire Task Force will view the Taking Action:  Challenges and Opportunities section of the Online Learning Experience and submit their reflections online.  At the meeting you will choose a first bold step and then consider it in light of the challenges and opportunities it presents.  
Second Meeting: Keeping the Momentum Going
In conjunction with the First Bold Step Implementation Team, the Task Force determines how the work, going forward, will be monitored and supported.  The Implementation Team officially is given its mandate and everyone together celebrates the end of one phase of innovation and the beginning of another.

Beyond the Guidebook: Building Block Modules

Your first bold step, and all the additional steps you take towards realization of your vision and alternative model, will be designed by addressing the five building blocks of an educational system.  Not all the building blocks need to be developed simultaneously; you may find that you want or need to focus more on one or two at the beginning, leaving the others to wait for awhile.  However, if you want your educational innovation to be bold, deep and to have staying power, you—or the Implementation Team or whichever other group is designated—will need to spend time working on each of the five areas.

At the end of Moving Forward are five Building Block Modules.  The First Bold Step Implementation Team may choose to refer to them when designing your first bold step.  But, in addition, keep them and provide them to those who continue to develop your alternative model into the future.  The information, questions and guidance provided in them will be tremendously valuable in aligning all aspects of your alternative model(s) with your congregation’s vision for Jewish education. Also, you will find that returning to them when you hit a bump in the road will help you rethink a problem.  Your consultant can be of help in determining when and how to use each of the Building Block Modules.

Advance Preparation Assignment Chart
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	Summary of Assignments
	Who Does It?
	When Is It Due

	First Meeting

Complete Challenges and Opportunities section of the Online Learning Experience

Collect the reflections from the Online Learning Experience and prepare them to present to the Task Force 
Prepare three first bold step proposals to present to the Task Force 


	Entire Task Force

Coordinator

Alternative Model Sub-team
	Prior to the meeting
Date:

At the meeting

Date:

At the meeting
Date:

	Second Meeting
Form the First Bold Step Implementation Team, orient new people and prepare the group to attend the meeting
Decide how to adjust your educator’s current work load so he/she can engage fully in you first bold step

Make arrangements for a celebration—food, speeches, etc.


	Leadership Team


Leadership Team, educator and rabbi

Leadership Team


	Prior to the meeting

Date: 
Prior to the meeting
Date:

At the meeting

Date:



First Meeting:  Choosing Your First Bold Step
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Meeting Plan – 2 hours
Welcome – 5 minutes
Connection – 10 minutes

Text Study – 15 minutes

Core Discussion I – 40 minutes

Core Discussion II – 30 minutes
Reflection – 15 minutes

Next Steps – 5 minutes

Notetaker:

Facilitator(s): 

Goals and Outcomes

1. Task Force members will identify different ways to anticipate and respond to challenges and opportunities that exist in your community. 

2. Task Force will review the three first bold step proposals prepared by the Sub-team and, through a deliberative process, will choose one to implement.
3. By comparing the first bold step proposals through the perspective of the five building blocks of an educational system, the Task Force members will deepen their appreciation of the function of each of the building blocks in developing an innovation.

Advance Preparation

· The Alternative Model Sub-team should have met and prepared three proposals to present to the Task Force at this meeting.
· The Coordinator should prepare a handout with the reflections on Challenges and Opportunities from the Online Learning.

· 3-hole punched handouts for each person:

· Three First Bold Step proposals

· Challenges and Opportunities discussion guide

· Text study handout

· Six Levels of Consensus handout

Materials

Board or flip chart

Markers

Masking tape

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.  This is accomplished first 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!).
You have been waiting for this meeting patiently for a long time.  Finally you get to decide how Jewish education for your congregation’s children is going to start to change.  How you make this decision and what your first bold step looks like will signal to the congregation that your educational program is headed in a new, exciting direction.
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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:

Chances are you’ve had conversations with a variety of people in your congregation--parents, teachers,  and/or students—about the changes in learning you are envisioning for your congregation. Hopefully many of these people are excited about what is to come.  However, others might be more skeptical. How have you, or would you, respond to those who are hesitant to alter the status quo? 
All change involves taking a risk and there is bound to be some resistance. Talking about making the actual changes in how your congregation educates its children is bound to raise questions—What if no one signs up?  What if it doesn’t work?  What if the teachers resist?  Is it worth giving up what we have? As a Task Force, your goal is to choose a first bold step towards realization of your alternative model that builds excitement while addressing and mitigating against the most likely bases of resistance.  In this way, your risks get downgraded to challenges and become more manageable.
[image: image3.png]


