The RE-IMAGINE Project of Los Angeles:

Goals of the Orientation Sessions

Orientation #1 -- Understanding the RE-IMAGINE Project and Selecting Task Force Members
· Understanding the dual purposes of the project:

· Re-imagining children’s education
· Developing the capacity to continually revitalize children’s education and your congregation

· Understand some of our underlying philosophy

· That this is a project about innovation, not improvement

· To understand that this is about changing the structure, and not the curriculum  (and why the RE‑IMAGINE philosophy is that structure is a prior consideration)

· Understand that this is a long-term process that will unfold over time; it will impact children currently in the religious school in small ways and younger children and future generations more deeply;  it is about building for the future

· Understand the value of both process and product in the RE-IMAGINE Project

· Have a brief introduction to the role of formal research and informal feedback in this work

· Receive and begin to familiarize yourself with the Guidebook

· Prepare to select and invite Task Force members 
Orientation #2 – Tools and Skills for the Project

· Understand the role and see a demo of the website and online learning

· Begin to develop facilitation skills and gain a greater appreciation of the need for good facilitation

· Learn about the different roles that different Leadership Team members play

· Learn about communicating to the congregation, why it is important and how to do it

Orientation #3 – Preparing to Lead the First Task Force Meeting

· Understand why we do text study in the ECE

· Be prepared to use the Guidebook to plan Task Force meetings

· Know when to communicate with your consultant and what to expect

· Understand that keeping records in the vision folder will be an important part of tracking the development of your idea

The RE-IMAGINE Project of Los Angeles:

Orientation One: Understanding the RE-IMAGINE Project and Selecting Task Force Members
Welcome 

Goals:

· Understanding the dual purposes of the project:

· Re-imagining the religious school

· Developing the capacity to continually revitalize the religious school and your congregation

· Understand some of our underlying philosophy

· that this is a project about innovation, not improvement

· To understand that this is about changing the structure, and not the curriculum  (and why the RE‑IMAGINE philosophy is that structure is a prior consideration)

· Understand that this is a long-term process that will unfold over time; it will impact children currently in the religious school in small ways and younger children and future generations more deeply;  it is about building for the future

· Understand the value of both process and product in the RE-IMAGINE Project

· Have a brief introduction to the role of formal research and informal feedback in this work

· Receive and begin to familiarize yourself with the guidebook

· Prepare to select and invite Task Force members

Connection:  Sharing your Artifact
Core Discussion One:  Valuing Process and Product on the Road to Innovation
· View RE-IMAGINE video
· What catches your eye?

· What questions would you like to ask the people shown in the video?

· Beginning with a focus on process
· Developing the capacity to continually innovate

· Moving from strength to strength

· Building for the future
Text Study:  Taking the Long Way

Throughout the RE-IMAGINE Project we turn to our Jewish sources to guide and enrich our work.  In Exodus 13:17-18, we learn that God chooses to take the Israelites “round-about” on their journey.  How do we understand the value of taking the long way around in the context of RE-IMAGINE? 
Break  

Research

· Value of feedback from participating congregations

· Value of formal research as this work moves forward

Core Discussion Two:  Focus on Putting the Task Force and a Timeline Together

· Using the RE-IMAGINE Project Roadmap to create a calendar of meetings

· Using the Guidebook as a tool when selecting and inviting congregants to join the Task Force

· Task Force roles and personal capacities charts

· Task Force Letter of Participation

· Thinking broadly about whose voices need to be heard

· Consultant support
Reflection:  
How would you describe what you are feeling about the RE-IMAGINE Project at this point?

What questions do you have about the project?

Evaluation:  Please Fill Out the Feedback Form.  We value your input.
Next Steps:
1. Read the sections in the Guidebook entitled Welcome and Setting the Stage for the next orientation.

