Small Changes with Vanishing Effects or Significant, Long Lasting, 
Far Reaching Innovation that Impacts the Lives of Learners: 
Leaders Actions Make the Difference.
The Experiment In Congregational Education has identified seven actions educational leaders take to minimize the chance the time and energy their congregation invested in re-imagining Jewish education will result in small changes with vanishing effects. As we review each of these seven leadership actions below, please put a circle around the ones that you feel you as a leader have not yet addressed, and put a check next to the ones you are already incorporating in to your efforts to promote significant, long lasting, and far reaching innovation that impacts the lives of learners.

Innovation Leaders:
1. Tell a Defining Story that Directs Action—Leaders tell and retell a compelling narrative that uniquely defines the aspirations of the school/congregation. This story inspires and directs decision making. Vision is the opening paragraph describing a different tomorrow and small first steps are the supporting paragraphs.

2. Seek Engagement and Pursue It—Leaders continually engage individuals across the congregational spectrum in honest dialogue. These conversations are two way- enabling individuals to say what they care about and what they need, engage in relevant study and respond to new ideas about how education will be experienced. Honest dialogue that draws on positive experiences and Jewish text is one way leaders build the caring relationships that are at the heart of a community working in common purpose.

3. Learn from the +’s and the -‘s—Leaders set the expectation and model that in the years ahead everyone will be learning how to create the kind of educational experience that will positively nurture lives. Leaders help identify the outcomes that measure success and misses in terms of what learners know, value, do and belong to.
4. Innovate Despite the Seemingly Improbable—Leaders make time to expand their own horizon of educational possibilities, and in turn stretch others’ sense of what is possible, even among skeptics fearing the unknown. Boldness= what has to happen, despite perceived limitations, if lives are to grow Jewishly.
5. Connect Innovations to Achieve Stated Goals—Leaders create a coherent educational system by connecting the parts (professional learning, leadership, culture, curriculum, and infrastructure) across the traditional boundaries of school and congregation to common purpose: a vision of education that positively nurtures the lives of learners.
6. Garner Necessary Resources—Leaders identify, advocate and redistribute resources in order to have needed time, dollars, staff and space to support innovation.
7. Energize Hands and Hearts—Leaders make their passion visible for creating learning experiences that are memorable and long lasting, they foster their energy by ongoing study, exploring ideas with partners, and staying in touch with their deepest hopes so they can manage the challenges of educational innovation. Leaders also attend to accessing and nurturing the gifts and passions of others. 

Leaders’ Actions Make the Difference:  What Actions 
Am I Taking or Will Be Taking to Make a Positive Difference in 
the Lives of Learners? As a Professional Team, What Actions 
do We Have to Take Together? 

In the following pages, each of the 7 action items for leaders to make a positive difference in the lives
 of learners are elaborated on a scale of 1-5, one being the highest level of practice and five being the lowest. Rate yourself on the two action items that seem most critical to your own leadership. 

Most critical is defined as the actions you believe are most needed in your circumstances.  No professionals, individuals or teams, do all seven at level 1. This leadership action continuum is based on the experiences 
of professionals in RE-IMAGINE 1 and 2 and other congregations, and as a result of the Cohen Brandeis Study done on RE-IMAGINE 2 congregations.

Share results with your professional partner. In what ways can you support each other in taking necessary action to make sure the work you have done is long lasting, far reaching, significant and impacts the lives 
of learners?

1. Tell a Defining Story That Directs Action
Leaders tell and retell a compelling narrative that uniquely defines the aspirations of the school/congregation. This story inspires and directs decision making. Vision is the opening paragraph describing a different tomorrow and small first steps are the supporting paragraphs. 

	Level 
One
	Level 
Two
	Level 
Three
	Level 
Four
	Level 
Five

	Leaders tell the story of a new and inspiring future for Jewish education that uniquely defines the aspirations and educational identity 
of the school/ congregation; they regularly highlight even small steps toward the new future; and they focus 
decision making on developing the new 
way of learning.  
	
	
	
	Leaders leave the vision developed by 
the Task Force in a drawer; educational successes are identified as random acts not linked to vision; the story of how education is experienced is 
told without a clear hope or direction for a better tomorrow; and decision making is based on the next good and random idea.


2. Seek Engagement and Pursue It

Leaders continually engage individuals across the congregational spectrum in honest dialogue. These conversations are two way- enabling individuals to say what they care about and what they need, engage in relevant study and respond to new ideas about how education will be experienced. Honest dialogue that draws on positive experiences and Jewish text is one way leaders build the caring relationships that are at the heart of a community working in common purpose.