 Text Study (15 minutes)
The text study on page 12 looks at the Talmudic midrash about Nachshon, the Israelite who took the first step into the sea while the other Israelites, and even Moses, hesitated.  It encourages Task Force members to discuss the courage and vision necessary to “take the plunge.”
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 Core Discussion I:  Review the first bold step proposals and choose one (40 minutes)  
Inspired by the Task Force’s vision, your goals and your choice of alternative model, the Alternative Model Sub-team has prepared three first bold step proposals to share in written form with the Task Force.  Distribute the proposals and randomly divide the Task Force into groups of 4-5 people. 
A discussion guide is provided for the small groups and a facilitator’s guide is provided as well.  Each group will each make a first bold step recommendation to the rest of the Task Force.  Consensus will be reached after all the groups have reported.
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 Core Discussion II:  Review of Challenges and Opportunities (30 
minutes)
Planning your first bold step (which will be done by the First Bold Step Implementation Team after your next meeting) will be enhanced by exploring the challenges and opportunities you can expect. You will do this by first “practicing” with the case studies on the Online Learning Experience that demonstrate how different congregations 1) dealt with challenges they anticipated and encountered as they implemented change, 2) identified the resources they had to meet those challenges (human and material) and 3) recognized some of the ultimate benefits, or new opportunities, that were created as they proceeded. The Facilitator’s Guide and the exercise on page 18 will guide you through a way of discussing these realities and possibilities in connection to your first bold step.
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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:

What are the questions that remain unanswered that we need to address as we continue to move forward?
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Next Steps (5 minutes)
Announce the date and time of the next meeting.  Be sure you have enough time before the meeting to recruit and orient new people for the First Bold Step Implementation Team.  All the members of the Implementation Team should be oriented by the Leadership Team and plan to attend the next Task Force meeting.

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

You will be implementing the communications plan that you completed at the end of Looking Forward.
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After saying the blessing before study, please read this text and discuss the questions below.

	

















	As Pharaoh drew near, the Israelites caught sight of the Egyptians advancing upon them.  Greatly frightened, the Israelites cried out to the Lord…But Moses said to the people, “Have no fear!  Stand by, and witness the deliverance which the Lord will work for you today…”  Then the Lord said to Moses, “Why do you cry out to Me?  Tell the Israelites to go forward!  Lift up your rod and hold out your arm over the sea and split it, so that the Israelites may march into the sea on dry ground.”
Exodus 14:10-16


	







	…one said:  “I will not be the first to go down into the sea.”  The other said:  “I will not be the first to go down into the sea.”  Whilst they were debating with each other Nachshon ben Aminadav (of the tribe of Judah) plunged with his tribe after him into the waves of the sea.  For this reason Judah was granted dominion in Israel…

Talmud Sotah 37a


1. What did the Israelites need to know and believe in order to consider crossing the Red Sea?
2. Who might be apprehensive about what you are planning and the decisions you are making?  What messages and information do you need to share with them in order to facilitate their ability to move ahead?  Who are the people who will be excited?  How can you take advantage of their enthusiasm?
3. As your Task Force “takes the plunge,” to whom might you be tempted to defer, as Moses did to God, when you meet resistance?

4. What parallels can you see between Nachshon taking the first steps into the sea and the work in which your Task Force is currently engaged?  As Judah was given prominence in Israel, what might be the ultimate rewards of your efforts?

Background
Sotah – A tractate of the Talmud that deals primarily with how a suspected adulteress should be treated.  It also explains how the various tribes were chosen for their roles in Israel.

Please note that God’s Hebrew name appears in this text study. As a sign of respect, instead of discarding it after use you may prefer to store it in a geniza—a place where printed materials containing God’s name and old ritual objects are collected in preparation for ritual burial.  

Facilitator’s Guide: Activity 1
[image: image22.png]5e ivh()’
P\C



Reviewing the First Bold Step Proposals 
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The Alternative Model Sub-team has prepared descriptions of three possible first bold steps for the Task Force to consider. These proposals should be in handout form so that small groups can discuss them concurrently, following the discussion guide provided. 

After the small groups have had about 15 minutes to deliberate, reconvene the Task Force and have each group recommend to the large group which of the proposals it thinks should be your first bold step.  Also ask for the suggestions, if any, the groups have for tweaking the proposals to make them even more appropriate as a first bold step.

Once the groups have reported, a clear consensus may emerge.  If not you can use a tool called “The Six Levels of Consensus.”  Once you have a sense that people are close to making a choice, 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 17.  The facilitator goes around the group asking each person what their “level” is regarding a decision.  This strategy helps to create a kind of “shorthand” language so you can to take the pulse of the group.

Discussion Guide: Activity 1
Reviewing the First Bold Step Proposals 


The Alternative Model Sub-team has prepared descriptions of three possible first bold steps for the Task Force to consider. The questions below are to guide your small group discussion as you compare the proposals’ key features and determine which proposal you recommend be chosen as your congregation’s first bold step towards realization of your alternative model of children’s Jewish learning. 

1. At the beginning of Looking Forward you read an article on the Online Resource Center entitled “Mission, Vision, Goals, Alternative Models, and Bold Steps: The Jargon of Transformation.”  As a refresher, this is how the article defined a first bold step:

2. Based on this description, which of the proposals do you think is the first bold step that signals a change, is challenging yet realistic and best reflects the Task Force’s desires?

3. Looking at all three proposals, compare how they each address the five building blocks of an educational system.  Where are the similarities?  The differences?