2. Begin turning the RE-IMAGINE Project Roadmap into a calendar of meetings for your Leadership Team and Task Force.

3. Begin inviting congregants to join the RE-IMAGINE Project Task Force.  Involve your consultant in this process.
 SEQ CHAPTER \h \r 1Meet ECE's RE-IMAGINE Project Staff

Amy Asin, Assistant Director, Experiment in Congregational Education, RE-IMAGINE Project of Los Angeles Project Director, oversees the RE-IMAGINE project locally, supervises the local consulting team, and will be one of the consultants. Amy has supported the four previous cohorts of RE-IMAGINE congregations and was a consultant in the San Francisco pilot of RE-IMAGINE. She has over 20 years of consulting experience, beginning with a career in corporate consulting with Booz, Allen & Hamilton.  Amy is the Immediate Past President of Congregation Beth Am in Los Altos Hills, CA and has taught in its Shabbat afternoon family education program for six years  
Dr. David Ackerman, BJE Director of Educational Services, will oversee the project on behalf of the BJE.  David has extensive administrative experience at all levels of Jewish education and has directed mentoring programs in Los Angeles.  He speaks and teaches widely on a variety of topics including Israel, Tfilah and Spirituality, and Special Education.  David has published on school change in the Pedagogic Reporter.  
Los Angeles Area Consultants, A highly qualified team of consultants will work directly with congregations. These professionals have considerable experience working in congregational settings with lay and professionals around issues related to education and organizational change. They will be a resource to professional and lay people through the re-imagining process. They are:

Lesley Silverstone is a graduate of the Rhea Hirsch School of Education at HUC-JIR Los Angeles.  For the last ten years, she has been the regional educator for the Pacific Southwest Council of the Union for Reform Judaism.  Lesley has also worked in a number of congregational education settings as Director of Education.  She has been active in the National Association of Temple Educators and served as President from 2003-2005.

Rachel Timoner comes to The RE-IMAGINE Project with six years of experience as an independent consultant in organizational development, strategic planning and executive coaching, two years as a board member in her Reform congregation, and almost a decade as a leader in non-profit organizations.  She is also a fourth-year rabbinical student at Hebrew Union College-Jewish Institute of Religion Los Angeles, and a Wexner Graduate Fellow.
Janice Tytell has enjoyed a long career in congregational education settings, first teaching, and then serving as director of education in both Reform and Conservative congregations. She recently returned to the staff of the Bureau of Jewish Education of Greater Los Angeles, this time as Religious Schools Education Specialist.
Dr. Robert Weinberg, ECE Director, oversees the national work of the ECE and serves as overall project leader for The RE-IMAGINE Project. Rob served as an organizational change consultant to ECE for seven years prior to becoming Director in 2001. Previously a consultant and Principal of Hewitt Associates, a global human resources management consulting firm, he has authored articles on educational and synagogue change, including, “Revitalizing Congregational Education: Lessons Learned in the Trenches.”

RE-IMAGINE Project Staff, continued

Dr. Isa Aron, Senior Advisor, provides educational oversight and consultation to the project staff. A Professor of Jewish Education at the Rhea Hirsch School of Education of HUC-JIR, Isa is the founder of the ECE and is author of three books based on the ECE’s work: The Self-Renewing Congregation, Becoming a Congregation of Learners and (as co-editor) A Congregation of Learners.

Cyd Weissman, M.A., M.Ed., Project Director for The RE-IMAGINE Project of New York will be an advisor to the Los Angeles team.  Cyd is working with three cohorts of congregations in the New York area. She directed the nationally recognized re-imagining project for Congregation Beth Am Israel in PA. She has authored several articles on school and synagogue change, including, most recently, "Vision by Evolutionaries and Revolutionaries," and is a frequent speaker at conferences.

Gregg Alpert, MAJE/MAJCS, Distance Learning Specialist, oversees application and development of online tools. Gregg serves as National Director of Distance Education for HUC-JIR and brings an extensive background in educational technology and Jewish education. Prior to joining HUC-JIR he created multimedia and computer-based educational productions for a wide range of organizations both within and outside the Jewish Community. He also served as a Jewish curriculum designer and faculty member of Milken Community High School.
ECE Staff Contact Information
	Name
	Email
	Phone Number

