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Introductory Note

A Leadership Development Manual is a valuable source of orientation for committee chairpersons, new Board members as well as a means of continuity for veteran volunteers serving the Congregation with a new portfolio of responsibilities.  The Manual represents the "collective wisdom' of our Synagogue's leadership, as well as the guidance of our national organization, the United Synagogue of America.  It is important for leaders of the Congregation to become familiar with all aspects of this Manual, both to effectively function within one's domain of leadership plus to participate in an informed fashion in the deliberations of our Synagogue.  Input by new members, volunteers and the leaders of our Congregation will be critical in updating future editions of this special new resource for our Temple family.  I enthusiastically invite your full utilization of Congregation Agudath lsrael's "Leadership Development Manual."

B'vracha,

Rabbi Alan Silverstein
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Introduction to
Congregation Agudath Israel
of West Essex

Purpose & Function of the Synagogue

Congregation Agudath Israel is a Conservative synagogue affiliated with the United Synagogue of America, the national body which unifies Conservative Synagogues throughout North America.  We are supportive of the Jewish Theological Seminary as the training institution for Conservative rabbis, cantors and educators.  Moreover, we are involved with the Conservative movement's professional leadership, e.g., the Rabbinical Assembly, the Cantors Assembly, the Educators Assembly and the National Association of Synagogue Administrators.  We additionally are committed to the global efforts of Conservative Judaism as embodied in its World Council of Synagogues, and in particular, Its Israel Dimension, the Mesorati Movement.

Within our own congregational life, Congregation Agudath Israel is committed to make maximum efforts to provide religious fulfillment, Jewish identity for all of our members, regardless of age or family life situation.  It is the place where we celebrate the joyous life cycle events and the place to find comfort and solace when we mourn.

Accordingly, we provide Nursery School, Religious School, Hebrew High School, Adult Education and life-long learning educational programs.  We also offer the associational activities of our Sisterhood, Men's Club, Senior Adults Lounge, USY and Kadima teenage youth groups, as well as programs for Jewish single adults.  Moreover, we are involved in social action concerns, Israel affairs, Ecumenical and local community matters, plus issues of Jewish concern reflected by our Metro West Jewish Federation.  Through the broad range of activities and affiliations, Congregation Agudath Israel offers a strong sense of identification Judaism and with the Conservative Movement.

Our History:
Congregation Agudath Israel Of West Essex

Congregation Agudath Israel of West Essex was founded in 1920 by some 30 families who banded together in recognition of the need for a Jewish spiritual presence in the Caldwells.  Among the founders were Harry Goodwin, Joseph Salper, Harry Krill, Jacob Lasser, Isaac Levy, William Stark and Joseph Bloom.  Arrangements were made for the children to study in a small insurance office on Bloomfield Avenue where they were taught by a woman whose name was Miss Harris.  At the same time, a group of teens seeking the companionship of other Jewish young people joined together to form a social club known as the Amacites.

The planning and determination of these dedicated people resulted in a loan from a local bank, enabling them to purchase a piece of property on March 13, 1922.  Ground breaking ceremonies were held for our first shul, a one room white stucco building on Washburn Place.  The “Jewish League of Caldwell" was born.  Joseph Bloom served as president from 1923 to 1928.  Dues were $6.00 a year.  Services were conducted by Joseph Salper and rabbis from Newark were hired for the High Holy Days.  Abraham Abarbanel was principal/teacher for the religious school.

In 1934, Rabbi Goldman was hired and in 1939, his successor, Rabbi Morris R. Werb came to Caldwell with Helen, his bride of one year.

With more Jewish families moving into the area, additional space was soon needed.  The children were attending the Consolidated Hebrew School in Bloomfield and transportation was difficult.  For special functions and High Holy Day services, it was necessary to rent the Women's Club.

A donation of a parcel of land on Academy Road was the impetus for the authorization of an expenditure of $100,000 to be used for the building of anew synagogue and ground breaking took place on April 8, 1951.  Dedication of the new building on Academy Road took place on April 20, 1952 but by July of that year, ft is became apparent that still more room was needed to accommodate the growing religious school enrollment.

In November, 1955, the house and property adjacent to the synagogue on Academy Road was purchased and converted into a Hebrew School and Meeting rooms.  To help finance the purchase, the Washburn property was sold.  Dedicated ceremonies for the new Hebrew School took place on January 30, 1955.

At the same time, other changes were taking place as we matured into a more liberal congregation and in June, 1960, a new constitution was accepted calling for a change in name to Congregation Agudath Israel of West Essex and granting to women the right to vote and to hold office.

By 1958, we found we were again outgrowing our space and when the opportunity came to purchase the corner property on Academy Road and Elizabeth Street, plans were drawn for a new sanctuary, social hall and kitchen to be built on this property and to connect with the existing facility.  At the same time, it was decided to build a new Hebrew School which would connect all of our facilities with the existing Hebrew School which would then be converted into offices for the rabbi and principal and into additional nursery school classrooms.

A detailed census was undertaken in order to project the future needs of the congregation.  By 1962, a building committee was appointed and in 1963 plans went ahead in earnest to bring the plans to fruition.  Three committees were established: facilities; finance; and building.  In 1964, plans were approved by the congregation and a fundraising campaign to raise $400,000 took place in 1965 and was subscribed by about 90%.  However, mortgage money was difficult to obtain at that time and it was not until January, 1967 when a favorable mortgage was finally secured.  Ground breaking ceremonies took place with much fanfare in the spring and on September 15, 1968, the dedication of the new sanctuary, reception hall, kitchen and Hebrew School took place.  A dedication ball was held on September 21, 1968.

Fulfillment of pledges by the membership made it possible to hold a “Mortgage Burning Ball on October 21, 1978. Again, in the eighties, with the appointment in 1979 of Rabbi Alan Silverstein as our spiritual leader to succeed Rabbi Morris Werb. who retired after forty years of dedicated service, we found we were outgrowing our facility. A long range planning committee was appointed which served over several administrations and finally, renovation and expansion plans began in earnest with the formation of the “Renovate in 88” campaign and the appointment of implementation and finance committees to oversee, plan and arrange for financing of a $2,000,000 renovation and building project. At the same time, our growing congregation presaged the need for a frill time cantor, and Cantor Joel Caplan, who had been sewing as our part time cantor while in school was appointed to join Rabbi Silverstein on the Bimah as cantor. A major influx of young families into our synagogue family was well served with the appointment of Susan Werk as our educational director and in 1988, with the realization that volunteers could no longer handle the myriad responsibilities of a growing congregation, our first executive director was brought in.

In 1987, the sale of our Elizabeth Street property allows us to refurbish the Sanctuary and High Holiday Services were held there in 1988. Major repairs which were necessary to repair leaks in our roof and the unexpected availability and purchase of 26 Academy Road greatly added to the expected costs of the renovation, But, in the spring of 1989, a favorable mortgage was secured Building was begun at once, with formal ground breaking taking place in the fall. Plans called for a ‘spine’ to connect all parts of our building, allowing us for the first time to reach one part of our facility without going through another, a new and expanded religious school, chapel, office wing, a renovated and expanded social hail, Youth Lounge, library and meat and dairy kitchens Dedication ceremonies were held on June 16, 1991.

Since that time, the favorable sale of our pews and Bimah furniture has helped us to purchase new carpeting, pews and Bimah appointments which have greatly enhanced the beauty and aesthetics of our sanctuary. A generous donation allowed the furnishing of our new chapel which was further enhanced with the original stained glass window designs of Fenick Vogel, member and architect of our previous renovations and carried out by member, George Greene.

Further chapters of the story of our synagogue remain to be written as our future unfolds.

Youth Activities

The Youth Commission serves as the policy making, coordinating and supervising agency for all of the congregation's teen-age and young adult activities.

KADIMA:
An organization for 7th and 8th graders, sponsoring synagogue-centered activities coordinated with and co-curricular to the synagogue school.  The Kadima Basketball team plays throughout Northern New Jersey as part of the regional United Synagogue Basketball League.

UNITED SYNAGOGUE YOUTH: USY serves our teenagers in the 9th-12th grades.  Meetings are held in the synagogue on a regular schedule with special emphasis on regional events, both educational and social.  Regional conventions are held twice during the school year.  There is an international convention during the winter recess and a regional week-long encampment in late August.  A basketball team is sponsored for this group and the team is a member of the Northern New Jersey United Synagogue regional basketball league.

COLLEGE YOUTH & U.S. SERVICEMENAVOMEN who live away from home are serviced with subscriptions to the Jewish News and the Voice.  Greetings and gifts are sent at Hanukkah and/or Passover and a special Sabbath Service or program is planned during the winter recess.

Awards & Scholarships

INA WOLFE ENDOWMENT FUND: Sisterhood awards a scholarship each year to further Judaic studies through a trip to Israel.  Applications are accepted August 30th-May 1st from children of members of the congregation.  Announcements of this award appear regularly in the Voice, the Light and in the Shabbat Shalom Bulletin.

JACK LIPPE MEMORIAL SCHOLARSHIP: Men's Club awards each year a scholarship to graduating seniors on the basis of religious, academic and extracurricular activity.  This award is open to children of members of the congregation.  Applications are available at James Caldwell and West Essex High Schools and at the congregation office.

Cemetery Association

The Jewish League of Caldwell Cemetery Association was organized in the 1930's for the benefit of our Congregation.  This independent society is run solely by its plot owners and has cemetery plots available in the Menorah section of the East Ridgelawn Cemetery, Clifton, N.J. For over 50 years, many congregants and their families have chosen to be bused in our synagogue section.  Plots are sold to congregants at a special preferred price.  In a congregant's time of need, the officers of the Association assist in the immediate purchase of a plot (if not previously purchased) and assist in the arrangements for the opening of a grave.  Later, the logistical arrangements for the erection of a monument are also done through the Association officers.  Congregation members are encouraged to purchase plots for their future family needs now to avoid the trauma at the time of immediate need.  The Cemetery Association is responsible for the care of the unsold graves but the Association does NOT provide any form of perpetual care for occupied graves.

Any inquiries about the Cemetery Association can be made through the Synagogue office or contact the Association's Officers.  Current officer’s of the association are:

President
Sy Silberg

Vice President
Stan Kagan

Treasurer
Mel Berkowitz

Secretary
Arthur Franklin

The Conservative Movement
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The Conservative Movement

Jewish Theological Seminary

Established in 1886

Rabbinical School, Miller Cantorial School, List College, Davidson Graduate School of Education

Bet Midrash,.  Jerusalem

Camps Ramah

The Jewish Museum in New York

Annual High Holy Day Message in Major Publications

Library

University of Judaism, Los Angeles

United Synagogue Of Conservative Judaism

The Association of Conservative Congregations, Founded in 1913

Department of Regional and Extension Activities

20 Regional Offices in USA, Canada and Israel

Direct Services to Synagogues by Regional Trustees

Visitation by Members of the Central USCJ Staff

Program Initiation to Enhance Synagogues

Commission on Jewish Education 

Early Childhood Education Synagogue Schools

Post Bar[Bat Mitzvah Education Family Education

Adult Education

Material Development, Conferences, Consultations, Teacher In Service Training

Committee on Commitment and Observance of United Synagogue and Rabbinical Assembly

Committee on Intermarriage of United Synagogue and Rabbinical Assembly

Solomon Schechter Day School Association

Biennial Conference

Teacher In-Service Training

Professional Growth Programs for Principals

Guidance and Consultations

Curriculum, Textbooks and Materials

National Youth Commission

Synagogue sponsored Youth Activities: Kadima and USY 

Annual International Convention

Regionally sponsored Shabbatonim and Day Activities

Summer Programs -- USY on Wheels, USY Israel/Poland/Europe Pilgrimage

Special Interest Groups - HeChalutzim, 613 Mitzvot Club, Heschel Honor Society

Nativ - College/Leadership Freshman Year Program in Israel Informal Educational Programming Materials and Sourcebooks

Department Social Projects

Social Action and Public Policy Ha,Ma'aseh - Quarterly Newsletter Healthcare Reform

Domestic Violence

Environment

Child Welfare

Reproductive Choice

Prayer in Public Schools

Tzedakah Projects

HIV/AIDS

Cults and Missionaries

Civility: Derech Eretz in Torah

USCJ Resolutions

Israel Affairs

Center for Conservative Judaism in Jerusalem

Bar/Bat Mitzvah in Israel

Conservative Movement in Israel 

Israel and US - Quarterly Newsletter 

Disaster Relief Fund

Ethiopian Jews

Interfacing with Jewish Organizations

Relating to Community Organizations

Inter-religious Affairs

Outreach to Intermarried

Promoting Jewish Marriage ... Preventing Interfaith Marriages

Biomedical Ethic Network

Legal Affairs

Accessibility

USCJ Cemetery

National Council of Synagogues

Program Circulating Library

Department of Leadership Development

Synagogue Board Leadership Training Seminars

Synagogue Self-Evaluation: Cheshbon Hanefesh K'hilati

The SULAM CHALLENGE: Training Synagogue Vice-Presidents for Leadership

Committee on Congregational Standards  - Guide to Funeral Practice
Guide to Congregation Constitution and By-Laws

USCJ Art Engagement Calendar

USCJ All-Occasion Cards

Program Department

Jewish Living Now Campaign - Kashrut, Shabbat, Tzedakah, Tefillah
Timely Program Ideas (T.P.I.)