4. What suggestions, if any, do you have for tweaking this proposal in a way that would make for an even better first bold step?
Reference:  Activity 1
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.

Facilitator’s Guide: Activity 2
Taking Action:
Challenges and Opportunities




Usage

The challenges and opportunities described in the Online Learning Experience are divided into three categories:  1) feedback and building trust; 2) engaging families and 3) teachers. This exercise builds on and expands these categories, exploring their relevance in your community.

Materials

Board or flip chart 

Markers
Reflections handout prepared by the Coordinator
Grouping of Participants

The Introduction is done with the Task Force in one large group.  After the introduction, divide into as many groups as you have categories of challenges from the Task Force’s reflections.

Time Required

40 minutes total:

15 minutes for the introduction

15 minutes for small group discussion

10 minutes for wrap-up

Facilitation

1. Review with the Task Force the categories of challenges and opportunities that were described in the Online Learning Experience and list them in front of the group: 1) feedback and building trust; 2) engaging families and 3) teachers.  Note that the same three categories were addressed in Case Study 1 and Case Study 2.  

2. Ask the Task Force to recall a few examples in each category of challenges the congregations in the cases studies anticipated. (For example, in the category of feedback and building trust, the congregations were concerned about how the participants would react, whether they should respond to all criticisms and suggestions, and how they could respond so people felt they had been “heard”).  Do not attempt to list every challenge.  This is just a way to refresh people’s memories.
3. Now your discussion will focus on the reality of your own congregation.  Review the reflections handout from the Online Learning by having each Task Force member read a reflection.  As they are being read, group the challenges, as much as possible, into categories.  Your categories might be based on constituencies (e.g, parents or teachers), they may be more general (e.g., resistance to scheduling changes, new fees), or they may be a combination. Now that you know your first bold step, you should add challenges that you can expect that are unique to it.  

4. Divide the Task Force into as many groups as you now have categories.

5. Each group should discuss the following questions and be prepared to report back the highlights of their discussion to the rest of the Task Force:

· Which of these challenges do you think are most prevalent and you are most likely to face as you implement your first bold step?  What evidence do you have to support your expectations?

· How serious will these challenges be?  Is any challenge so great that it can’t be overcome?

· What are some strategies—either from what you learned online or of your own creation—you think could address these challenges in advance?  What kinds of responses will address them?  Brainstorm a list on a flipchart.

· Imagine that your strategies in anticipation of or in response to these kinds of challenges are marvelously successful.  What unintended consequences, or new opportunities, might present themselves as a result?
· Based on this discussion, what are 1-2 challenges you think you should expect, how they creatively could be addressed and what new opportunities might come out of the resolution?
6. Bring the large group back together and have each sub-group present its response to the last question.  Be sure they share the new opportunities that could grow out of appropriate responses to their challenge.

7. Wrap up by reminding the Task Force that what is most important is being open to acknowledging and addressing challenges, remembering that exciting new opportunities may emerge in the process.

Record Keeping

The list of challenges, notes from wrap-up and the individual groups’ lists of potential new opportunities should be kept for the First Bold Step Implementation Team to use when working on the design of the first bold step.

Discussion Guide: Activity 2
Taking Action:
Challenges and Opportunities




Your group has been assigned to discuss challenges you may face when you implement the first bold step of your alternative model.   Although you are not quite there yet, you do know your congregational community—what their experience is with change, how they typically respond to change, what they seem to want, and what they say they need.  

With this knowledge of your community in mind, discuss the following questions and be prepared to share the highlights of your discussion with the rest of the Task Force.

· Which of these challenges do you think you are most likely to face as you implement your first bold step?  What evidence do you have to support your expectation?
· How serious will these challenges be?  Can you imagine a challenge so great that it can’t be overcome?
· What are some strategies—either from what you learned online or of your own creation—you think could address these challenges in advance?  What kinds of responses could address them after they appear?  Brainstorm a list that everyone in the group can see.
· Imagine that your strategies in anticipation of or in response to these kinds of challenges are marvelously successful.  What unintended consequences, or new opportunities, might present themselves as a result?
· Based on this discussion, what are 1-2 challenges you think you should expect, how they creatively could be addressed and what new opportunities might come out of the resolution?

 Leadership Team Guide:  Activity 3
Choosing the First Bold Step Implementation Team

You already have a Alternative Model Sub-team composed of Task Force members who are working on developing the three first bold step proposals that will be presented at the first Moving Forward meeting.  These are people who have been with you all along your journey, are deeply familiar with your vision, your goals and your alternative model, and have participated in the Task Force’s many deliberations over the past months. 
After the first Moving Forward meeting, the work the Sub-team did to outline the first bold step the Task Force chose will be passed off to a new group—the First Bold Step Implementation Team.  This should be a group of 5-8 people that will take the first bold step choice of the Task Force, determine its design and oversee its implementation.  (It is likely that this group will assume a new name that will better reflect what your first bold step actually is, e.g. the Family Learning and Living Implementation Team or the Excellence in Education Implementation Team.)  