	Amy Asin
	aasin@huc.edu
	(650) 852-9707

	Lesley Silverstone
	lsilverstone@huc.edu
	(310) 320-0808

	Rachel Timoner
	rtimoner@huc.edu
	(323) 719-8256

	Janice Tytell
	jtytell@bjela.org
	(818) 464-3372

	Distance Education Support (Online Learning technical issues)
	desupport@huc.edu
	(800) 899-0925 x4290


RE-IMAGINE Project of Los Angeles Congregations
	Congregation
	Location
	Movement
	Number of Households
	Number of Students

	Leo Baeck Temple
	Los Angeles
	Reform
	710
	150

	Temple Adat Ari El
	Valley Village
	Conservative
	824
	90

	Temple Adat Elohim
	Thousand Oaks
	Reform
	700
	450

	Temple Beth El of San Pedro
	San Pedro
	Reform
	275
	81

	Temple Isaiah
	Los Angeles
	Reform
	800
	450

	Temple Israel of Hollywood
	Los Angeles
	Reform
	900
	172

	Temple Judea
	Tarzana
	Reform
	1200
	750


The Blessing Before Study
To be recited before every text study

	


	Baruch atah Adonai, Eloheinu Melech haolam
asher kid’shanu b'mitzvotav v'tzivanu la'asok b'divrei Torah

Praised are You Adonai, Ruler of the universe,
Who sanctifies us with mitzvot and commands us
to engage in the study of Torah.


Please note that God’s Hebrew name appears on this page. 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.  

Text Study:  Taking the Long Way

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

Part One

The following text is taken from Parashat B’shalach.  The text raises the question of why God took the Israelites on a roundabout journey to the Promised Land rather than leading them on a direct path.

	








	Now when Pharaoh let the people go, God did not lead them by way of the land of the Philistines, although it was nearer; for God said, “The people may have a change of heart when they see war, and return to Egypt.”  18) So God led the people round-about, by way of the wilderness at the Sea of Reeds

Exodus 13:17-18


4. How does the Biblical text explain God’s decision to take the people the long way around?

5. In what ways to do you find this answer satisfying?  In what ways do you find it unsatisfying

Part Two

We can gather that at least some of the rabbis found the Biblical answer unsatisfying because, in various midrashim (explanatory tales), they offered alternative explanations for God’s decision.  Many of these midrashim were collated by Louis Ginzberg in his monumental work Legends of the Jews.  The following passage is excerpted from one of Ginzberg’s volumes.

For several reasons God did not permit the Israelites to travel along the straight route to the Promised Land.  He desired them to go to Sinai first and take the law upon themselves there… Over and above all this, the long sojourn in the wilderness was fraught with profit for the Israelites, spiritually and materially.  If they had reached Palestine directly after leaving Egypt, they would have devoted themselves entirely each to the cultivation of his allotted parcel of ground, and no time would have been left for the study of the Torah.  In the wilderness they were relieved of the necessity of providing for their daily wants, and they could give all their efforts to acquiring the law.

6. Do you find the answers presented here more satisfying?  If so, why? If not, why not?

7. From this explanation of the Israelites’ wandering, what can we learn about achieving goals through indirect routes?

Part Three

Another lens through which we can view the process of change is that of organizational development.  The following is a quote from Peter Senge in The Dance of Change:

....we use the term "profound change" to describe organizational change that combines inner shifts in people's values, aspirations, and behaviors with "outer" shifts in processes, strategies, practices, and systems....In profound change there is learning.  The organization doesn't just do something new; it builds its capacity for doing things in a new way - indeed, it builds capacity for ongoing change....It is not enough to change strategies, structures, and systems, unless the thinking that produced those strategies, structures, and systems also changes.

8. As you guide your Task Force and stay in communication with congregational members and staff you may hear people wonder why deep changes are not being made immediately. As a leader you will be called upon to help people understand the need for process as well as product.  

The benefits of products will be quickly evident through "low hanging fruit" (small early experiments) that you create early in the project. But the time it takes to dialogue, study, reflect and imagine may need explanation. Drawing from Exodus, the words of the rabbis and Peter Senge what might you respond to someone who says, "Why talk, let's act now?"
Background

Louis Ginzberg (1873-1953) – one of the outstanding Talmudists of the 20th century. Ginzberg served as a professor at the Jewish Theological Seminary of America for over 50 years.  He is the author of The Legends of the Jews, a 6 volume set which combined hundreds of legends and parables from a lifetime of midrash research.