Biennial Convention

United Synagogue Trustee & Resource Guide

Singles Commission and RESHET E-Mail Network

Solomon Schechter Awards

Program Suggestions

Congregational Program Library

Department of Service to Congregations

Administers Placement Procedures for Cantors, Educators and Executive Directors

Coordinates Affiliation of New Congregations

Outreach Assistance to Smaller and/or Isolated Congregations

IMUN L'EMUNAH - Religious Leadership Training Program

Torah Sparks - Weekly Discussion Guide for Shabbat Readings

KOACH: Colleges Campus Outreach

Annual KOACH Kallah (Conference) in February (On a College Campus)

Creative Grants Program Provides Modest Funding to Individual Campuses

E-Mail Network for Students

Israel Winter Trip and Program for Overseas Students

Regional Conferences

Urban Mitzvah Corps -- Working with Habitat for Humanity

Mission to Germany and Poland

North American Learning Project

KOACH On Campus Newsletter

Department of Computer Operations 

USCJ NET Electronic Mail Network USCJ On-Line Services

Congregational Database Survey Statistics

Synagogue Hardware Purchasing Assistance

Synagogue Software Support Services

USCT Book Service

Build Your Jewish Library

Prayer Books

Children's Books

Music and Dramatics

Preschool, Elementary and High School Material Certificates and Diplomas

Adult Education

Books of Jewish Interest From All Publishers

Department of Public Affairs

United Synagogue Review

Quarterly Mailings to Congregations

Monthly News In Brief

Organizational Publications ('Questions and Answers, "A Guide for the

Synagogue Board Member'

Publicity leaflets on Israel programs: Center in Jerusalem, USCJ Yeshiva.

planned Agron Street Education Center and Youth Hostel

Press Releases/Opinion Pieces

Update on Congregational Mailing Lists 

Guide to Congregational Publicity

Department of Operations

Insurance - Synagogues Property and Casualty Program

Insurance - Health Care Coverage for Congregants

Fund Raising:

A)
LDM Telephone Program

B)
Deferred Giving Program Travel - Tours to Israel and Europe

Rabbinical Assembly

International association of rabbis affiliated with Conservative Judaism

Cantors Assembly

International association of cantors affiliated with Conservative Judaism

North American Association Of Synagogue Exec

Organization of synagogue professional business administrators, chief executive financial Trustees and coordinators of synagogue programming

Jewish Educators Assembly

International association of Conservative Jewish educators

Jewish Youth Trustees Association

Organization of leaders of youth programs affiliated with Conservative Judaism

Women's League For Conservative Judaism

International association of synagogue sponsored Sisterhoods

Supports congregations, Jewish Theological Seminary and Conservative Judaism Jewish education and training of women to lead synagogues

Biennial Convention

Federation Of Jewish Men's Clubs

International association of synagogue sponsored Brotherhoods

Supports congregations, Camp Ramah, USY, and Conservative Judaism Hebrew Literacy Campaign

The Art of Jewish Living Publication Series

Jewish education and training of men to lead synagogues

World Council Of Synagogues

Association of synagogues affiliated with the philosophy of Conservative Judaism outside of North America and Israel.  The organization which assists in the development of Conservative Judaism connections worldwide

Mercaz

The Zionist organization of the Conservative Movements

The voice of Conservative Zionism in the W.Z.O.

Affiliation by individuals and families in support of Zionist education, Israel programs and aliya within the Conservative Movement

Masorti Movement

The association of Israeli synagogues affiliated with Conservative (Masorti) Judaism

A foundation which supports Israel Masorti Judaism by raising funds and

establishing relationships with North America Conservative synagogues

NOAM - Israeli Conservative youth programs

Kibbutz Hanaton - Israeli Conservative kibbutz, near Nazareth

RA Committee On Jewish Law And Standards

Conservative rabbis who serve and rotate off periodically, who consider ritual and ethical questions and respond with a balachic teshuva which forms the approach of Conservative Judaism

Participating, but non-voting representation from United Synagogue

Joint Rabbinic Placement Commission

Representatives from JTS, RA, USCJ oversee the process of Rabbinic placement to congregations as well as positions with Hillel, chaplaincy, education and Rabbinic assistants

This page left intentionally blank

.

Especially for Current and Future
Members of the Board of Trustees
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Introduction to Board of Trustees
Congregation Agudath Israel

Your Board Member Hats

Congratulations!  Whether you're a rookie or a veteran board member, you've taken on a very important role and can expect exciting times ahead.  What you do as a board member this year will have great impact on Congregation Agudath Israel for years to come!

But as exciting as your board term may be, it will also be challenging.  You'll assume many different roles and wear many different hats as you respond to the various demands of your job.

That's why we have put together this manual.  It's been designed as a guide and reference resource to the roles and responsibilities you'll take on as a board member.  

Your responsibilities as a board member are to...
1)
Meet the needs of the people you serve.   When you get right down to it, the only reason your board exists is to serve the membership and the Jewish community of Essex and Morris County.  So the "bottom line" of every decision you make should be, "How will this help us serve our congregants and the Jewish Community better?"

2)
Set policies that guide Agudath Israel.   Remember that your primary function is to fashion the policies that ensure Congregation Agudath Israel is run effectively, legally and ethically.  

3)
Ensure that the Congregation has adequate finances and that the money is being spent responsibly.   As you set policy and make plans for the future, you need to assess the Congregation’s ability to finance its plans--and make sure there's enough money in the coffers to cover its costs.

Of course, as a Board member, you're also responsible for seeing it is well-spent.  This role, however, doesn't mean you must approve every expenditure.  What you need to do is determine that the money is being spent effectively to deliver the programs and services you've authorized.  This can be done by financial and performance "audits"--not by personally examining where every penny goes.

Your Policy-Maker Hat

Whenever I think of a board member's "policy-making hat,' I immediately picture a 10-gallon Stetson.  Why?  Because the policy-making role is perhaps the biggest component of your job as a board member.  As the policy-making body, the board will be making decisions and providing direction for just about every aspect of Agudath Israel.

And because this part of your job is so big, it can also be the most confusing. 
Most of the confusion comes from the "What's a policy?” dilemma.  Lots of board members aren't sure which decisions are considered policy (and therefore their responsibility), and which are considered management (falling into the Executive Director's bailiwick or the myriad of Committee’s at Agudath that really make it work).

Here's a simple rule of thumb that will help steer you through these murky waters: Policy decisions are those that affect Congregation Agudath Israel as a whole; management decisions affect individual programs, services or people.

When you're faced with an issue and are wondering if it's a policy decision, ask yourself these questions:

· Will this decision help determine procedures, activities, programs or services that affect the entire organization?

· Is this decision required by law or regulatory agencies?

· Is this an issue that the Executive Committee has requested our assistance on?

If you answer "yes" to any of these, you're probably faced with a policy-making decision and will want to give it your full attention.

On the other hand, there are also questions you can ask that will pinpoint the issue as a management matter. For instance:

· Does this issue affect an individual employee?

· Does it relate to the efficiency and quality of service provided by a specific committee or program?

· Does it relate to an administrative area that is operational in nature, or affects specific units or divisions versus the entire organization?

If you answer 'yes" to any of these questions, it's probably an issue that's best left to your Executive Director or Executive Committee.

Your Leadership Hat

As a board member, it's your job to be a leader--to guide your organization into a promising future!  As you think about the future, you'll realize that it's next to impossible to work toward any goals unless you have a plan in place.  A long-range plan is like a road map you use when traveling through new territory: Without one, you can only guess where you'll end up!

There's no doubt that planning is a big job.  But there's no one better than you, working with the professional staff to figure out where you want to be in the future--and what's the best way to get there.

How to get thinking about the planning process?

First, dream a little.  Before you begin your actual planning--dream a little!  Yes, go ahead and dream about what you would like for Congregation Agudath Israel and where you would like to see it in the future.

Successful board members need to do more than balance the budget and keep the people you serve happy.  You want Congregation Agudath Israel to be the best it can be. So take some time and dream about it--then share your ideas with other board members.  Use the following statements to help you get your dreams down on paper

My dream for Congregation Agudath Israel is...

My greatest concern for Congregation Agudath Israel is...

The thing that impresses me most about Congregation Agudath Israel is...

Board members are asked to bring ideas of where they want Congregation Agudath Israel to be in the future years.  These ideas should be shared at board meetings.  This is a great place to start the planning process.  Everyone begins to think about the importance of planning and it sets the stage for future in-depth planning sessions.

You can play a game of "what if?" Try using some "what if' scenarios to begin discussions.  As a board member you have a right and perhaps even an obligation to bringing these ideas to the board.  An example could be, "What if the population in this area increases by 15% and our current staff can't answer their needs?"

Once you begin discussing situations like this--you'll quickly see how important a long-range plan is so that you don't face a situation for which you are unprepared.

Your Financial Hat

“I'm not a CPA, banker or financial planner by trade.  How the heck am I going to be able to figure how the financials of Congregation Agudath Israel?”

You don't have to figure it all out yourself.  It isn't your job to understand where every penny went--that responsibility belongs to the Executive Committee and Treasurer.

Your job is simply to oversee and monitor the financial health of Congregation Agudath Israel.  Here are the four areas that you're responsible for as a board member.

1)
You set financial policy.  This means you determine the areas where Congregation Agudath Israel’s dollars will go.  Your policy decisions should be based on the goals you set for Congregation Agudath Israel during planning sessions. Proportional amounts of money should be earmarked for high-priority areas.

2)
You help develop and approve the budget.  Your budget is the financial blueprint for Congregation Agudath Israel, based on the broad financial policies you have already set.  You must make sure there will be enough resources available to meet the goals and objectives for the upcoming year.

3)
You delegate implementation of the financial policies and the budget.  Once you've developed your budget, you should step back and let your Executive Committee, the professional staff and the volunteer base of Congregation Agudath Israel make things happen!

It's their job to spend the money you have budgeted.  So allow them to make spending decisions within budget limits.

4)
You should monitor financial outcomes.  Board members have always been haunted by financial worries.  Is spending being done wisely?  Are there financial problems we don't know about?  Will we have enough money to pay the bills?

It's so tempting to roll up your sleeves and dig into financial records--just to answer your concerns.  But remember, you are only monitoring the results. Leave the day-to-day management of finances to your Executive Director and Treasurer.  Instead of trying to keep abreast of every single purchase, keep a closer eye on the big picture.  You can do this by asking the following questions:

· Are we on target with our planned expenses and revenues?

· Are we financially solvent (money in the bank to pay current expenses)?

· Will we have income to meet future expenses?

Know what financial figures you need to see.

To answer the three questions listed above, you're going to have to see some sort of financial figures.  But you don't want to be overwhelmed with unnecessary information either.  Here are three tools that will give you the answers you need...

1. A basic financial statement A financial statement can summarize revenues and expenditures in such a way that will give you a good idea of your financial condition.  As you're reviewing your financial statement, don't get bogged down in detail.  Remember that you don't need to know how every penny was spent.  What you do want is a general understanding of how things are going.

2. Bottom-line numbers.  Because you're more concerned with bottom-line information rather than an item-by-item explanation, ask your Executive Director or Treasurer to highlight bottom-line figures on your financial statement.  This will help you to focus on the total expenses and revenues.

3. Historical figures to be used for comparison.  It's important that you be able to put the figures you're looking at into context.  To do this, you'll want to have the current month's figures, as well as the previous month's figures and the figures of the same month from last year.  You might also ask for "year-to-date" figures for the current year and the previous year.

As you're reviewing the numbers, there are a couple of things to keep in mind...

First of all, you should concentrate on any changes you see.  If your bottom-line numbers are suddenly very different than what you had expected, or you see an unexpected upward or downward movement, you should start asking questions.

Secondly, if the numbers aren't making sense, ask for an explanation.  

Your Participator Hat

Congregation Agudath Israel’s business is too vital to be left to less than the full board!  You are a board member because of the skills and talents you bring to your organization.  If you're not at the meetings to offer your perspective, everyone loses!

To make sure you participate in the most effective manner, plan on attending every meeting.  And don't forget to prepare yourself beforehand.  If you're not prepared, you may slow the entire meeting down, asking questions about issues that your fellow board members have already familiarized themselves with.  Here are some things you should make sure you do several days before your board meetings...

· Review the agenda and any other information that is pertinent to items that will be discussed. This means reading the background material provided and going over necessary reports .

· Get most of your questions answered before the meeting. If some of the materials are unclear, call the Executive Director or one of the Officers and find out more.

· Look over the previous meeting's minutes closely. Your board won't want to spend time reading minutes at its meeting, so be sure you've taken a close look at them before you convene.  You should spend time on the minutes only if you've found an error or discrepancy.

Effectively discussing sensitive issues
As you well know, it's impossible for 10, 15 or more people to sit around a board table and agree about everything, even more so if they are Jewish.  The very nature of board work ensures that you can expect a disagreement from time to time.

And that's healthy--you didn't become a board member to be a "yes' person.

But, at the same time, you have to be careful about how you handle disagreements.  You don't want these instances to get out of hand--where board members are pounding their fists and yelling at each other over the board table.  Instead, you want to manage your disagreements so they become productive opportunities to look at more than one side of an issue, consider a variety of alternatives, and debate the strengths and weaknesses of each option.

Here are a few basic guidelines that will help you keep your board's debate of controversial issues constructive...

· View debates as win/win situations.  Note that disagreement doesn't have to end with a winner and a loser if all board members are focused on finding the best decision for the organization--not for themselves.

· Remember that personal attacks are off limits.  Keep all discussion on the business level and focused on finding the best decision--not on attacking the integrity of other board members.

· Begin with adequate information about the issue, or table discussion until you do have the information you need. Trying to discuss an issue without complete information reduces the debate to nothing more than emotional argument and that won't produce a good decision.

· Allow everyone to take part in the discussion.  He or she can provide vital information and professional guidance to keep your deliberations meaningful.

Committees can save your board lots of time

During your tenure as a board member, you can expect to serve on at least one committee.  And this is a very important responsibility.  Committees do a lot of the legwork and much of the information-gathering that helps a board make good decisions.

When a board has a strong committee structure, it saves a lot of time.  Instead of requiring that the full board be an expert on every issue, it can delegate areas of expertise to appropriate committees.

By the same token, if a board misuses its committees, it can create twice as much work for itself.  Let's say you've asked your finance committee to come up with an easier way for your board to put together its budget.

After researching three or four alternatives, your finance committee makes its recommendation.  But, instead of trusting the committee's judgment, your board demands that each option is reviewed at a full board meeting.  Then, it elects to override the committee's recommendation.

All the work your committee did has just been wasted!  Those same volunteers will also be the first individuals to not volunteer to put together the next budget you need a committee for.

Remember:
Use your committees to save you time.  And don't undermine their efforts by insisting on retracing whatever path the committee members took to reach their decision!

Your Team-Builder Hat

There's nothing more powerful than a board that has learned to work together as a team, eager to advance the organization to which it is committed.  Working together, you can accomplish goals that individuals could never reach!

But a true board team doesn't develop naturally when a half-dozen (or more) individuals suddenly sit down around the same table.  It takes continual effort by each board member.

Here are a couple of "ground rules' you and your board peers should keep in mind as you work to create a sense of team spirit in the board room:

· Recognize that every board member will have different opinions and ideas.

· Respect everyone's ideas, even if you don't agree with them.