This Implementation Team’s task is to build on the vision and intention of the Task Force, but to do so effectively will require critical expertise that will likely necessitate involving new people. Having part or all of the Sub-team on the Implementation Team will assure the group remains grounded in the vision and goals of the Task Force, but you want to be sure the group also includes people whose expertise touches on the five building blocks of an educational system: 

	Building Blocks of an Educational System
	To fully  develop each of the building blocks you will need Implementation Team members who have successful experience in these areas

	Structure
	Program design and planning

	Curriculum
	Jewish subject matter

Familiarity with educational resources

Designing learning experiences

	Leadership
	Advocacy for new congregational projects

Program evaluation

Sharing constructive feedback

	Infrastructure
	Synagogue calendar and facility usage

Budgets

Marketing

Negotiating lines of responsibility

	Teaching
	Teacher training 

Teacher schedules, availability and interest


You may have some of these people on your Task Force and, if they are interested and willing to continue working with this focused group, then certainly consider including them.  However, also think beyond the Task Force to congregants who have demonstrated the skills above, even if they previously have not been directly involved in education.  Involving new blood at this point is one of the ways to share with the congregation what you have been doing and how your work is accomplished.

This Implementation Team will require either a chair or co-chairs who fully understand the roots of your vision, the Task Force process that brought you to this point and the long-term dreams of the Task Force.  You may want to choose the chair(s) first, and then build the rest of the group around her/him.

The entire First Bold Step Implementation Team should attend the Second Meeting.  Prior to that meeting, be sure the new people are properly and thoroughly oriented to the Task Force’s history, process and decision-making.  An Orientation Guide is provided on page 23.
  Leadership Team Guide:  Activity 4
 Orientation Guide for New Laypeople


In order to prepare new people to work on the First Bold Step Implementation Team, you need to give them some background about how the project worked and the outcomes.  Obviously, you will not be able to walk them through months of meetings, but you should be able to identify the critical discussions, important turning points, and group insights.

Useful information to share

Use the following questions to help you determine what is most important for your new people to know about your RE-IMAGINE journey:
· How and why did our congregation get involved with RE-IMAGINE?

· Who is on the Task Force?   

· What have the Task Force meetings been like?  How are they structured?  What is text study like?   How are the meetings similar to and different from other committee meetings?

· What are the areas of consensus on the Task Force?  What are the areas of disagreement?  How have they been resolved?

· How did the Task Force arrive at our congregation’s vision for an alternative model of children’s Jewish learning?  Which Significant Issues did the Task Force decide were most critical?

· Why did the Task Force choose this particular first bold step?

· What has the Task Force learned about our congregation, Jewish education, and change from their work together?

Useful materials to share and explain

· The ECE Roadmap (from your RE-IMAGINE Guidebook)

· Why Study Text? Handout  (from your RE-IMAGINE Guidebook)

· ECE Adaptation Guide (from your RE-IMAGINE Guidebook)

· Your vision 
· A description of your first bold step
Second Meeting:  Keeping the Momentum Going

Meeting Plan – 2 hours
Welcome – 5 minutes

Connection –10 minutes

Text Study – 15 minutes

Core Discussion I– 40 minutes

Core Discussion II – 15 minutes
Reflection and Celebration –30 minutes

Next Steps – 5 minutes

Notetaker:

Facilitator(s): 

Goals and Outcomes
1. Having been oriented to their responsibilities before the meeting, the First Bold Step Implementation Team will accept the Task Force’s mandate to design and implement the first bold step of your alternative model of children’s Jewish learning.

2. Task Force will choose a model of governance that will sustain your vision and oversee additional innovations into the future.
3. Leadership Team will consider the unique role of your educator in these change efforts and will report to the Task Force the additional support that will be provided to him/her.

4. A communications strategy will be presented that will inform and engage your congregation in the exciting changes ahead.

5. Task Force will celebrate its completion of the Guidebook and will reflect on their RE-IMAGINE journey.
Advance Preparation

· Form the First Bold Step Implementation Team, orient the members who are new to the work of the Task Force, and invite them to attend the meeting

· Leadership Team members will meet with appropriate board members and discuss how to accommodate the educator’s additional workload.

· Prepare a celebration for the Task Force upon reaching this milestone
· 3-hole punched handouts for each person:
· Text study handout

· Handout describing Governance Group models

Materials

· Food and supplies for your celebration

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.  This is accomplished first 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!).
This meeting ends one phase of your journey and kicks off the next phase. This is the last Task Force meeting that will follow a plan laid out for you in the Guidebook and at this meeting you will decide the role, if any, the Task Force will play as you realize your alternative model of children’s Jewish learning.  