Peter Senge – a senior lecturer at the Massachusetts Institute of Technology, the chairman of the Society for Organizational Learning, and the author of The Fifth Discipline in which he developed the notion of a learning organization.  He is a recognized pioneer, theorist, and writer in the field of management innovation.
Calendar Planning for The RE-IMAGINE Project

	Month
	Materials/Meetings
	Place in Project
	Leadership Team Meeting
	Task Force Meeting

	July
	Orientation #1 
July 25

	
	
	NA

	August
	Orientation #2 August 20, 6:30PM

Temple Judea

	
	
	NA

	September
	SHANA TOVA

	October
	Orientation #3 

October 9, 6:30PM

Leo Baeck Temple


	Setting the Stage
	
	

	November
	Facilitator Conference Call 

November 13 evening

Chug Limudim #1 for Leadership Team November 29 evening


	Looking Inward Meeting One
	
	

	December
	Rabbi/Educator Roundtable #1 December 6 lunch


	Looking Inward Meeting Two
	
	

	January 2008
	Communications conference call 

January 16 evening


	Optional Looking Inward Meeting
	
	

	February
	Task Force Chair Roundtable

February 13 evening


	Looking Outward Meeting One
	
	

	March
	Rabbi/Educator Roundtable #2

March 11 lunch


	Looking Outward Meeting Two
	
	


	Month
	Materials/Meetings
	Place in Project
	Leadership Team Meeting
	Task Force Meeting

	April
	Yachdav gathering for ALL Task Force Members 

Sunday, April 6

2-6PM


	Looking Forward Meeting One


	
	

	May
	Chug Limudim #2 for Leadership Team, including members of the Alternative Model Sub-team 

May 28 evening


	Looking Forward Meeting Two


	
	

	June
	
	Looking Forward Meeting Three


	
	

	July
	
	Moving Forward Meeting One or month off


	
	

	August
	
	Moving Forward Meeting One or month off


	
	

	September
	Rabbi/Educator Roundtable #3

Pick date based on school year and Chagim


	Moving Forward Meeting Two
	
	

	October
	
	Moving Forward


	
	

	November
	
	Moving Forward


	
	

	December 2008 through October 2009
	
	Moving Forward


	
	

	October 2009
	Siyum – evening, to be scheduled post Chagim


	Ongoing work


	
	


RE-IMAGINE Feedback Form:  Orientation #1
10 Av 5767/July 25, 2007
Your responses and comments are very valuable. Please circle the response that best represents your opinion for each question.  Thank you for completing this sheet.
1. How confident are you that you understand the purposes of the RE-IMAGINE Project well enough to articulate them to other people in your congregation?
1-very
2-somewhat
3-slightly
4-not at all
2. How much did the text study affect your thinking about how to approach the RE‑IMAGINE Project?


1-a lot
2-somewhat
3-a little
4-not at all

3. How confident do you feel about your ability to turn the Roadmap into a calendar for your task force’s work?

1-very
2-somewhat
3-a little
4-not at all 

4. How much did the suggestions for selecting and inviting Task Force members affect your thinking about how to approach this task? 


1-a lot
2-somewhat
3-a little
4-not at all clear

5. To what extent did the shared experience of the orientation contribute to your sense of being part of a broader community of congregations engaged in a similar process?


1-a lot
2-somewhat
3-a little
4-not at all

6. How excited and energized to move ahead do you feel?


1-very
2-somewhat
3-slightly
4-not at all
(please turn over)

Please add any other comments you wish regarding this orientation or future RE-IMAGINE meetings.

Do you have any questions you’d like to have answered before the next orientation? 

Congregation: _________________________________________________________________

Name (optional) ________________________________________________________________
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The RE-IMAGINE Project of Los Angeles A project of the Experiment in Congregational Education (ECE). In Partnership with the Bureau of Jewish Education

The ECE is an initiative 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
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