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Method One:  Linear and Logical


    From Vision to Goals to Alternative Models
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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.
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