Welcome and introduce the First Bold Steps Implementation Team to your meeting.  They are the ones now responsible for planning and implementing the first phase of what you have worked so long and hard on imagining for your congregation.
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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:
Up until now, the Task Force has “owned” the RE-IMAGINE process—they are the ones who deliberated over your vision and goals, the choice of an alternative model and the choice of your first bold step. If you have been on the Task Force, what do you hope new people who get involved from now on will care about as your vision is realized?  If you are new member of the First Bold Step Implementation Team, what do you look forward to accomplishing?
Passing the baton can be difficult for everyone involved, but you can anticipate and plan for some of the potential challenges.  Articulating clear expectations, keeping lines of communication open, welcoming dialogue and staying attuned to the ultimate goal—the creation of an alternative model of children’s Jewish learning—will ease the transition from the preliminary planning stages to the realization of your vision.
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 Text Study (15 minutes)

By looking at how the construction of the mishkan (the tabernacle) was organized, the text study on page 31 presents an opportunity to think about what it takes to launch a successful collective effort to create something new.
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 Core Discussion I (40 minutes)

As you reach the end of this phase of your work, and look to what lies ahead, you will need different groups of people responsible in different ways for realizing and guarding your vision.

The First Bold Steps Implementation Team
If you have not done so already, introduce the chair(s) of the Implementation Team and each member, highlighting the interest and expertise each person brings to the work at hand.

Assure the Task Force that the Implementation Team has been oriented thoroughly to your vision, choice of alternative model and choice of first bold step.  Explain the Implementation Team’s meeting schedule and broad timeline (when they expect to finish the design phase and when they expect to begin implementation).  

Your Educator as a Key Player

Though the laypeople of the Task Force have deliberated with the professional staff, and in particular your educator, about the future of Jewish learning for children in your congregation, ultimately your educator is responsible for the changes that are about to take place.  It is bound to be difficult for him/her to start up a new program while keeping everything else running smoothly.  Providing support to your educator at this critical juncture will help ensure that starting up your first bold step will not happen at the expense of the stability of your on-going program.

In some ways, the First Bold Step Implementation Team will act as an educational support team for your educator.  But to benefit from your educator’s full engagement in your first bold step, you need to think of ways to adjust his/her existing workload.  

Prior to the meeting, the Leadership Team, the educator and the rabbi should meet to discuss the following and come to an agreement about how to create a workable situation and possible re-assign responsibilities.  The following questions will help guide your conversation:
1. Are there tasks your educator does that could be assigned to someone else for the next 6-12 months?

2. What kinds of skills should this person have—primarily administrative?  Jewish knowledge?  Familiarity with parents and students?

3. Is there someone currently working at the synagogue who could pick up this work?

4. If not, is it possible to hire someone to assume these responsibilities or is there a “professional layperson” in the congregation who is skilled and dependable? 

5. If you have considered the possibility in the past, might this be an opportunity to create a part-time or full-time assistant educator position? 

Your consultant is able to provide you with examples of how other congregations have managed the educator’s workload during this start-up period.

At the meeting you should be prepared to report to the Task Force how your educator will be supported in the months ahead and how you came to your decisions.

Advancing Toward Your Vision--Background
As your first bold step leads to  additional bold steps, it becomes critical for the congregation to establish a group whose job it is to advance toward the vision and keep this spiral of innovation going.  The composition of this group and how it functions will be determined somewhat by your synagogue structure and culture.  It might be composed primarily of Task Force members, it might be an expansion of the Religious School committee or it might be a new body authorized by the synagogue board.  

This group can function in a number of different, though related, ways. They might be responsible for on-going evaluation of your bold steps, in which case they would then facilitate channeling that feedback back to those in charge of your programs, with recommendations for changes.

This group might be responsible for ensuring that parents, teachers, students and the congregation-at-large are all clear about what is happening and why.  In this case, they would promote and explain your vision, serving as your cheerleaders and advocates.

This group might be the ones who, down the line, are charged with determining what should be your congregation’s future bold steps.  ECE has developed a separate three-meeting guide called Taking Bold Next Steps for congregations ready to forge ahead further in realizing their vision.

In the past, all these roles might have been expected from the educator.  Shifting these responsibilities to a group that includes laypeople and synagogue professionals is an important move.  Broadening the ownership of your educational program will expose more people in your congregation to the deliberative process you mastered along your RE-IMAGINE journey and it will invest new people in your vision.
Discussion and Decisions about Guarding and Growing Your Vision

Divide the Task Force into small groups to discuss the merits of different models of governance groups and to make recommendations as to which they think would work best in your congregation.  A handout that describes different governance group models and contains questions for discussion is on page 33.  
After 15 minutes of small group discussion have the groups report back. Try to build consensus as the groups report.  If you end up with more than one recommended model, you may want to vote.  Keep in mind that, like all your other innovations, after you lived with the governance model you choose for a year or two you may want to modify it so it better meets your needs.

[image: image12.png]


 Core Discussion II (15 minutes)
Sharing information with the congregation and getting them excited about your vision, alternative model and first bold step are critical at this juncture.  Prior to this meeting the Leadership Team will meet to plot out an initial communications strategy following the Communication Planning Grid in Setting the Stage.  
You should prepare a handout to share with the Task Force that describes a feasible and effective plan.  The Task Force should offer input into the plan and then the Leadership Team should take responsibility for making sure that it is implemented.
Contact your consultant for samples of communications from other congregations.
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 Reflection—and Celebration! (30 minutes)
As you come to the end of one phase of your journey, and begin the phase that will alter significantly how Jewish learning is experienced in your congregation, this is a good time to step back, celebrate your progress, reflect on your accomplishments and smile as you recall the highlights (and bumps!) along the way.