You can build team spirit in a multitude of ways.  Here's some great ideas board members have found in the past.:

· Learn what kinds of personalities are on your board-and how to deal with them. 

· Tune into other board members' good points.

· Don't take issues personally.  Stress that the majority rules.  And once a vote has been taken, don't let things fester!  Keep in mind that you're all team players trying to do the best for your community--not individuals trying to get your own way.  If the full board rejects your idea or turns down a proposal you've presented, it's a dead issue.  Don't torture yourself by stewing over it or hurt others by talking negatively about it behind their backs.

Your Evaluator Hat

No matter how much you learn about each of your board member hats, there's always room for improvement.  That's why it's so important that you take some time each year to evaluate your performance--patting yourself on the back for a job well done, and coming up with strategies to improve.

There are three areas that benefit most from self-review: 

4. How your board operates overall

5. Your personal performance on the board, and 

6. The effectiveness of your board meetings.

Overall Board Evaluation

With this evaluation you'll want to take a look at some of the general functions of your board.  Areas such as policies, roles and responsibilities, planning and more need to be addressed.

Make sure all board members take part, for this is a team effort to improve your work as a board.  You can use the form titled "Annual Board Evaluation" in this section for your annual review.  The Chairman of the Board should schedule this discussion when new Trustees join the Board.  It’s a great level setting exercise.

Work through the exercise individually and then plan some time to compare and discuss your responses.  Remember that this is a learning time.  What you want to do is find ways you can improve the way you work as a board.  Have every board member complete the form so everyone has a say in what improvements could be made.

Once everyone has completed the form, you can get on with making your improvements.  You'll be able to determine what can be improved and how you can go about improving it.

7. First, look at your own personal evaluation of the board.  By examining your own marks, you can see a profile of your board.  Is it positive (most check marks on the left) or does your board need improvement (most check marks on the right)?

8. Meet with your entire board.  Have someone total the number of "yes" and "no" responses to each item from individual board member evaluations.  Then fill out another evaluation form that represents your entire board (check the responses selected by a majority of board members).

9. Now look at your board profile by section.  Do most of your check marks appear on the left or right?  In which areas is your board the strongest?  Weakest?  How does the board profile compare to your personal profile?

10. Look at each item that's checked "yes" on the board profile.  These are your board's strengths.  Discuss how your board can build on these strengths and accentuate the positive.

11. Discuss each item checked "some " or "no " by your board.  These are your weaknesses.  Brainstorm for ideas to correct these weaknesses.

12. Plan to score better on your next evaluation.  Schedule some time where you can work on concrete solutions to your board's weaknesses.

13. Set a date for your next board evaluation:

Personal Performance Appraisal
Next, you'll want to take a close look at how you're personally fulfilling your obligations as a board member.

Another board has come up with an evaluation form and process that is highly effective.  The form focuses on ways board members can improve their performance.  Plus, it offers board members the opportunity to either evaluate themselves--or ask one of their peers to conduct the appraisal.

The "Professional Growth Plan for Board Members" work sheet (at the end of this section) asks the evaluator to rate whether the board member exceeds expectations, meets expectations or needs improvement on several board skills.

When the evaluation is done, the board member holds a confidential meeting with the board chairperson, and discusses how he or she can improve problem areas.  At their next evaluation, the board members review their progress to see how they've increased their board skills.

Board Meeting Evaluation
Some boards work very hard at board meetings--yet when members go home, they don't feel like they've accomplished very much.

This is probably because the board is spending too much time on trivial, day-today matters--and never getting to the priorities which it has identified as most crucial!  Do you have feel that you have more serious and worthwhile discussions in the parking lot after the Board meeting.  Are yourself what is necessary to bring those discussions into the Board meeting.

The "Board Meeting Evaluation" form (at the end of this article can help you identify your board priorities--and determine if that's truly where your board is spending its time!  It not, you'll be able to make the necessary adjustments so future meetings are more fruitful!

Annual Board Evaluation
Every board member should complete this form.  Take plenty of time to consider your responses.  Then hold a special meeting to discuss the results.

KEY:
Check "Yes" if the item is true all the time.  Check "Some" if the item is at least partially true.
Check "No" if the Item is never true.
YES
SOME
NO


Policies and Practices




Board activities are confined to policy issues rather than management issues.




All management activities are delegated to the Executive Director.




The board annually reviews important documents--bylaws and policy manual.




Disciplinary action is taken when a board member misses three monthly meetings per year(unexcused).




Board chairs first serve as another board officer to gain experience.

Roles and Responsibilities




Each board member has a copy of his or her job description.




Board members understand their legal responsibilities as trustees.




Board members participate in fund raising activities.




Board members contribute extra time outside of regular meetings.




Board members talk positively about the synagogue in public.




The board holds yearly self-evaluations.




Committees meet only if they have work to do.




The full board approves the annual evaluation of the Executive Director.




Board needs are clearly communicated to the Executive Director.




Vacancies on the board are filled within two months.




This board has at least two candidates for each board member opening.

YES
SOME
NO





Board members are recruited for their knowledge, skills and clout.




New board members are oriented before they attend their first meeting.




Officer terms are limited to a maximum of three consecutive years.




Each board office and committee has a job description.




Board members receive in-service training at least every six months.




Conflicts between board members or board members and the Executive Director are confronted and quickly handled by the board chairperson.




Board members understand that communication with staff should be channeled through the Executive Director, not around the Executive Director.

Planning




Board activities focus on the mission statement.




The board adjusts the direction of the organization to match community needs.




The board makes a written long-range plan (more than one year).




Meetings




Board meetings follow a system of parliamentary procedure.




Board meetings stick to the agenda and are businesslike.




Board meetings start on time and end on time.




Board members arrive on time for meetings.




Board meetings last two hours or less.




Board members participate in discussion at board meetings.




Board member absences from meetings are excused absences.

YES
SOME
NO


Other




Board members know the physical condition of the synagogue.




Board members attend services on a regular basis.




Board members support the various social and educational programs offered by the synagogue.




The synagogue has shown significant achievement under this board's leadership.




Board members are satisfied with the overall operation of the board.




Board members seek the office of board chairperson and other offices rather than being drafted.




Board members enjoy serving on this board.

Professional Growth Plan for Board Members
This evaluation is for 


Performance Level

Exceeds Expectations: 
Results show goals were accomplished beyond reasonable expectations.

Meets Expectations:
Results show attainment of goals in a manner reasonably expected.

Needs Improvement: 
Progress toward goals is below what could be reasonably expected.


Needs
Improvement
Meets
Expectation
Exceeds
Expectations

Prepares adequately for board meetings




Participates in board meetings




Works cooperatively with the Executive Director




Is able to make unpopular decisions when necessary




Supports major Board decisions




Expresses willingness to make changes in the organization




Attends board meetings regularly




Attends work sessions, hearings and training sessions




Puts sufficient effort into making decisions




Listens to all sides before making a decision




Respects those who differ in opinion and belief




Accepts constructive criticism




Remains calm and thinks clearly under pressure









Appropriately asks questions and expresses opinions to:




Other board members...




The Executive Director...




The public...




Evaluator's Signature
Date


Board Meeting Evaluation

The top three priorities for our board are:

1)

2)

3)

The top three priorities of our organization are:

1)

2)

3)

An analysis of our priorities and the time we spend on them:

1)
Are the board's priorities similar to the synagogue’s priorities?  If not, why?

2)
Do we allocate more meeting and committee time to our priorities than we do to less important matters?

3)
How much time, on average, do we spend on each of the above priorities at our board and committee meetings?

4)
In analyzing recent board meetings, which agenda items could be better handled by a committee or our Executive Director and staff?

5) 
What actions might our board take to spend more time on priority matters?
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Administrative Policies and Procedures
Congregation Agudath Israel
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Synagogue Schedule

1.    Office Hours

A.
Main Office

Monday -Thursday              
9:00 AM - 5:00 PM

Fridays                      
9:00 AM - 3:00 PM

B.
School Office

Sunday


8:30 AM - 12:30 PM

Monday - Thursday
 
11:00 AM - 6:00 PM

Friday


9:00 AM - 3:00 PM

II.
Nursery School

A.
Monday-Friday                      
9:00 AM-3:00 PM

Ill.   Religious School

A.   Sunday                             
9:00 AM-1:00 PM

B.   Monday-Thursday                    
3:30 PM-6:00 PM

Schedule Of Fees

1999 Fiscal Year

REGULAR MEMBERSHIP


Family
$850


Individual
450

SENIOR MEMBERSHIP


Family
$600


Individual
300

ASSOCIATE MEMBERSHIP


Family
$450


Individual
300


Junior
175

RELIGIOUS SCHOOL TUITION MEMBERS


First Child
$435

Each Additional.
350

SUNDAY SCHOOL


(5,6 & 7 yr. old)


Each Child
$175

NON-MEMBERS


Each Child
$1,225


Sunday School
390

BOOK/ACTIVITY FEES


Sunday School
$25.00 each


Religious School
35.00 each

“The 7 Most Asked Questions”
Regarding The Dues & Donations At Congregation Agudath Israel

At Congregation Agudath Israel, we believe that membership in a synagogue should be a meaningful and enriching experience; one that should be available to all Jews regardless of their financial status. From time to time, prospective and current mem​bers approach us with concerns about dues. We have designed this brochure to help explain how we strive to pre​serve our Synagogue for you, for your loved ones, and for generations to come, in keeping with the traditions of our people.

1. What is the Building Fund Used For?

The Building Fund is a Facilities Reserve Account which is set aside for permanent capital improvements or necessary repairs to the facilities. For example, in recent years, both our roof and heating system needed repair.. Because we had adequate funds set aside for such circumstances, no spe​cial assessments of the membership were necessary, and the building was maintained in a cost-efficient and time​ly fashion.

2.
What if I Can’t Afford Full Dues?

Congregation Agudath Israel never turns anyone away for an inability to pay. No child will be denied a Jewish education because of financial need. A confidential committee made up of the Financial Executive. Treasurer, President, Executive Director and, at times, our Rabbi, are the only people privy to your financial concerns. To be considered for a duet adjustment a member fills out a financial review form that is analyzed by this committee, which then makes an appropriate determination.

It you have questions, please contact our Executive Director or Financial Executive. Each wants your involvement at CAl to be meaningful and enriching, regardless of your financial circumstances.

3. What it My Financial Situation Changes?

We understand that sometimes income or expenses may be affected by a change in marital status, retire​ment employment, unexpected medical expenses or financial reversal.  Your continued membership in the Congregation is important to us. If there is a change in your circum​stances, contact our Executive Director or Financial Executive for a financial review Of course, all such information is strictly confidential. It is your responsibility to contact us it you need to make special dues arrange​ments.

4. What is the Costc‘Per Member” of Operating Congregation Agudath Israel?

We have approximately 800 membership units.  To serve our Congregation. We must spend about $1,916 per membership unit.

5.
How Dots Our Budget Comport with Other Congregations of Similar Size and function?

Through careful planning and review, we have determined that our Synagoqgues costs of operation are comparable to those of similar conqregations throughout the region

6.
Why Don’t We Cut Expenses?

We could not significantly alter our budget without cuffing staff, sharply curtailing services and jeopardizing the quality of our Religious Services, Educational and Youth Programs, Religious School, Senior Services and other programs. This large percentage of “fixed costs” is typical of social service and religious organizations and Congregation Agudath Israel.

Each year, our Budget Committee and Board of Trustees reviews the Synagogues expenditures line-by-line. Because of this careful analysis, we are able to monitor precisely where the Synagogues money is spent and to streamline costs wherever possible. Each spring at our annual meeting, the budget is presented to the entire congregation. All congregants are encouraged to attend.

7. Why Should I Contribute Tzedakah if I Already Pay Dues?

You may be surprised to learn that your dues, tuition and tees cover just 60%. of our operating budget. The balance of our expenses can only be met through your donations. Like most synagogues, we depend upon your generosity, in keeping with the Jewish tradition of Tzedakah

Our rnembersship ranges widely in its financial resources. There ore families who are able to contribute only a small amount Others have the capibility to offer much more. Whatever your obligation, your generous and heartfelt donations help support our entire Synagogue family.

Our single most important appeal is our High Holiday fundraiser. We are proud that the overwhelming majority of our congregants participate in this mitzvah

B onai Yisrael is another crucial fundraising effort in our Synagogue. This special group of members, currently numbering about ‘$5 families, helps support our Congregation with an annual gift of $1 ZOO per family - in addition to their High Holiday Appeal pledge and other contributions. The loving commitment of these families is earmarked each year for the achieve​ment of specific Synagogue goals.

We offer other opportunities for tzedukah, such as our Generation-to-Generation Rind, Sitjyum Hatoroh Projed, Thee of Life and Prayer Book Fund, among others. All provide our members and their families with vehi​cles for celebrating a simcha, memorializing a loved one or honoring a spe​cial person or event for more information, please contact Art Cohen, our Executive Director.

Finally, at Congregation Agudath Israel, we otter several opportunities for Tzedakah Dedications. for example, your family’s name can be added to the many Habonim Plaques displayed in our main corridor. In addition, you may choose our annual Ad Journal, our Gifts and Services Auction, or many other special happenings, not only as a means at celebration, but to show your generous support for your Synagogue.

Rental/Fee Schedule

Approved Rates 1990/91

1.     Members of Congregation Agudath Israel


A.
Bar/Bat Mitzvah Fee
$225.00


B.
Kiddish Fee (Deluxe req'd. for B/B Mitz.)
$250.00


C.
Kiddish (Basic)
$100.00


D.
Wedding-Sanctuary
$250.00


E.
Wedding-Chapel
$200.00

II.    Non-Member of Congregation Agudath Israel


A.
Kiddish Fee
$300.00


B.
Wedding-Sanctuary
$400.00


C.
Wedding-Chapel
$300.00

Ill. 
Fund Raising Events Minimum of $1,000.00 or 1.0% of Gross, whichever is greater.

IV.
Room Rentals


Room
Member
Non-Member
Not 
For Profit


White
250
350
250


Brown
250
350
250


Both
350
450
350


Mtg. Rm 1
75
125
75


Mtg. Rm 2
75
125
75


Both Rms.
125
175
125


Refreshments
50
75
50


(Tea. Coffee, Danish only)


Use of Kitchen
150
200
150

VI.
Caterer's Schedule


Time
Minimum
Minimum
Charge



(Member)
(Non-Member)
(Per/Person)


Sat. PM
500
675
$4.50


Sat. Noon
400
600
$4.00


Sunday
400
600
$4.00


All Other
350
525
$3.50

Donating A Gift

Gifts can be made to the synagogue by direct contribution to the General Fund or to specific use funds such as the Tallit Fund, Prayerbook Fund, Bible Fund, Sukkah Fund, Tree of Life, or Library.