	Level 
One
	Level 
Two
	Level 
Three
	Level 
Four
	Level 
Five

	Leaders engage individuals including, teachers, parents, children, adults and governance bodies in   two way conversations that draw on positive ideas, engage individuals in relevant study, and enable them to respond to the emerging defining narrative of the school/congregation so that their voices can be included in the new narrative about how education will experienced; leaders express and model  safe nonjudgmental conversations, attending specifically to building relationships among innovators and participants. 
	
	
	
	Leaders tell parents, teachers, children, and governance bodies the programs and goals for education based on perceived needs 
and popular curriculum; and 
they report the vision to the Board and post it in the synagogue newsletter.



3. Learn from the +’s and the –‘s

Leaders set the expectation and model that in the years ahead, everyone will be learning how to create the kind of educational experience that will positively nurture lives, measured by what learners know, value, do and belong to.

	Level 
One
	Level 
Two
	Level 
Three
	Level 
Four
	Level 
Five

	Leaders communicate through word and deed the expectation that learning from innovation comes from success and failure; they structure conversations with lay and professional leaders to identify learner outcomes derived from vision (what learners know, do, value and are connected to); and they develop appropriate assessment to determine those outcomes so results inform future innovations that will have to be launched year after year. 
	
	
	
	Leaders make decisions about innovation based on gut feelings and the likability factor of a learning experience.


4. Innovate Despite the Seemingly Improbable 

Leaders make time to expand their own horizon of educational possibilities, and in turn stretch others’ sense of what is possible, even among skeptics fearing the unknown. Boldness = what has to happen, despite perceived limitations, if lives are to grow Jewishly.
	Level 
One
	Level 
Two
	Level 
Three
	Level 
Four
	Level 
Five

	Leaders broaden their own horizons for what is possible through study and imagination; they are champions and cheerleaders for bold action in the face of skepticism and fear; they telegraph the high stakes of failing-a generation growing/ not growing as Jews; they model tolerance for risk-taking; and share in the responsibility for bold innovations that may not succeed.
	
	
	
	Leaders support small tweaking in 
the educational/ congregational system that results 
in minimal to no change in how learning is experienced or influences the lives of learners. These efforts are described as suffering from 
a “failure of imagination.”


5. Connect Innovations to Achieve Stated Goals

Leaders create coherent educational system by connecting the parts (professional learning, leadership, culture, curriculum, and infrastructure) across traditional school and synagogue boundaries in common purpose: a vision of education that positively nurtures the lives of learners.

	Level 
One
	Level 
Two
	Level 
Three
	Level 
Four
	Level 
Five

	Leaders over time connect all parts of the educational system, across traditional school and synagogue boundaries, to one another in a shared effort to achieve identified goals derived from vision; they identify a roadmap to build a cohesive and aligned system and actively promote links 
among curriculum, professional learning, governance, infrastructure, 
culture, and leadership so each part works in tandem with the others to achieve the common purpose of nurturing Jewish lives.


	.
	
	
	Leaders innovate interesting and good programs based on random good ideas. 


6. Garners Necessary Resources

Leaders identify, advocate and redistribute resources in order to have needed time, dollars, staff and space to support innovation.

	Level 
One
	Level 
Two
	Level 
Three
	Level 
Four
	Level 
Five

	Leaders advocate to the Executive Committee, Synagogue Board, and Education (Adult and Child) Committee(s) and community resources to provide, and/or redistribute dollars, time, space, and staff to adequately support day to day demands AND support a spiraling series 
of innovations over time to achieve stated outcomes.
	
	. 
	
	Leaders expect existing resources 
of budget, staff and time and space to support the intense and focused work called for in significant innovation. 


7. Energize Hands and Hearts

Leaders make their passion visible for creating learning experiences that are memorable and long lasting, they foster their energy by ongoing study, exploring ideas with partners, and staying in touch with their deepest hopes so they have the fortitude to manage the challenges of educational innovation. Leaders also attend to accessing and nurturing the gifts and passions of others. 

	Level 
One
	Level 
Two
	Level 
Three
	Level 
Four
	Level 
Five

	Leaders make the time to cultivate their own passions with ongoing study, and by cultivating trusting partnerships; leaders seek out and develop the talents and passions of others; and leaders express determination to overcome the inevitable challenges that come with the work of innovation.
	
	
	
	Leaders are consumed by the demands of daily work, lose touch 
with the passion 
that brought them 
to the field; and 
they continue to 
try to get all the 
work of education and innovation 
done alone because they know what’s best for learners thereby fostering 
a consumerist educational culture.











[image: image1.jpg]RE|AMAGTINE

The RE-IMAGINE Project of New York ¢ A project of the Experiment in Congregational Education (ECE) * Sponsored by UJA-Federation of New York

The ECE is a project of the Rhea Hirsch School of Education, Hebrew Union College-Jewish Institute of Religion, Los Angeles
The work of the ECE is made possible by generous grants from many funders. www.eceonline.org/funders




9

[image: image1.jpg]