You can make this celebration as elaborate or simple as you like.  Some of the component parts you may want to include are:

· Food.  You may want to have dinner together, or just cake and coffee.  You even may want to have champagne on hand to toast your success!

· Brief congratulatory speeches and expressions of thanks to the Task Force, the Sub-teams and the Leadership Team from the key leadership—the chair and the rabbi, at least.

· An opportunity for the Task Force members to reflect on their experience.  You may want to ask them to respond to a particular questions, such as:

As a result of your RE-IMAGINE experience, what are you inspired to do—or do differently—in your congregation?

· Humor can add a lot to a celebration. You may want to give some “awards” that lighten up your festivities, such as a Technology Award for whoever struggled—yet persevered—with the online learning experience or the Hillel and Shammai Award for two people who consistently disagreed over text studies.

· Though you may not want to get too corny, some groups have found that presenting each member with an inexpensive symbolic token of their work together puts closure on their collaborative efforts.  You may want to think of something that references a journey (compass?), movement (arrow?), change (kaleidoscope?) or vision (glasses? mirror?).

· No Jewish celebration would be complete without a blessing.  Either begin or end with the Shehecheyanu blessing, thanking God for reaching this important time. 
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 Next Steps (5 minutes)

The First Bold Step Implementation Team is now charged to design and implement your first bold step.  They should decide when they will meet to begin their work. There are several handouts to guide their work, starting on page 35.
As a result of your discussion about future governance, you should be able to announce who will be meeting when (even approximately) to hear about the Implementation Team’s progress.

In addition, in about 6-12 months, you will receive a binder called Taking Bold Next Steps.  This three meeting guide is meant to provide you with an opportunity to bring the Task Force back together along with others who will be involved at that point.  You will review your vision, assess progress towards it, and plan your next bold step.  You should let the Task Force know that they will likely get a call in about a year to come to this set of meetings.
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
You will be implementing the Communications Plan that you completed at the end of Looking Forward.
Text Study - Bet
Building the Mishkan (The Tabernacle)


After saying the blessing before study, read the following texts in small groups and discuss the questions that follow. 

	









	This is what the Lord has commanded:  Take from among you gifts to the Lord; everyone whose heart so moves him shall bring them… And let all among you who are skilled come and make all that the Lord has commanded:  the Tabernacle… And everyone who excelled in ability and everyone whose spirit moved him came, bringing to the Lord his offering for the Tent of Meeting [the Tabernacle] and for all its service and for the sacral vestments.
Exodus 35:4-11, 21


1. The building of the Mishkan (the Tabernacle) was a voluntary effort.  Only those who were “moved” were expected to contribute and participate.  What is the value of organizing a communal effort this way?  What is the downside?
2. In what ways is this similar, and in what ways is it different from how your synagogue and our Jewish communities operate today?

	In the building of the Tabernacle, all Israel were joined in their hearts; no one felt superior to his fellow.  At first, each skilled individual did his own part of the construction, and it seemed to each one that his own work was extraordinary.  Afterward, they saw how their several contributions to the “service” of the tabernacle were integrated–all the boards, the sockets, the curtains, and the loops fit together as if one person had done it all.  Then they realized how each of them had depended on the other.  They then understood that what they had accomplished was not by virtue of their own skill alone, but that the Holy One had guided the hands of everyone who had worked on the Tabernacle.  They had merely joined in completing its master building plan, so that “It came to pass that the Tabernacle was one.”  (Exodus 36:13).  Moreover, the one who made the holy ark itself was unable to feel superior to the one who had made only the courtyard tent pegs.

Sparks Beneath the Surface:  A Spiritual Commentary on the Torah 
by Lawrence Kushner and Kerry Olitsky, p. 109-110


3. At what time(s) in your life, if ever, have you worked on a project in which you felt “joined in your hearts” with the other workers?  What did it feel like?

4. What are the benefits when people feel like this about their contributions to an effort?

5. How do these texts help you think about taking your first bold step towards realization of your alternative model of children’s Jewish learning?

Please note that God’s Hebrew name appears in this text study. As a sign of respect, instead of discarding it after use you may prefer to store it in a geniza—a place where printed materials containing God’s name and old ritual objects are collected in preparation for ritual burial.  

Discussion Guide:  Activity 5
Governance Group Models


Below are five descriptions of groups in congregations whose job it is to guard and advance their vision of an alternative model of children’s Jewish education.  Read each, focusing on the Who, Why and How of each model.  Discuss the questions at the end and be prepared to share your ideas when the Task Force reconvenes.

Congregation Aleph

The original Task Force remains, with some turnover in participants, and becomes the governance group.  It meets regularly to monitor and evaluate the progress towards implementation of the alternative model and vision.  Through an appointed liaison it shares information with the education committee and synagogue board. Additional bold steps and the leadership for each are spun off of this group.