Major gifts to the synagogue are those gifts not covered by specific funds or for general use, as described above.  A minimum special gift is $1 000.00. Anyone wishing to donate such a gift is to be referred to the special gifts chairperson and committee who will have a listing of those "wish list" items wanted by the synagogue which would not be covered under the operational budget.  The "wish list" is comprised in consultation with the Rabbi, Cantor, principal of the religious school and the Executive Director.  No gifts are accepted by the congregation which have not been cleared first through the special gifts chairperson and committee. (See schedule on next page.)

Where Do I Give ... And Where Does It Go?

Should you have any questions, please call the Synagogue Office at 226-3600.

Memorial Plaque: $150 - Stan Kagan 226-4486

Tree of Life: (Simchas Only) Leaf: $100 - Sheila Lustbader - 228-8840

Call Office for items below:

General Fund In Memoriam

In Honor Of

Generation-to-Generation Fund

Rabbi’s Sefer Fund

Hertz Bible Fund

Prayer Book: 
$12.00

Hertz Bible: 
$30.00

Tallis Fund: 
$7.50

General Fund (Tributes)
$5.00

Yahrzeit Donation - Special envelope is provided with notice

Library Books:


Adults Books 
$15.00


Youth Books 
$10.00
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Job Descriptions

Professional Staff

The Rabbi

The Rabbi is both the congregation's spiritual advisor and the head of the synagogue's staff.  All other professionals in the synagogue should be responsible to him.  There should be no area of synagogue life which is not ultimately the Rabbi's concern.

The relationship between a congregation and a rabbi is that of a religious community and its chosen leader.  Accordingly, the following general principles shall be considered as an integral part of this relationship.

14. The Rabbi is the spiritual leader of the congregation and as such is called to serve the religious, educational, spiritual and pastoral needs of its membership as well as to serve his congregation through his spiritual leadership in the community at large, both Jewish and non-Jewish.

15. Reasonable opportunity shall be afforded by the congregation to the Rabbi to serve the interests of the large community, both Jewish and civic, whenever and wherever service shall not interfere unreasonably with the performance of his congregational duties.

16. The Rabbi shall at all times enjoy the freedom of his pulpit which is the regular place from which the Rabbi preaches during the worship services.  A guest shall occupy the pulpit only on invitation by the Rabbi.

17. The Rabbi shall supervise all religious services and rites; he shall also supervise the educational program of the synagogue in cooperation with the Education Trustee.

18. The Rabbi shall be afforded every opportunity for scholarship and the congregation shall recognize his need for ample time for study and research.

The Cantor

The Cantor is a religious leader of a congregation who leads the congregation in prayer and is authorized to officiate, together with the Rabbi, in all religious services and rites in the congregational family.

The Cantor is the authority on the liturgical chant of the synagogue and all areas of Jewish music and serves as the guide to the congregation in all matters pertaining to ft. The Cantor in consultation with the Rabbi, also serves the religious, pastoral, cultural and all areas of Jewish music and serves as the guide to the congregation in all matters pertaining to it.  The Cantor in consultation with the Rabbi, also serves the religious, pastoral, cultural and educational needs of the congregation.  Within these areas, specific duties of the Cantor may vary from congregation to congregation and may be arranged to the mutual satisfaction of the Cantor and the congregation in discussions between the leadership of the congregation and the Cantor and under the guidelines set forth by the Joint Commission for the Placement of Hassanim of the United Synagogue of America, Jewish Theological Seminary of America and the Cantors Assembly.

General Duties of the Cantor
19. The Cantor shall be the guide and consultant of the Congregation in all matters affecting the Jewish musical activities of the Congregation and, in consultation with the Rabbi and the appropriate committee or committees, shall decide upon all Jewish musical programs of the Congregation.

20. The Cantor shall participate in all religious rites and services in the synagogue under the supervision of the Rabbi.

Arrangement of Services
The Rabbi and the Cantor should plan all religious services and arrange for the parts they are respectively to have therein.  Any Congregational committees on ritual, religious services, music, or of a similar nature, should include the Rabbi and the Cantor, or should consult with them regarding any liturgical music dealt with by such committees. 

Public Announcements
All public announcements of religious services shall include the name of the Cantor as well as the Rabbi.

Executive Director

The duties and responsibilities of the Executive Director shall include, but not be limited to, the following:

Fiscal Responsibilities

21. Supervision of all in-house accounting 

22. Full and accurate accounting of all Congregational funds in conjunction with the President and the Treasurer.

23. Monthly, quarterly, and annual financial reports and budget comparisons 

24. Control and supervise all purchasing, "Watchdog" for all Congregational expenditures.

25. Active participation in the preparation and monitoring of the Budget in conjunction with the President and the Chairman of Budget and Finance.

26. Collection of all dues, fees and accounts receivable, whether from members or otherwise, in conjunction with the President and Executive Committee.

27. Signatory to the Congregation's main Operating and Payroll Accounts at the discretion of the President.

Administration

28. Implementation and enforcement of all policies of the Board of Trustees and of the Professional Staff

29. Attendance at all Board and Professional Staff Meetings Attendance at all General Membership Meetings, Budget Committee Meetings, and such other Committee meetings required by the President 

30. Supervision and performance of all property leases and contracts relating to building maintenance, catering, facilities rentals, etc.

31. Maintenance of the Calendar and co-ordination of all Congregational events

32. Maintenance of the Congregation's Kashrut policies

33. Administration of all Congregational activities

Office Management:

34. Supervision of all office and custodial staff

35. Hiring and firing of personnel with the approval of the President and Executive Committee

36. Enforcement of the Code of Personnel Policies

37. The ethical conduct of Congregational employees and volunteers in the pursuit of the legitimate business interests of the Congregation

Membership And Fundraising:

38. Encourage the development of, and play an active role in all fundraising projects and membership drives.

39. Serve as a liaison between the Officers, Board of Trustees, members, synagogue affiliates, and groups meeting in the synagogue.  Establish cordial relations among new members and encourage their active participation in Congregational life.

40. Attendance, from time to time, at Shabbat Services.

Building Management:

41. Maintenance and cleanliness of all Congregational facilities in conjunction with the President and Chairman of House and Grounds

Reporting Requirements:

The Executive Director is accountable to the President of the Congregation.

School Principal

The duties and responsibilities of the Hebrew School Principal shall include, but not be limited to, the following:

42. To serve as executive officer of the School Board in the implementation of its school programs and other activities. To carry out the policies and bylaws established by the School Board.

43. To attend School Board meetings and to participate in all deliberation without the right to vote.

44. To make periodic progress reports on the status and needs of the school.

45. To prepare rules and regulations for the direction and control of the school for the approval of the School Board.

46. To recommend employment of teachers and other personnel in accordance with the authorization of the School Board and following consultation with the Rabbi, also to recommend for discharge any employee who warrants such action.

47. To organize the school and to assign teachers to the classes.

48. To prepare the school curriculum, in consultation with the rabbi and in cooperation with the faculty.

49. To choose textbooks and other supplies needed for the implementation of the school curriculum.

50. To hold faculty meetings, as part of an on-going teacher training program, and as an aid in the administration of the school.

51. To observe teachers and make specific suggestions for the improvement of their leaching technique.

52. To assist teachers in planning their work by providing them with curricular materials such as The Curriculum For The Afternoon Jewish School.

53. To direct the school's co-curricular activities.

54. To supervise the maintenance of the school building and its equipment.

55. To prepare, in consultation with the rabbi, the annual school budget and submit it to the School Board.

Offices of the Congregation

The President

The President shall serve as Chief Executive Officer of the Congregation, and Chairperson of the Board of Trustees.  The President shall be responsible for the implementation of all policies of the Board of Trustees.  The President shall serve as Chairperson of a Committee which shall be established by the By-Laws with the authority and responsibility to make such special arrangements concerning the financial obligations of Members of the Congregation as may be appropriate, including the waiving, in whole or in part, any or all such obligations.  The President shall have the authority to create such Committees and appoint chairpersons and members as he or she deems appropriate.

Vice-President

The congregation functions with three elected vice presidents.  One is designated Senior vice president.  It is expected that the vice-presents will oversee and supervise the various committees of the congregation as requested and assigned by the president.  In addition, the Senior vice president will preside at meetings and act as chief operating officer in the absence of the president.

Treasurer

The Treasurer is the Chief Financial Officer of the Congregation responsible for the maintenance of all books of account, and for all disbursements of funds.  The Treasurer shall, as soon after the close of the fiscal year as is practical, report the financial position of the Congregation to the General Membership, The Treasurer shall perform such other duties delegated to him or her by the President.

Financial Executive

The Financial Executive shall be responsible for ensuring the accuracy and audibility of the financial records of the Congregation and for collection of all accounts receivable due the Congregation.  He shall also be responsible for enforcement of all policies of the Board of Trustees relating to the financial obligations of Members of the Congregation, and may recommend to the President such special arrangements for Members' financial obligations as he or she deems appropriate.

Secretary

Responsible for keeping minutes and records of meetings and programs.  Serve as a member of the executive committee, prepare and attest to all resolutions.  The secretary shall be responsible for the maintenance of all non-financial records of the Congregation.

Legal Advisor

The Legal Advisor is responsible for giving advice to the Board and administration regarding the liability of the Temple, its officers, Trustees and employees; acquisition of property by the Temple; leases or any Contracts to which the Temple is a party; employment contracts of the Temple's professional staff, administrative staff, clerical staff and all other personnel or staff; and other legal matters which may arise.

Synagogue Committees

Adult Education

The purpose of the adult education committee is to create, maintain and promote a total education program for adults.  The adult education committee is responsible for co-sponsoring Selichot Services and study with the membership committee; seminar/symposia week-ends in fall and in spring, and on-going courses in spring and fall

The committee chairperson meets with the Rabbi, Cantor, and vice-president to brainstorm and develop a direction.  The committee will meet at least twice, with the remainder of the work done by telephone.  The committee members brainstorm as a group and then take on individual responsibilities (flyers, Voice publicity, teachers, etc.) to develop and publicize each individual program.

The committee shall cooperate with other synagogues and organizations in sponsoring programs, including the inter-congregational lecture series in Essex County and courses, lectures and workshops sponsored by the Jewish Education Association (JEA).  Note that Congregation Agudath Israel has a representative on the JEA Board of Trustees.

Aliyah Committee

At Congregation Agudath Israel, High Holiday aliyot are assigned to congregants on the basis of service to the congregation and/or to the community at large during the previous administrative year.

The High Holiday Committee, with the immediate past president serving as Chair, meets together with the Rabbi at the end of the fiscal year to grant the assignments.  Members in good standing are notified of their honor by mail prior to the High Holidays.

Board of Education

The committee will consist of 10 people who will meet eight (8) times during the school year to:

1.
Set school policy

2.
Supervise the principal and all school procedures

3.
Serve as liaison between community and principal

4.
Approve and authorize appointment of personnel as selected and recommended by professional staff

5.
Supervise school expenditure

6.
Prepare overall fiscal projection each year

7.
Maintain liaison with other committees (la: youth commission and adult education so as to integrate school with the total program of the congregation.)

Budget and Finance Committee

1.
Prepare yearly budget in Committee with President, Vice Presidents, Treasurer and Financial Executive

2.
Prepare 6 month and 9 month budgets

3. Obtain from each committee their yearly budget requests in order to prepare the congregational budget for approval by the Board of Trustees and then the congregation at large.

Note:
The chairperson of this committee works closely with the President.

Day School Coordinator

1.
Compile and maintain list of day school children affiliated with our synagogue

2.
Send mailers to day school families of upcoming events as per the Rabbi, Cantor, or School Principal.

3.
Serve as a liaison to insure inclusion of day school children and families in education and religious activities of the synagogue.

Editor "The Voice"

Report past news, announce new projects and events, and gather any news of social or personal nature that is of interest to the congregation at large.  Ideally, the Editor should receive articles from the Rabbi, Cantor, Nursery School Trustee, Religious School, Executive Director, and President of the congregation by the first of the previous month (November Voice articles are due October 1).

In addition, we should receive announcements from Sisterhood, Men's Club, Scouts, Seniors, USY, Kadima, and Atzeret L'Chaim.  Any group or fundraising event that needs to be publicized should present news releases to be printed in the "Voice."

Fund Raising

Short Range Goals

1.
Maximize the amount of net revenue (after expenses) collected to support the annual operating budget.

2.
Work With the Congregation Officers to develop a schedule of events that will be supported by our congregants as well as outside contributors.

Institute involvement in fund raising from a broad spectrum of the congregation, not only from a few.

Long Range Goals

1.
Maximize the amount of net revenue (after expenses) collected to support a five year strategic plan.

2.
Develop a schedule of events that will be supported inside and outside our community.  This schedule must be creative, non repetitive, and capable of achieving significant revenue streams.

3.
Develop an involved committee capable of instilling community involvement into fund raising.

Committee Structure

1.
Committee should be composed of the Congregation Officer responsible for fund raising, a chairperson, the Executive Director, and a committee of five to seven individuals.

2.
Committee should meet in the first quarter of the calendar Year to develop the calendar of events to begin in the succeeding fiscal year. 3. Committee should meet on a quarterly basis.  Each committee member should be made responsible for an event and submit status reports to the committee chairperson.  After completion of the event, a formal write-up should be prepared.  The report should include members of the subcommittee, revenue generated, costs associated with the event, problems, should the event be a recurring event, and it so, when, and how can the event be planned better in succeeding years.

Fund Raising Budget

Prior events should have a summary of revenue and expenses related to that event.  At the planning meeting set early in the year, a budget should be prepared identifying the gross revenue and expense associated with each proposed event.  The net income (revenue less expenses) for all events should be equal to or greater than the operating budget for all Fund Raising.

Community Relations/Publicity

This committee is responsible for:

1) Notifying local newspapers of events of importance for our congregation.

2) Generate interest articles and publicity which create a positive image.

3) Represent the congregation, along with professional leadership at community meetings and forums;

4) Maintain a scrap book of articles published about the synagogue.