Congregation Bet

An Education Steering Committee is created which meets monthly.   It assesses how the congregation is enacting its vision and regularly commissions new Working Groups or Task Forces to tackle new ideas.  It is comprised of the chair(s) of education committee(s), education staff, the synagogue president and members-at-large who rotate off periodically.
Congregation Gimmel

A Learning Council meets quarterly.  It consists of 1-2 representatives of the congregation’s different educational projects plus members-at-large.  In addition to guarding the vision, this group looks for ways to coordinate what is happening in different areas of congregational life with each other. In its meetings it models the deliberative and decision-making processes that were used in the RE-IMAGINE meetings.
Congregation Dalet

The Religious School Committee, perhaps with a new name that better reflects the congregation’s new vision for learning, assumes guardianship of the vision.  (This particularly works well when there has been significant overlap between the committee and the original Task Force.)  This expands the role of the Religious School Committee and embeds the work of educational innovation in the existing leadership structure of the congregation.

Questions for Discussion:

· Which kind of group would best meet your needs and work in your congregation?  Is there an existing group or committee that is the logical choice?  How would you adapt one of the models above to work for your congregation?
· Who should be part of this group?
· How often should they meet?

· What should be their mandate?

· What should be the formal relationship between this group, the Education Board, the Religious School Committee and the Board of Trustees?

First Bold Step Implementation Team Guide: Activity 6
Designing a First Bold Step
Implementation Plan


Your first bold step has the greatest chance of success if it is thoughtfully planned.  This requires identifying and working out all the details in advance as well as considering how best to kick off and sustain your bold step over time.  

We recommend that the design and implementation of your innovation happen in two phases.  First prepare a preliminary outline of the plan, preferably in writing.  Use the chart on page 39 help guide your thinking.  Answering the questions below will shape your first bold step as well. Be sure that your first bold step moves you toward the realization of your vision in obvious and significant ways.

You should present this outline to the governance group the Task Force chose to monitor movement towards your congregation’s alternative model.   Feedback from that presentation should be incorporated into your plan as you work on it in more detail.  Your final implementation plan should include this well-developed outline, a timeline and the action planning grid (see page 40), all of which will be your guides as you move towards implementation.

As a Implementation Team, you have a first bold step proposal that can serve as your starting point.  Note that the proposal touched on each of the five building blocks of an educational system.  As you refine the design of your first bold step, pay close attention to each of these building blocks.  You will need to address all five in order to realize your alternative model, although your first bold step may only address some of them.  It is important to keep in mind that, as you develop further bold steps, you will need to return to each of these building blocks in order to repeatedly check that your innovations are still aligned with your vision and that each of the blocks continues to support the others.

The building blocks are listed below, along with questions whose answers will take you to the next stage of planning.  At anytime you also may want to refer to the Building Block Modules provided with this Guidebook that can be used whenever needed to help you work on further developing each interlocking piece of your innovation.

Structure

· What would be the ideal space?  Where does that space exist and when is it available?  How feasible is it for you to use that space?  

· How might your available space be adapted to meet your needs?  Who needs to be consulted and involved in making any changes?

· What scheduling challenges does your first bold step present?

Curriculum

· Will your innovation require development of a new curriculum or use existing curricular materials or approaches?  If a new curriculum is needed, what are the alternative ways it could be developed?

· What information and resources can your consultant and educator provide?  What resources are available through your local Bureau of Jewish Agency or Central Agency? 
· What information about programs from other congregations with alternative models similar to yours would be helpful to have?

· What additional resources (human, printed, online, community, Jewish textbook publishers) exist that could be of benefit to you?

· Who are the necessary and qualified people to involve in this aspect of your plan?

Leadership

· What kind of lay and professional leadership will be necessary to support your first bold step?
· Define the roles of your staff in the implementation of this alternative model, e.g. Rabbi(s), Educator, secretarial/administrative support, custodian(s).

· In what ways will the administrators have different roles and/or different responsibilities than they have currently?

· In what ways will laypeople (leadership and parents) have different roles and/or different responsibilities than they have currently?

· In what ways (numbers, qualifications and availability) will administrators be different from those you already have?

· What kind of feedback will be most helpful?  From whom will you need that feedback?

· How will you define success?  What would you expect to see and hear if your innovation is “working?”  

· What else would you want to learn about how your innovation is going?

· Who will take responsibility for evaluation?

· At what times during the life of your first bold step would you formally evaluate it?  

· To whom will evaluation findings be reported?  Who will be responsible for responding to feedback and deciding on modifications to the first or further bold steps?

Infrastructure

· Which individuals, boards and/or committees in your congregation and school need to officially approve your plan?

· What kinds of presentation(s) and/or documentation might be helpful when seeking this approval?  What formal or informal groundwork will need to be laid in advance of any presentation(s)?
· What more do you need to do to make the case to your congregation for the changes you are instituting?

· In preparing a budget, which of the school’s or congregation’s current budget lines might be affected by your plans?  

· Are there funds currently in the religious school budget that might be available to help?

· How might donors within the congregation be approached to help support the first bold steps?