5) Recognize and identify publicity opportunities.

House & Grounds Committee

House and Grounds is a standing committee.  Its members should be of sufficient numbers to provide observations of the facility almost constantly.  The committee should assist The Executive Director in planning how to deal with the broad range of problems occurring in a busy environment.

Three levels of activity required by this committee.  First, the day-to-day Maintenance and repair which can be handled by the custodian or local contractors or, in some cases, by us.  These jobs are minor involving little more than hammer & nails, screwdriver & screws and possibly paint brush & paint.  Second, larger Maintenance and repair requiring skilled tradespeople.  For example, floor sanding, repaving, electrical, etc.  Third, major repairs requiring capital expenditures.

Specific Responsibilities

1.
Provide a presence in and around Congregation Agudath Israel to assist the Executive Director in identifying the physical needs of the synagogue and following up on their correction.

2.
Develop an annual budget dealing with the care and maintenance of Congregation  Agudath Israel.

3.
To the extent possible, oversee the regular maintenance and repair of the property ;and monitor the effectiveness of performance of custodian and contractors.

4.
Review and recommend the selection of custodian, contractors and equipment required to maintain the facilities.

5.
Supervise the regular maintenance and repair of property.

6.
Recommend to the Board of Trustees any major repairs and capital improvements.

7.
Prepare estimates and recommendations on cost of maintenance & repair, to the Budget Committee.

8.
Review and recommend the selection of a custodian and contractors for maintenance and repair, including negotiation of contracts within budget limitations.

Key to all of the above is proper identification, setting priorities, obtaining cost estimates, determine timing and length of time and, finally, DOING IT.

Insurance Trustee

1.
Study and regularly evaluate the insurance coverage and the insurance carrier of the congregation (Temple).

2.
Obtain and maintain the necessary insurance coverage for the Congregation and update the coverage as needed with direct contact with the appropriate insurance carrier.

3.
Keep "The Official Insurance Guide for Churches and Synagogues", a checklist of insurance coverage essential or desirable for the synagogue.

4.
Process all insurance claims.

5.
Maintain liaison with the building and house chairpersons.

Ritual Committee

The general responsibilities of committee members is to attend meetings, brainstorm, research, analyze specific problems, propose solutions and take a consensus in light of the following considerations.

1.
Coordinate with the Rabbi to disseminate information regarding Jewish ritual, worship and synagogue practice.

2.
Serve in an advisory capacity relative to religious matters to the Board and the Congregation.

3.
Arrange for regular adult worship services appropriate to the needs of the congregation for Sabbath, holidays, and special occasions.

4.
Present for the Board's consideration a set of guiding principles for religious services in the synagogue and a set of standards for Sabbath and holiday observances.

5.
Present to the Board any proposals for major changes in synagogue ritual.

6.
Continually strive to raise the level of public worship both by increasing attendance and deepening the content of the worship service.

7.
Participate in distribution of High Holy Day 'honors."

8.
Assure adequate supply of religious articles.

9.
Establish rules for proper decorum during synagogue services in cooperation with the Cantor and the Rabbi.

10.
Appoint Kashrut Committee which assure rules of Kashruth adhered to in kitchens, disseminate rules of Kashruth to organizations, and appoints Mashgiach.

Ideally the committee should number at least 12 members and meet as needed or requested by the Rabbi or Chairperson.  This committee genuinely responds to needs as they advise.  The long range goals should establish and maintain a daily minyan and publish a booklet for visitors explaining the order of services, prayers, etc.

Social Action Committee

1. Maintain liaison with the Committee on Social Action and Public Policy of the United Synagogue.

2. Stress the importance of congregational activity on social action issues and encourage individual and congregational concern about and response to the social action problems of our time.

3. Cooperate with bulletin committee in providing material on social action for the Congregation's bulletin.

4. Cooperate with all existing agencies in the community to provide united action on problems of communal concern.

Soviet Jewry Sub-Committee

5. Heighten the awareness of congregational members, the larger Jewish community and the general community, regarding the plight of Soviet Jews. 

6. Maintain an ongoing liaison with major national organizations seeking to aid Soviet Jews.

Israel Affairs and Aliyah Sub-Committee

7. Develop multi-faceted programs teaching the importance of Israel to American Jews and stressing the bond between the American Jewish congregant and the Holy Land.

8. Cooperate with the bulletin committee, cultural committee, program committee and adult education committee, in making interest in Israel an integral part of the total synagogue program.

9. Maintain a supportive relationship with Moshov Shorashim in the Galilee.

Social Action

Specifically, the ongoing responsibilities of the Committee are:

10. Mazon - Our synagogue is a "Mazon Partner." Mazon is the Jewish response to hunger in the United States.  A contribution to Mazon may be made at the time of a simcha.

11. Atzeret L'Hayim - This committee has focused on issues such as the Jewish response to the nuclear threat and the environment.  Programming is often done at Schmnei Atzeret and at other times.  This committee also provides volunteers for the Interfaith Homeless Network.  This group assists the homeless.  Congregation Agudath Israel is a supporting congregation. 

12. Soviet Jewry - Currently a committee is working to involve our congregation in the local resettlement of Soviet Jews and to coordinate with Federation fundraising and direct service efforts.

13. Helping the needy - Pursues the needs of individuals and Jewish communities in distress, and maintains local contact with legislators.

14. Tzedakah Projects - In coordination with the Rabbi, Tzedakah projects are conducted periodically.

15. Annual Holocaust Memorial Program - A program is conducted on Yom Hashoah each year.

The committee should seek representation on the local Community Relations Council. This will bring you together with like-minded groups in your community. Keep in touch with the Committee on Social Action and Public Policy, 155 Fifth Avenue, NY, NY 10010.

Long Range Planning

The Long Range Planning Committee is a standing committee.  The chairperson should select members who represent both long and short term association with the synagogue to provide the widest spectrum of experience and ideas.  Plans and/or programs reviewed by the committee should be recorded for future reference in the portfolio.

The Committee propose plans to the Board of Trustees for an overall approach to the constantly changing environment of Congregation Agudath Israel. It does this by identifying trends which could impact on our congregation in terms of size, service, community relations and personnel requirements. It also acts as a screening function for the President of ideas, suggestions and proposals which are brought to the Board.

Note that the following reviews would be helpful in establishing the long range planning goals:

1.
Review Annually the purpose(s) of Agudath Israel as:

a.
a religious institution

b.
religious/social institution

c.
civic organization

2.
Review the longer range criteria including:

a.
geographical area we will serve

b.
religious needs we will serve

c.
trends in Jewish population in our geographical area

d.
size and form of administrative organization

e.
needs to attract and retain new members

f.
future size of our facilities

This committee should meet on a regular basis until a long range plan can be established.

Membership Chairperson

The goal is to recruit and integrate new members: 

16. Develop program(s) to increase synagogue membership, seeking and encouraging the affiliation of new residents and other residents who are not members of other synagogues (informal meetings, telephone contact, meet the professional staff etc.)

17. Plan membership orientation program(s).

18. Develop program(s) to integrate new synagogue members into the congregation and committees.

19. Advise the President and the Board of the special aptitudes or interests of members that they may serve on committees which fit their interests. 

20. Receive applications of membership and letters of resignation and presents same to the Board.

21. Take note, in an appropriate manner, of the departure of members from the community.

22. Inform congregations in new communities of the relocation there of members of its synagogue.

23. Promote an atmosphere of cordiality and hospitality within the synagogue community.  Encourage members to bring new or prospective new members to synagogue events.

24. Seek means of involving members who do not participate in congregational activities.

25. Co-sponsor Selichot services and study with the Adult Education Committee.  

26. Deliver Challah and Wine to new members in the synagogue.

This committee only needs to meet twice per year and then general phone contact when needed to carry out the goals of this committee.

Leadership Development Committee (Trustee)

27. Provide better support, education and resources for our current leadership.

28. Identify potential leaders and volunteers and enable them to "integrate" to synagogue committees and projects.

29. Cultivate and encourage effective committees and committee chairpeople.

30. Provide programming to train new volunteers.

31. Develop and maintain a Board of Trustees Manual.

32. Promote effective Board transition through good record keeping, etc. at the annual board transition meeting.

The committee consists of the Chairperson, the Vice President assigned to Leadership Development and the committee.  These goals are best met on a sub-committee basis.

Youth Commission

The function of the Youth Commission is to oversee the youth programs of Kadima and USY and to insure that they coincide with the guidelines of United Synagogue.  The committee meets periodically to review the performance of the advisors and to see that the goals and objectives are met and to deal with any special problems that may develop that are out of the purview of the professional staff.  The Youth Commission is also required to hire advisors and to submit yearly budgets.

The commission consists of a chairman appointed by the President, a representative from Men's Club and Sisterhood, and several congregants appointed by the chairman of the committee.  Non-voting members include the Rabbi, Kadima Advisor and USY Advisor.

Trustee-Library

Supervise the maintenance of the library.  Encourage circulation and use of the library.  Establish advisory committee to select additional books.  Promote interest in Jewish Book Month. (November)
Sisterhood President/Men's Club President

33. Serve as official liaison between their club and the Board of Trustees.

34. Sisterhood President is also the liaison between Sisterhood and the Nursery School.

United Synagogue Representative

35. Advisor to Board of Trustees

36. Maintain focus as a religious institution which is amiable to all people

37. Develop ongoing leadership
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Religious Policies and Procedures
Congregation Agudath Israel
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Schedule of Services

Mornings
Monday & Thursday
6:45am


Tuesday, Wednesday, Friday
7:00 am

Evenings

7:30 p.m. – 8:00pm depending on calendar

Friday Evening
Early Service depending on Calendar


Late Service
8:00 p.m.

Saturday Morning
9:15 am

Sunday Morning
8:50 am

Sabbath Observances/Decorum

To maintain the dignity and beauty of our religious services, please observe the following:  On the Sabbath, the following are prohibited in the synagogue or on synagogue grounds: picture taking. smoking, and using the telephone. video cameras, and tape recorders. Do not carry gifts or packages into the sanctuary; keep electronic watches, cell phones and beepers silent.

In the synagogue, all men and boys must wear a skullcap. Jewish males 13 years old and over must also wear a prayer shawl in the sanctuary. These items are available at the sanctuary entrance. Please do not take prayer shawls and books into the restrooms.

During Sabbath services, programs for children ages 2—12 are often available in the building, Youngsters are welcome in the main sanctuary, but parents must understand the need to maintain reasonable decorum. Strollers are not permitted in the sanctuary: the aisles must be kept clear.

Children are not permitted in the kiddush room until completion of the Motzi and Kiddush blessings. The kiddush does not begin until after the blessings have been recited. Please refrain from eating until the proper time

All food brought into the synagogue must he kosher. No food or drinks may be brought into the sanctuary, chapel or library. Please do not feed babies or children in the sanctury; tables and chairs are available in the reception rooms.

Women on the Bimah are requested to wear a head covering.

Kashrut Policy

One of the cornerstones of Conservative Judaism is the preservation and observance of Kashrut.  In this light, Congregation Agudath Israel maintains a standard of Kashrut, we have retained a "mashgiach" in order to supervise the maintaining of this standard.

The purpose of this statement is to publicize a formal policy and to ensure that everyone clearly understands it.  The policy is organized into 5 sections:

56. General

57. Kitchen Use

58. Food Service

59. Food Brought in for Personal Use

60. Preparation or Consumption

1. General

A. Kashrut is under the supervision of a mashgiach with final authority vested in the Rabbi.

B. All foods to be prepared in or served from the kitchens must be inspected by the mashgiach or bear certification that has been approved by him/her.  All cheeses and wine must be certified Kosher.

C. Food shall not be brought in or taken out of the building on Shabbat.

D. Questions regarding products should be directed through the office to the mashgiach.

2.
Kitchen Use

E. Those who may use the kitchens for preparation and service of food under the supervision of the mashgiach or someone designated by him/her or the rabbi are:

· Affiliated arms of the synagogue such as Sisterhood, Men's Club, USY, Bingo and the Seniors.

· Caterers whose names appear on the list approved by the Rabbi.

· Members of the Congregation on special occasions.

· Associated organizations such as B'nai B'rith and Hadassah.

F. Kitchen operations shall conform to the practices outlined below.  The mashgiach may curtail any or all kitchen operations when violations are observed.

· Meat and dairy foods may not be prepared at the same time in the same kitchen.

· Only one kitchen (meat or dairy) may be unlocked at any one time.  The other kitchen may be used under supervision as appropriate.

· Sinks and work surfaces must be covered when specified.

· Supervision shall extend through the clean-up period.

3.
Food Service:

G. Candies used for bar/bat mitzvah and"uf-ruf'celebrations must be approved by the mashgiach and brought into the building before Shabbat.
H. Food products sold through the auspices of the congregation or its affiliated  arms shall be kosher.  Packaged products must bear an approved Kashrut certifying mark.  Foods which are prepared in the kitchens must be prepared under supervision as outlined in this policy.

4.
Food Brought in for Personal Use:

I. Food intended for the personal use of an individual must be dairy or parve (e.g. box meals brought for Succah decorating party, cookie for a young child, special needs of the infirm, etc.) and should not be eaten with utensils belonging to the synagogue.

5.
Other policy not related to food preparation or consumption:

J. The congregation shall encourage the observance of kashrut by educating the membership.

K. Officers and members of the Board of Trustees, as leaders of the community, should make a personal commitment to kashrut.

*Contact the office for a list of accepted symbols that must be present on all food products brought into the synagogue.

The Ten Commandments Of Talking Dues

"Without sustenance, there is no Torah; without Torah, there is no sustenance." (Pirke Avat 3:21) Clearly, synagogues depend on the financial support of their members to do their sacred work.  At the same time, dues-related issues have serious long-term financial and membership implications for every congregation.  The ways in which a congregation handles fiscal matters with prospective and current members determine whether the congregation appears to be caring and welcoming or cold and insensitive.  The values we learn from Jewish tradition should guide our behavior in this most sensitive area of synagogue life.

The following "Commandments" have been developed to stimulate discussion among temple lay and professional leaders on the subject of dues.