· What will the registration fees be, if any, for those involved?

· Will this be self-supporting or require additional funds?

· What external funding sources (seed money, grants) might be available to you through the local central agency for Jewish education or local foundations?

· In what ways do you imagine your budget and/or funding sources will change over the next five years?

· If successful, how might any costs associated with this be dealt with differently (e.g. absorbed into the budget) over time?

· When parents have questions and need to talk to someone, to whom should they be directed?

· What concerns might congregants express that you can anticipate and plan for?

· What messages about your innovations do you think are most important to communicate to the congregation and which aspects of the innovations do you think will resonate most with potential participants?

· How might you involve parents and other congregants in your plans that would engage and invest them in your success?

· What kinds of ongoing communication need to be maintained with parents and your congregation once your innovations are in place?

· What information will parents need (e.g. goals, methods, expectations, schedules)?  How does this differ from what they already need to know about your children’s learning?

· What is the best way to orient parents to your innovations?

· How will you announce your actual kick-off?  What are the messages you will need to convey?  Who should be involved?

· What kinds of information will you need to have on record about your participants? How is that different from what you already ask from students and families?  What enrollment materials need to be developed or modified to obtain that information?

· To what extent can enrollment be handled in the same way as current enrollment?  In what ways might it need to be different?
Teaching

· How will your teachers be introduced and prepared to use your curriculum?

· In what ways will the teachers have different roles and/or different responsibilities than they have currently?

· In what ways (numbers, qualifications and availability) will teachers need to be different from those you already have?

· Who is responsible for recruiting, interviewing and hiring this staff?

· What unique teacher training will be necessary? 

· Who will be responsible for coordinating this teacher training?

Implementation Team Guide:  Activity 6
Designing Your First Bold Step


	
	Ways to move toward your vision
	Your recommendation for moving toward your vision

	Structure
	· Set the day, time, location or frequency

· Determine number of students and grades

· Determine role of parents and teachers

· OTHER:
	

	Curriculum
	· Determine subjects, quantity or scope of material covered

· Involve new voices in determining curriculum

· Assure that curriculum aligns to your vision

· OTHER:
	

	Leadership
	· Determine leadership and the role of leadership

· Identify the process by which alignment and coherence will be monitored 

· Decide how the stakeholders are kept in the loop

· OTHER:
	

	Infrastructure
	· Adjust responsibilities

· Adjust the budget

· Identify and engage different human and financial resources

· Adjust the logistical arrangements

· OTHER:
	

	Teaching
	· Adjust what teachers need to know, feel, or do

· Adjust how teachers prepare

· Adjust the methods that teachers use in the classroom

· Adjust the type of teachers

· OTHER:
	


Implementation Team Guide: Activity 7
Action Planning Grid

Part of developing an implementation plan for your first bold step requires thinking through how each of the component pieces will be developed and then come together to create an exciting, clearly-articulated and well-coordinated whole.  Using the planning grid below can help you identify exactly what needs to happen, the chronology of your planning and which pieces can be developed in tandem with each other.

For each of the pieces of your plan, you should be able to complete this grid:
	WHAT needs to be done
	WHEN is it needed
	Who is RESPONSIBLE
	What are the required RESOURCES 
	Who must give APPROVAL
	How will it be COMMUNICATED

	1. 


	
	
	
	
	

	2. 


	
	
	
	
	

	3. 


	
	
	
	
	

	4.


	
	
	
	
	

	5.

	
	
	
	
	


Beyond the Guidebook


Dr. Seuss’ classic, Oh, the Places You'll Go!, opens with this send-off:
Congratulations!

Today is your day.

You're off to Great Places!

You're off and away!

You have brains in your head.

You have feet in your shoes

You can steer yourself

any direction you choose.

You're on your own.  And you know what you know.

And YOU are the guy who'll decide where to go.

Indeed, you are off to “Great Places” and the direction of your journey is now in your hands.  This Guidebook has fulfilled is purpose. The flow and pace of what lies ahead is for you to determine using the Building Block modules to further embed your work in the life of your congregation   If you keep in mind these few tips we know you will be able to sustain the energy and momentum that brought you this far:

· Stick with the ECE meeting structure:  Welcome, Connection, Core Discussion, Text Study, Reflection and Next Steps.  It has served you well by keeping you on track and keeping your work grounded in Judaism and thoughtful deliberation.

· Keep your vision front and center.  Refer to it frequently and look to it for guidance when you get stuck.

· Develop the building blocks.  They are your foundation and using them to focus your work will keep your work bold and exciting.

· Use your consultant.  While you still have access to someone on the outside who knows you and your synagogue culture, use your consultant as a sounding board and for the insight and wisdom s/he can offer as you forge ahead. 
And will you succeed?

Yes! You will, indeed!

(98 and 3 / 4 percent guaranteed.)

The 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 the learners are, who the teachers are, when and where learning takes place. This can include launching something in a few grades instead of all grades, running a program as a six week unit instead of for a full year. It also can mean making changes to how children are learning, but realizing that all of the changes to the role of parents may be happen over time. 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.
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