I.
You shall create, from the very first encounter with prospective members, an atmosphere that invites and inspires a life-long relationship predicated upon mutual responsibility and trust. ("The one who trusts need not fear." (Isaiah 28:16)

II.
You shall discuss dues with a prospective member in the context of a broader conversation about the synagogue and opportunities for involvement, in a personal meeting and not over the phone. ("...do not place a stumbling block before the blind." (Leviticus 19:14)

III.
You shall inform the congregation on a regular basis about the synagogue's financial needs, the various programs and services the congregation provides, and the importance of members' financial support. ("The Eternal spoke to Moses saying: Tell the Israelite people to bring Me gifts; you shall accept gifts for Me from every person whose heart so moves him...And let them make Me a sanctuary that I may dwell among them." Exodus 25:1-2, 8)

IV.
You shall demonstrate through your actions that you care more about people than about their money. ("Love your neighbor as yourself: I am the Eternal." Leviticus 19:18)

V.
You shall strive to establish an atmosphere of mutual support and understanding within the congregation that encourages fiscal responsibility from members and compassion for members' needs from the leadership. ("Thus said the Eternal, 'Execute justice; deal loyally and compassionately with one another."' Zechariah 7:9)

VI.
You shall not keep availability of and procedures for dues relief a secret; anyone in need should feel comfortable requesting relief, and, thereby, remain a part of your congregation. ("Let your house be open for relief and let the poor be members of your household." Pirkei Avot 1:5)

VII. 
You shall respect and maintain the honor of a person requesting relief.  Guard the confidentiality of the request closely, lest members be hesitant to request relief.  Maintain good records from year to year, so that the rationale for granting dues relief will be clear for those handling requests in the future. ('Let the honor of your neighbor be as dear to you as your own." Avat d'Rabbi Nathan)

VIII.
You shall respond speedily to requests for relief, so as not to keep someone waiting anxiously for the response. ("Precious is a mitzvah fulfilled at its proper time.' Sifra 25a)

IX.
You shall discuss dues relief with congregants in as personal a way as possible. Face to face meetings are always preferable. ("If an evil day befall your neighbor, consider how you can show him loving kindness to deliver him from evil.' Pesikta d'Rav Kahana)

X. You shall conduct dues-related discussions in a way that exemplifies how much you value the membership of everyone in your congregation and invites all who are interested to become part of your synagogue community. ("My House shall be called a house of prayer for all peoples." Isaiah 56:7)

How One President Answered The Eternal Question:
What Do I Get for My Temple Dues?

Ann Targownik, president of Temple Israel, Staten Island, NY, took a stab at answering this one in her temple bulletin and, without moralizing, deftly turned the "consumer" mentality on its ear.  Here's an excerpt: 'What do I get for my dues? " Well, for your dues, you get membership - an opportunity to work and to contribute.  Now, what do members do here?

They attend services, or maybe they don't attend.  Maybe they lead services.  They send their children to our school, or maybe they don't have children. Or maybe they sent their children years ago, but they continue to support the school so that the congregation's next generation of children can continue to go to school.  They come to study or maybe they come to teach.  They come to connect to others, or to their own past.  They come as individual Jews or as a family; they don't always know why they come.  Maybe they don't come at all, but they're members just the same.  Maybe they are members simply because they are Jews ... because they know whatever they need or want from their heritage or whatever hope there is for our future as Jews, it will be met with the strength of congregations if they ensure that strength through their membership.

So for your dues, Temple Israel Reform Congregation simply supplies membership.  All the rest is up to us, the members, the ideas that work.   If you have ideas that have worked well in your congregation, please share them with other synagogue leaders.

Interfaith Council

The West Essex Clergy Association meets each month for a luncheon at rotating Churches as well as at our Synagogue.  Rabbi Silverstein as well as all of the Ministers and Priests in the area share friendship and community involvement.

The major public activity of each year is the Annual Thanksgiving Ecumenical Service.
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Working with Board of Trustees
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ABOUT “HEAVENLY’ BOARDS

EFFECTIVE BOARD MEMBERS

Committed:
Board members are personally dedicated to the overall membership, the work of the synagogue and its vision for the future.

Involved:
In addition to attending meetings, effective Board members lend their skills, expertise and talents to the congregation through committees and special projects. They work in partnership with the clergy and staff to effect positive change.

Informed:
Board members educate themselves about the programs of the congregation fiduciary matters, policies and procedures and their positions.

Clear About Expectations:
Understand what is expected of them and express their expectations on a regular basis.

Challenged:
In addition to lending their expertise. effective Board members seek to learn new skills, study Torah, observe Mitzvot, attend Tefillot and work in different areas of congregational governance.

Trained:
Clergy, staff and current Board members conduct orientation programs which provide knowledge about our Synagogue, Conservative Judaism. The United Synagogue, as well as the important role of the Board.

Held Accountable:
Members understand the importance of attending S9’nagogue meetings and making promises. Those who cannot maintain a level of activities and commitment should be asked to work on advisory committees or councils.

How To Build A Board From Hell

1.
Lack of representativeness of all areas of the community it serves (e.g. special interest groups control the show)

2.
Lack of written qualifications for board members

3.
Lack of written requirements

4.
Poor orientation of new members

5.
Scanty board education & development

6.
Low attendance at meetings

7.
Self-perpetuating board membership

8.
Board members over-committed to other activities

9.
Apathetic or under-committed to this Board

10.
Little time devoted to evaluation of services and long range planning

11.
No consideration of current trends and needs

12.
Confusion over policy making v. management v. committee decisions

13.
Lack of board clarity on organizational purpose

14.
Wasting meeting time on trivial matters

15. 
Scanty team development

16.
Rubber stamping of decisions made by staff and/or the executive team

17.
No time for thinking, dreaming, visioning, 'what-if thinking'

18.
No time for socializing

19. Squelching disagreement and discussion

Characteristics Of A Good Board Member

A Worksheet

INSTRUCTIONS:
Rank the items below as you perceive them in order of importance from 10 to 1, 10 being the most important.  After each individual has ranked his/her list, the group will arrive at consensus about these characteristics.


SELECTED
CHARACTERISTICS

Your 
Ranking
Group Ranking
By Consensus

A.
The board member is well versed in Jewish history and religion.



B.
The board member is not afraid to speak out and disagree with others even when holding unpopular view.



C.
The board member attends Shabbat and holiday services.



D.
The board member serves on and/or chairs committees when called upon by the President.



E.
The board member contributes generously, according to his/her means, to Jewish causes.



F.
The board member is a respected member of the community.



G.
The board member is an intelligent and creative person who contributes sound ideas to board discussions.



H.
The board member takes an active interest in all temple activities and programs as part of the responsibility of guiding the congregation's destiny.



I.
The board member manifests a sense of pride and joy in his/her Jewish identity by participating in important events in the Jewish community at large.



J.
The board member respects the professionalism of staff members and works with them in a cooperative and supportive fashion.



Source: 
Adapted from a HANDBOOK OF STRUCTURED EXPERIENCES FOR HUMAN RELATIONS TRAINING, ed. John Jones & Wm.  Pfeiffer; La Jolla: University Associates, 1973 - Vol.  IV)

Becoming A Trustee Of The Board:
A Jewish Title Of Honor

Being a synagogue leader means growing as a Jewish role model and example.  During the time you serve as a leader each member of the board is encouraged to perform these mitzvoth.

As you read this list, ask yourself the following questions:

Is there anything missing from this list?

Would you modify this list for Congregation Agudath Israel?

Could you as a Board member adopt this list? 

What steps would precede adopting this as a vision of Conservative Jewish leaders?

1.
Participation in the Sunday minyan.

2.
Participation in the Monday through Friday morning or evening minyan in addition to Sunday and aside from Shabbat.

3.
Fulfilling the mitzvah of kashrut out of my home to the fullest extent possible.

4.
Creating a Shabbat atmosphere at home each week with challah, wine and the lighting of candles with the appropriate brachot as well as a special meal.

5.
Observing the mitzvoth associated with the days of Pesach, Shavuot, Rosh Hashanah/Yom Kippur and Sukkot; Purim and Chanukah.  For example,

a)
A lulav and etrog

b)
in the synagogue on Purim for the reading of the Megillah

c)
on Shavuot joining the synagogue's Evening of Torah Study (Tikun Leyl Shavuot).

6.
Purchasing Israeli made products and making a commitment to UJA-Federation.

7.
Securing a set of Tefillin and a large Talit worthy of a member of our Board of Trustees.

8.
Stepping forward and making a voluntary pledge to support the synagogue at Yom Kippur.

9.
Taking one adult education course in Judaica each year.

10.
Reading a volume which explains the history of Conservative Judaism.

11. Advancing the commitment to Jewish dating and Jewish marriages.

12.


13.


14.


15.


16.


17.


18.


19.


20.


---------------------------------------------------------------------------------------------------------
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On Leadership

What is leadership?
Its qualities are difficult to define.  But they are not so difficult to identify.

Leaders don't force other people to go along with them, They bring them along.  Leaders get commitment from others by giving it themselves, by building an environment that encourages creativity, and by operating with honesty and fairness.

Leaders demand much of others, but also give much of themselves.  They are ambitious not only for themselves, but also for those who work with them.  They seek to attract, retain and develop other people to their full abilities.

Good leaders aren't "lone rangers.  ' They recognize that an organization's strategies for success require the combined talents and efforts of many people.  Leadership is the catalyst for transforming those talents into results.

Leaders know that when there are two opinions on an issue, one is not bound to be wrong.  They recognize that hustle and rush are the allies of superficiality.  They are open to new ideas, but they explore their ramifications thoroughly.

Successful leaders are emotionally and intellectually oriented to the future -- not weeded to the past.  They have a hunger to take responsibility, to innovate, and to initiate.  They are not content with merely taking care of what's already there.  They want to move forward to create something new.

Leaders provide answers as well as direction, offer strength as well as dedication, and speak from experience as well as understanding of the problems they face and the people they work with.

Leaders are flexible rather than dogmatic.  They believe in unity rather than conformity.  And they strive to achieve consensus out of conflict.

Leadership is all about getting people consistently to give their best, helping them to grow to their fullest potential, and motivating them to work toward a common good.  Leaders make the right things happen when they're supposed to.

A good leader, an effective leader, is one who has respect.' Respect is something you have to have in order to get.  A leader who has respect for other people at all levels of an organization, for the work they do, and for their abilities, aspirations and needs, will find that respect is returned.  And all concerned will be motivated to work together.

FROM VISION TO REALITY
LEADERS OF CONSERVATIVE JUDAISM

1. Conservative Judaism’s s unique approach to the study of the Bible and the Talmud found early expression at the Jewish Theological Seminary in Breslau through Zechariah Frankel. The Historical School of Judaism and the principle of Klal Yisrael (Catholic Israel), developed under the leadership of Solomon Schechter, served as a basis for the growth of the Jewish Theological Seminary of America. The United Synagogue was established in 1913 and in Schechter’s own words, this was his most important contribution towards the future of Judaism in America.

Building on the ideas of our illustrious predecessors, the Conservative Jewish leader of the 21st century embraces our historic foundations as a way of living in the present and the future  leading by example and practice.

2.
The Conservative Jewish leader is knowledgeable about Jewish history, and familiar with the Tanakh (Jewish Bible) and traditional Jewish texts and sources. He/she recognizes that halacha is at the core of Jewish life. Midrash is an intrinsic part of the process of Jewish expression. Study is a lifetime commitment within the framework of Conservative Jewish ideology and theology.


3.
Tefillah is a mitzvah fulfilled either at home, personally, or with a minyan. Thus, the Conservative Jewish leader attends weekday, Shabbat and holiday religious services on a regular basis and seeks to include brachot and other tefillot at appropriate times.


4.
The Conservative Jewish leader observes the mitzvot. Shabbat and all of the Hagim, Kashrut in and out of the home, kavod avenu (honoring parents), gidul banim (how we bring up children), and the mitzvot of the life cycle events are basic to Conservative Judaism.


5.
The Conservative Jewish leader initiates and actively participates in synagogue programs and in projects sponsored by the Jewish community reflecting local and national concerns and, in particular, concerns related to the State of Israel.


6.
The Conservative Jewish leader contributes financially to the synagogue and to tzedakot which reflect the values of tikun olam, repairing the world; gemilut chesed, acts of kindness; and darchei shalom, following paths of peace.


61. The Conservative Jewish leader speaks out on issues within the synagogue as well as the general community; initiates and contributes ideas within the committee structure; volunteers to meet the goals of the synagogue and the community and works in harmony with the professional and clergy leadership of the synagogue to achieve the highest standards of Jewish life.


62. The Conservative Jewish leader develops administrative skills in order to conduct meetings, supervise committees, address fiscal concerns, assess budgetary needs and understand the business aspects of the synagogue, school, auxiliaries and affiliated organizations in a manner consistent with the ethical and moral teachings of Judaism.


9.
The Conservative Jewish leader recognizes his/her strengths and limitations. As a leader, there is a recognition that Judaism is best lived within a Jewish community and therefore a team approach is needed in the synagogue. The strengths of many must be combined for success. As a leader he/she motivates others to participate and always seeks to “create” new leaders. The Conservative Jewish leader is an ohav yisrael, whose love of the Jewish people is demonstrated by the way he/she works with every other Jew and every person who walks into the synagogue center.


10.
Ultimately, the Conservative Jewish leader is always found on the SULAH ladder, which our ancestor Jacob envisioned. Striving to climb ever higher, the leader is aware that there will be moments and experiences which will result in steps downward. The Conservative Jewish leader views these occasions in the context of a Jewish life which seeks a unity of humanity and God, a sincere concern of humanity for each other, and a striving to reach Messianic visions of peace.

Seven Habits Of Highly Effective Leaders

Which of your employees has what it takes to lead?  According to executives and consultants, there are at least seven key traits that most employees with leadership skills possess:

Excellence in their field.

A simple rule of thumb is, mediocrity doesn't breed respect - only excellence can.  "It's a matter of credibility," says George Hunter, a senior vice president and Trustee of sales for Wells Fargo Bank, in San Francisco.  'Someone who is successful at what he or she does will be admired, and is more likely to be followed."

Self-knowledge.

It's not enough, however, to be a top performer.  Great leaders know why they're great, and can teach their talents and expertise.  They aren't necessarily 'naturals.' "If you engage a top performer in a conversation about her success, could she explain it?' says Randall Murphy, president of the Acclivus Corporation, a consulting and training company in Dallas.  'If her talent is something magical, and she doesn't know why she's good, she won't be very patient with other people's development.  Great leaders are also great teachers."

Strategic thinking.

This is what George Bush flippantly called the "vision thing,' but it may be the most important trait a leader needs.  Some employees do their jobs well, but don't see the big picture, or just don't care about it.  Budding leaders, no matter where they are on the corporate ladder, think and care about the strategic direction of their companies.  They also bring imagination to problem-solving.

"When we look for people who think strategically, we watch their creativity as they take on assignments,' says Dom De Young, Trustee, leadership development, for IBM U.S., in White Plains, New York.  'We want to see if they go down the standard path in looking for solutions, or if they bring fresh, new ideas."

The ability to build relationships.

'Leaders need followers, and people will follow only someone whom they can trust," says Benson Smith, executive vice president of operations for C.R. Bard Inc., a medical devices company in Murray Hill, New Jersey.  "To find out if someone can lead, look at that person's history in the organization, find out if he has supporters or a constituency.  Ask yourself, 'If that person left, how many people would follow him out the door?"

Willingness to help others succeed.

When many top performers become managers, they bring their egos with them to the corner office.  Big mistake.  The best potential leaders are the employees who often go out of their way to assist their colleagues.  'Leaders must have low ego needs, because their main role is to let people excel,' says Ken Blanchard, founder of Blanchard Training and Development in Escondido, California, and co-author of 7he One-Minute Manager.  'Good managers know the old saying that it's amazing what you can get done if you don't mind who gets the credit."

A desire to continually learn.

In a hyper-competitive, knowledge driven marketplace, education isn't frill - it's a must.  'I always look to promote people who take responsibility for their own training," says Richard Fruit, vice president of sales and general manager for Diversey Water Technologies Inc. in Chagrin Falls, Ohio.  'I like someone who, if you're not offering a course she needs, will go out and take the course somewhere else on her own."

The ability to communicate.

This isn't about giving fiery speeches.  It's about clearly telling people where a company or division is headed, and why.  'Many managers cut staff or resources, but they never explain why, or convey any sense of direction," says John O'Neil, president of the California of Professional Psychology, in San Francisco, and author of Paradox Success.  'Leaders have to let people know where they're taking them, and why they're taking them there.  If they're making moves to increase profits or market share, they must tell their people that." In addition, he says, "Great communicators can do graphically, visually, one-on-one, and in groups."

The Leader's Edge

All the effective leaders I have encountered -- both those I worked with and those I merely watched -- knew four simple things:

1.
The only definition of a leader is someone who has followers.  Some people are thinkers.  Some are prophets.  Both roles are important and badly needed.  But without followers, there can be no leaders.

2.
An effective leader is not someone who is loved or admired.  He or she is someone whose followers do the right things.  Popularity is not leadership.  Results are.
3.
Leaders are highly visible.  They therefore set examples.
4.
Leadership is not rank, privileges, titles or money.  It is responsibility.
Regardless of their almost limitless diversity with respect to personality, style, abilities, and interests, the effective leaders I have met, worked with, and observed also behaved much the same way:

1.
They did not start out with the question, "What do I want?' They started out asking, 'What needs to be done?'
2.
They asked, 'What can and should I do to make a difference?" This has to be something that both needs to be done and fits the leader's strengths and the way she or he is most effective.

3.
They constantly asked, "What are the organization's mission and goals?  What constitutes performance and results in this organization?

4.
They were extremely tolerant of diversity in people and did not look for carbon copies of themselves.  It rarely even occurred to them to ask, 'Do I like or dislike this person?" But they were totally -- fiendishly -- intolerant when it came to a person's performance, standards, and values.
5.
They were not afraid of strength in their associates.  They gloried in it.  Whether they had heard of it or not, their motto was what Andrew Carnegie wanted to have put on his tombstone:  "Here lies a man who attracted better people into his service than he was himself."

6.
One way or another, they submitted themselves to the 'mirror test' -- that is, they made sure that the person they saw in the mirror in the morning was the kind of person they wanted to be, respect, and believe in.  This way they fortified themselves against the leader's greatest temptations -- to do things that are popular rather than right and to do petty, mean sleazy things.

Finally, these effective leaders were not preachers; they were doers...

Effective leaders delegate a good many things; they have to or they drown in trivia.  But they do not delegate the one thing that only they can do with excellence, the one thing that will make a difference, the one thing that will set standards, the one thing they want to be remembered for. They do it.
-- Peter F. Drucker, The Leader of the Future

A Formula For Success?

How do outstanding coaches -- coaches who have won consistently for years -- establish and maintain a winning tradition?  Their prescription for success, presented in order of their suggested implementation, includes the following steps:

1.
Commit to winning -- to being second to none

2.
Create a unique identity

3.
Find the right people

4.
Give everyone a valued role and a chance to contribute

S.
Get out of the way -- let the players play

6.
Play with passion and have some fun

Source:
The Best Finish First 
Study by Towers Perrin
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The Job Of The Committee Chairperson

A.
Seven central ideas about leadership:

1.
Leadership is a helping or enabling process.

2.
Leadership is a shared responsibility.

3.
Leadership is a relationship between people.

4.
Leadership depends on the situation.

5.
Leadership is coordination of effort.

6.
Leadership is fulfillment of purposes.

7.
Leadership is a process of meeting human needs.

B.
Responsibilities of the Chairman:

1.
The Chairman may be responsible for helping to choose the personnel of the committee.

2.
The Chairman has the responsibility for organizing the committee.

3.
The Chairman is responsible for setting down a broad plan of work for the committee.

4.
It is the job of the Chairman to issue the calls for the meetings and to see to it that notices are sent out in advance.

5.
The Chairman takes leadership in preparing the agenda for the meeting and makes certain that the group has before it an orderly way of proceeding with its work.

6.
The Chairman is responsible for presiding at meetings and for leading discussion.

7.
The Chairman is often called upon to assign particular jobs to individuals.

8.
The Chairman will want to check over and approve the minutes of the meeting which have been prepared by the committee's secretary.

9.
The Chairman is responsible for coordinating the work of his committee with the work of the other committees active in the organization.

10.
The Chairman is responsible for seeing to it that the final report of the committee is put in shape and transmitted to the proper authority.

C.
The Good Chairman In Action:

1.
Will be an encouraging person who makes it easy for people to express themselves.

2.
Will be a positive person who avoids rejecting or running down the contributions of others.

3.
Will be a questioning person who asks for and solicits opinions from all who are there.

4.
Will spend time posing, defining and redefining the problem, to help people know precisely what is the point of discussion.

5.
Will help the group to define its position at a given time and will consistently seek to summarize the areas of agreement so that the group can move on.

6.
Will give good direction to the meeting and will show evidence of having a planned approach.

7.
Will inspire confidence because of a sincere interest in the job at hand and because of a warm regard of the ability of the committee members.

D.
The Chairman's Qualifications:'

The Chairman must possess all the qualifications we seek in the committee member, plus other qualities ...

1.
Should have a clear understanding of the goals of the committee.

2.
Should be a good organizer and be able to direct the work of the members, subcommittee, and other phases of committee activity.

3.
Should be able to prepare the committee agenda.

4.
Should be able to conduct meetings effectively and encourage widespread participation among the members.

5.
Should be able to delegate responsibility.

6.
Should be able to accept direction from the staff.

7.
Should have a sensitivity toward the people on the committee so that there is opportunity for them to display their interests and skills.

8.
Should be able to foster group thinking and group action.

Added together, a good committee chairman stimulates and directs a committee so that the members get a sense of working together, of arriving at decisions through a mutual sharing of thinking and a pride in their work and accomplishments.

Guide to Appointing A Committee

The success of a congregation depends, in large measure, on the successful functioning of its committees.  Standing committees are those which function from year to year to year and are generally mentioned in the constitution.  Special committees, such as a building fund committee, are created to undertake a special and limited activity.  In selecting your committee consult the interest profiles available in the office.

Appointing a Committee

It is the president's responsibility to appoint committee chairmen and to see that they carry out their responsibilities.  Every effort should be made to have functioning committees instead of an active chairman who is a "one-man committee." Most committees function well with about five members.  The more active committees, such as youth and education, may have a much larger membership.  Chairman should be rotated from year to year.  "Lifetime" chairmen tend to create static programs and hinder the development of new ideas.

The president should encourage new members and marginal members to become active congregational committeemen.  This enables them to feel "wanted" and, once they become active on committees, they become integrated in other activities as well.

Too often, members reject a committee appointment with the excuse: ml don't have the time." Actually they may not accept for this reason but, more probably, they reject the assignment because they are unaware of the work actually expected of them and are not familiar with the resources at their disposal.  To assist the president in overcoming these difficulties, and to enable him better to orient potential committee chairmen and members, R is recommended that the section in this manual dealing with the particular committee be studied carefully.  

The person being given the assignment should be told:

1.
Purpose of the committee

2.
How it functions and to whom it reports

3.
Resources available to help carry out the assignment

4.
Frequency of meetings

5.
Who the other members of the committee will be

Committee Report Form

To help ensure that your board will focus on the result of your committees' efforts--and not the process by which they reached their conclusion--consider using the "Committee Report Form" developed by a Kansas board (you'll find a copy of this form on the following page).  It gives the full board the information it needs to act on a committee recommendation without a long rehash of the committee's work.

The committee chairperson is charged with completing the form and giving it to the Executive Director--who then includes it with the agenda packet.  Board members read the report, have the chance to ask any questions before the meeting, and are ready to vote when the item comes up!


Board Committee Report
1. Committee:                                                       Date:

2.
Members attending:

3.
Type of committee report:

Reporting/updating

Recommending board action

Recommending policy changes

4.
Brief statement of committee issue/area reporting:

5.
Brief background information and possible impact of issue/area (examples: Why is it an issue?  Will funding, staff utilization, services and/or facility changes be necessary?)

6.
Recommendation for board action, if any (state in the form of a motion(s) to be acted upon by the full board):

*
Please try to keep this report to one page.

** This report must be returned to the Executive Director three days before the next full board meeting.

Rafi's Rules Of Non-Parliamentary Procedure

Specifically For The Orderly Conduct Of Jewish Meetings

So that all Jewish meetings may be conducted in an orderly manner, with due respect for propriety and dignity, the following rules are hereby established by universal consent (with the majority dissenting):

1.
POINT OF PERSONAL OUTRAGE

At any time during a meeting when a participant becomes extremely upset, he or she shall have the right to interrupt any other speaker, will not be required to wait for recognition from the Chair, and has the obligation to speak at a volume considerably higher than required for normal conversation.

2.
POINT OF IRRELEVANT INTERJECTION

Irrespective of the motion on the floor, the participant shall have the right to monopolize the meeting for not more than five minutes as he or she discourses on a point the relevance of which escapes all other participants.

3.
POINT OF PERSONAL ATTACK

In response to a point raised by another speaker, the participant shall have the right to reply by launching a personal attack.  At no time shall the point itself be addressed.

4.
POINT OF ASSOCIATIVE GUILT

The participant shall have the right to impugn the Jewishness of any other Jew by alleging that he or she is, was, might be, has a third cousin who is, or may have great-grandchildren who will belong to any and all organizations designated by the participant as dedicated to the destruction of the Jewish people.

5.
POINT OF CONTEMPT

The participant shall have the right to grunt, throw papers down on the table, shake his or her head vigorously, or otherwise demonstrate contempt for the proceedings.

6.
POINT OF HARASSMENT

The participant shall have the right to introduce irrelevant motions for the sole purpose of delaying the meeting. it is only permissible to resort to a point of harassment when the outcome of an imminent vote is obvious.

7.
POINT OF REDUNDANT INFORMATION

This is-not to be confused with the more familiar "point of information." Whereas a point of information is a request for information from the Chair, a point of redundant information entitles the participant to tell those in the meeting something they already know.

8.
POINT OF REDUNDANCY

This is a motion that entitles the participant to make a point made by another participant no more than five speakers earlier.

9.
POINT OF PIOUS POSTURING

This motion entitles the participant to make reference to any teaching in the Bible or Rabbinic literature that allegedly supports his or her point of view.  A correct quotation, however, immediately disqualifies the point.

10.
POINT OF GRUDGE

Entitles the participant to raise an issue debated by the organization not less than five years earlier, for which the participant has not yet forgiven those involved.

11.
POINT OF WE HAVE ALWAYS DONE IT THIS WAY

Entitles the participant to object to an issue because the synagogue has always done it a different way.

12.
POINT OF WE HAVE NEVER DONE IT THAT WAY BEFORE

Entitles the participant to also object to an issue because the synagogue has never done it that way before.  This is related to the prior point; the proper use of either point is always made by a member of the synagogue who has been a member of the Board or Committee for the last fifteen years.

It is hoped that prompt and wide distribution of these rules will serve to bring order out of chaos that on occasion characterizes Jewish meetings.

Rate Yourself As A Volunteer Motivator

INSTRUCTIONS:
Answer each of the following questions.  Then rate your performance in each area on a 1-10 scale (10 best).  Then mark the five areas you will work to improve in the next few weeks.

QUESTION
ANSWER
RATING

1.
When was the last time you thanked a volunteer personally?



2.
When was the last time you took a volunteer out for 'coffee' and a chat?



3.
When was the last time you made a conscious effort to recognize a volunteer by name?



4.
When did you last get together over lunch with a volunteer to talk informally?



5.
When did you last ask a volunteer how they were or how they are enjoying their work?



6.
When did you last update a volunteers on current developments in your congregation?



7.
When did you last have an occasion to honor volunteers or hold a social event their honor?



8.
When was the last time your Executive Director/Board Chairman talked to your committee?



9.
When was the last time you said .we missed you' to a volunteer who has been out sick?



10.
When was the last time you mentioned a volunteer in your bulletin?



11.
When was the last time you gave a volunteer a special thank you such as: a phone call; *flowers, *a personal letter?



12.
When was the last time you held a meeting on a topic of special interest to your volunteers?



13.
When was the last time you asked a volunteer for advice on an important decision?



14.
When was the last time you honestly confronted a volunteer about a problem you're having with him/her?



15.
When was the last time you had an informal review to find out what changes volunteers would like in a volunteer program?



16.
When was the last time you asked your volunteers for suggestions about space allocations and other working conditions?



17.
When was the last time you had your staff and volunteers together at a social event?



18.
When was the last time you actually performed a volunteer job - just to get in touch with your volunteer's needs?



19.
When was the last time you asked a volunteer for input about their job design (or a new job design)?



20.
When was the last time you inquired about the transportation needs of your volunteers?



21.
When did you last have an exit interview with a volunteer and say thank you?



NOTE:
This worksheet is provided as an idea generator.  The theory behind it is simple: The kind of recognition isn't as important as the fact that you systematically recognize your volunteers for their work.  Also, recognition must be appropriate for the situation; the best recognition is still a sincere 'thank you' when the job is well done.

Giving People the Benefit Of The Doubt

Even when we judge them favorably, kids always seem to find their way into...


A LOT OF HOT WATER,
It was Friday afternoon and the water was hot.  It was Shaindle's turn for the shower.  " Shaindl," said my wife to our nine year-old daughter, "please go easy on, the hot water.  Your father and I still both need to take showers."

The warning was in vain.  Lukewarm describes my shower only charitably; my wife's shower, if the second law of thermodynamics be true, was worse.

From the lips outward, my wife and I tried to actualize the great principle of "judge favorably" that we've gleaned from Ohr Somayach's column "The Other Side of the Story." "Maybe I used too much water for the dishes," said my wife.

"Or maybe there's some other explanation," I said.

In our hearts, however, we agreed to one thing: Our budding adolescent was guilty of yet another act of gross self-centeredness.

That night the real culprit revealed himself, as a trickle of water appeared from the crack in the wall where the bathtub meets the tiles. (Aha! So that's why that mysterious crack had been developing for the last couple of months!) In the morning, that trickle became a whoosh of spurting water.

After Shabbot, the plumber replaced the rusty pipe which had been rotting away in our wall for who knows how long, and which was to blame for who knows how many instances of "inconsiderate behavior." Too bad it's not that easy to replace our rusty "heart pipes" so that we can learn to judge others yes, even our children - favorably.

Concept based on "The Other Side of the Story"
by Yehudis Somet, ArtScroll Series
Effective Program Tips
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A Guide To Effective Programming

Putting together an effective program, or series of programs, is not difficult if you organize and follow through.  These steps are guidelines - you may find that by modifying a little they are more effective for your group.

63. START EARLY.  In order to have enough time and avoid calendar conflicts with other groups, plan as far in advance as possible.

64. INVOLVE PEOPLE.  Choose a committee of people who have a natural interest in the program and assign them responsibilities, especially those which make use of their special talents.  Don't "load" a committee with non-workers.

65. TARGET YOUR AUDIENCE.  Decide which kinds of people you hope to attract to the program.  Is this designed for the general community or the Jewish community at large?  Is it a program of particular interest to your membership, or to segments of it?  Once you have targeted the audience, be sure to ask the question: Does this program meet their needs?

66. SET GOALS.  Decide what you hope to accomplish.  Are you educating people on a subject?  Do you want them to take some kind of personal action?  Is an examination of many sides of a subject necessary?  Are the people there just for a good time?

67. CHOOSE A TECHNIQUE.  Choose the proper program strategy for your topic and goals, not the topic for the program.  If you come up with a great program idea that doesn't meet your goals, save the idea!

68. USE RESOURCES.  Investigate what is available and adapt it to your own needs.

69. IDENTIFY LIMITS.  By knowing the constraints of budget, attendance, time and volunteers, you can proceed realistically.  Look for alternatives if you are going to exceed your budget-members with the special skills, local people with expertise, outside funding in exchange for a partnership.  If the program is too long, consider limiting the scope or allowing two sessions to accomplish goals.

70. PUBLICIZE.  The earlier you inform people, the better, and the more frequently, the more effective.  Having targeted your audience, use the most effective means of reaching them.  Local print and broadcast media can help you reach the general public.

Anglo Jewish press can reach the Jewish Community, as the congregational bulletin can reach your membership.  Direct mailings will bring attention from specific people to your specific program, and telephone contact can both reinforce interest and give you an idea of response.  Include in your publicity all important details; date, time, location, topic, participants, cost.  A little time spent developing enticing copy will pay big dividends.

71. RELAX.  Once your program is planned and has begun, trust all the work that has gone into it and enjoy.  Remember, if it doesn't occur exactly as you had intended you and your committee are the only ones who know.

72. EVALUATE.  Solicit reactions from both planners and attendees.  The comments of those with first-hand experience can be invaluable the next time around as you plan for your specific group.

Please remember to THANK everyone who worked on the program.  Whether you print or announce the names at the time or in The Voice, you'll not only find it easier to recruit next time - it's the menschlikh thing to do.

Each committee should record its activities in a specific and meaningful way (i.e. portfolio, minutes) in order to provide year to year continuity.

By-Laws
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By-Laws

A. 
Members

1
Classes Of Membership

Classes of membership shall be established solely for the purpose of determining the financial obligations of the Membership Unit.  Except as provided in the Constitution or these Bylaws no privilege of membership may be affected by the class of membership.  The Board may create, modify or eliminate classes of membership and may determine whether any such creation, modification or elimination is to be applied to existing members or prospectively only.  The following are the classes of membership in existence at the time of the adoption of these bylaws:

a.
Family 
A Membership Unit headed by 2 adult eligible Members, related by blood or marriage, living together.

b.
Individual
A Membership Unit headed by 1 adult eligible Member.

c.
Senior 
A Membership Unit in which the principal wage earner is at least 65 years of age and has no full time employment; and has no member attending the Religious or Sunday School.  Classification as a Senior Membership Unit shall require the specific request for such classification.

d. Associate
A Membership Unit in which the principal wage earner is no greater than 37 years of age and which contains no children attending Religious or Sunday School.  Qualification as an Associate Membership Unit shall be for no greater than 3 years but shall cease in any event for the fiscal year in which  the principal wage earner attains the age of 38 or a member of the Unit is enrolled in the Religious or Sunday School.

2. 
Financial Obligations

a.
Dues  In developing the budget for each fiscal year, the Board shall establish a schedule of dues for each class of membership for the succeeding year.

b  Building Fund The Board of Trustees may, as a condition for membership, require the payment of a Building Fund contribution in addition to Dues otherwise applicable.  The amount of the Building Fund contribution and the terms of its payment shall be established by the Board and included in the presentation of the Budget to the membership.  All Members shall pay the Building Fund contribution in accordance with the schedule ~n effect at the time they become members.

c. Assessments
 Any Assessment that the Board of Trustees recommends that the membership impose, shall be imposed equally on each Membership Unit regardless of the Class of Membership.

90 Days Prior to a Life cycle Event- All Bar/Bat Mitzvah Fees including Kiddush and room rental fees.  The Board may also require the payment of any financial obligation that will be due (but not necessarily payable) by the date of the Life Cycle event to be paid 90 days prior to the scheduled event.

3.
Privileges Of Membership

a.
Voting and Petitions
Each of the adult heads of a Family, Senior  or Associate Membership Unit in Good Standing shall be entitled to vote or sign petitions, provided, however no more than two persons in such Unit shall be considered adult heads of the Unit.  The adult head of an Individual Membership Unit in Good Standing shall be entitled to a vote and to sign petitions.

b.
High Holiday Tickets
Each Member of a Membership Unit in Good Standing shall be entitled to a ticket for High Holiday Services.  This Bylaw shall not prevent the Board from imposing charges, conditions, restrictions and priorities on seating for purposes of safety, decorum or other reasons it deems appropriate.

c.
Religious and Sunday School
Members of a Family or Individual Membership Unit in Good Standing shall pay tuition at the Members rate.  Members in Good Standing shall have priority, if attendance needs to be limited.

d.
Life Cycle Events The use of synagogue facilities for life cycle events such as Bar/Bat Mitzvah, weddings etc. shall be made available for Membership Units in Good Standing.  The Board may impose scheduling, fee or other requirements to administer the use of the synagogue for such events.  To avoid the need for any rescheduling of such events the Membership Unit may be required to pay all amounts that will be due by the date of the scheduled event, no later than 90 days prior to the scheduled event

4.
Expulsion

a.
For Non Payment of Financial Obligations  Any Membership Unit having an unpaid financial obligation in accordance with the schedule provided herein. shall be in default and subject to expulsion.  At least 30 days prior to expulsion the Membership Unit shall be sent a notice by certified mail indicating: (i) the amount and category of all unpaid financial obligations;; (ii) an opportunity to discuss any discrepancies regarding unpaid amounts with the Financial Executive; (iii) an opportunity to request special arrangements from the Special Arrangements Committee; (iv) the date, time and place of the Board meeting at which the Membership Unit may be expelled if other arrangements have not been made, and (V) their right to be present and speak at the meeting.  In the event the obligation is not paid nor arrangements made with the Special Arrangements Committee by the date of the meeting, the Membership Unit, upon a vote of the Board, shall be expelled immediately and stricken from the membership roll.  At the request of any individual involved, the portion of the meeting dealing with expulsion shall be closed to all but voting members of the Board.  After expulsion the Membership Unit will be eligible for new admission on special application to the Board, subject to such terms and conditions that the Board, in its sole discretion may impose.

b.
Leaving the Faith  The Rabbi shall be the sole judge as to whether any Member is, in fact, no longer a member of the Jewish Faith.  Any expulsion of a. Member under this paragraph b. shall not affect any other Members of that Membership Unit.

B. Trustees

1.
Qualifications

No one shall be elected or appointed to a position as a Trustee unless such person has been a Member in Good Standing at least one year on the effective date of such election or appointment.  Any voting Trustee who fails to attend 3 consecutive Board Meetings may be subject to removal from office in accordance with Article VI, Section J of the Constitution.

2.
Meetings

a.
Regular 
Meetings of the Board shall be held on the last Monday of each month.  The President, with the approval of a majority of the voting Trustees present at a regular Board meeting, may change or eliminate future Regular Meeting dates.  A Regular Meeting may be changed or eliminated upon the approval of a majority of voting members of the Board obtained by a telephone poll, provided all members of the Board receive actual notice of the change or elimination.  A Notice of the change or elimination shall be prominently displayed in the Synagogue office.  When practical, such changes or eliminations shall be published in the Voice.

b. Special  
A Special meeting of the Board may be called by the President or a petition signed by 16 voting Trustees, presented to the Secretary, including an agenda for the meeting. Within one business day of receipt of the notification, the Secretary shall mail to all Trustees, by first class mail, ~ notice of the meeting, including a copy of the agenda and any proposed resolutions, to be held no less than 3 nor more than 7 business days from the date of the mailing.

c.
Attendance
Members of the Congregation may attend any Special or Regular Meetings of the Board of Trustees but have no right to speak or Vote at any such meeting.  However, by a vote of 2/3 of the Voting Trustees present at any meeting, a Member may be permitted to speak.  All of a portion of any meeting of the Board of Trustees may be closed to non-Trustees, by a vote of ¾ of the voting Trustees present.

d.
Resolutions  The full text of all resolutions to be voted upon at a meeting of the Board of Trustees shall be mailed, by first class mail to all Trustees at least 3 business days prior to the date of the meeting.  This provision may be suspended by a vote of 2/3 of the voting Trustees present at any meeting. However, no such suspension may be applied to any resolution: (i) requiring the expenditure of more than $500; (ii) creating or filling any vacancy in the Board of Trustees;  (iii) dealing with the hiring, firing or terms of employment of the Rabbi, Cantor or Executive Director; (iv) adopting or modifying the budget; (v) changing the financial obligations of any member of the Congregation, or (vi) such other additional matters that the Board may deem appropriate.  No Trustee may vote on any matter in which a member of the Trustee's Membership Unit is specifically affected.

3.
 Authority

a.
General
The authority not specifically reserved by the membership or delegated to others under the terms of the Constitution, these Bylaws, resolutions enacted by the Board of Trustees or applicable law shall reside with the Board of Trustees.

b.
Personnel
The Board hereby creates a Personnel Committee responsible for the creation, implementation and administration of personnel policies and procedures.  All such policies shall be presented to the Board for approval, prior to their implementation.  The Committee shall consist of the Senior Vice President (who shall be its chair person) Treasurer and three Trustees appointed by the President.

c. Paid Staff

(1) Ecclesiastical  In the event of vacancies in the position of Rabbi or Cantor, the President shall appoint a Search Committee consisting of the Senior Vice President (who shall be its chair person) the immediate Past President and five others (who need not be Trustees).  A vote of 2/3 of the voting Trustees present shall be required to approve the hiring, firing or terms of employment of the Rabbi or Cantor.

(2)
Executive Director  In the event of a vacancy in the position of Executive Director, the Personnel Committee, supplemented by two additional members appointed by the President (who need not be Trustees) shall constitute a search committee.  A vote of 2/3 of the voting Trustees present shall be required to approve the hiring, firing or terms of employment of the Executive Director.

(3)
Religious and Sunday School Staff  The Board of Education shall be responsible for hiring, firing and terms of employment of all school staff, subject to the requirements of the Budget and such other conditions that the Board 6f Trustees nay impose.  A vote of 2/3 of the Board of Education shall be required to approve the hiring, firing or terms of employment of the Principal.

(4)
Office and Custodial Staff
The Executive Director shall be responsible for hiring, firing and terms of employment of all office and custodial staff, subject to the requirements of the Budget and such other conditions that the Board of Trustees may impose.

4.
Executive Committee

A permanent, accurate and complete record of all business transacted by the Executive Committee shall be maintained by the Secretary.  Such minutes shall be included in the President's report to the Board and be made part of the minutes of the Board Meeting.

C. Officers

1.
Qualifications

No one shall be elected or appointed to be an Officer unless such person has been a Member in Good Standing for at least two years on the effective date of such election or appointment.

2. 
Assistant Secretaries

All Elected and Appointed Trustees are hereby designated Assistant Secretaries.  Such designation is solely for the purpose of attesting to actions taken by the Board.

3.
Nominations

In the event an Elected Trustee whose term is not expiring at the end of the then current fiscal year is a candidate to be an Officer, the late or petition (whether: of the Nominating Committee or by Petition) shall nominate a qualified candidate to fill the unexpired term, if, and only if, the Elected Trustee becomes an Officer.

D. Fiscal Matters

1.
Fiscal Year

The fiscal year shall begin on July 1 and end on June 30.

2.
Audit Committee

The President shall appoint an Audit Committee of three members who need not be Trustees and may not be officers.  The Committee shall review the financial procedures and records of Congregation and make recommendations to the Treasurer regarding appropriate controls.  The Committee shall make a report of its findings to the Board at least once each fiscal year.

3.
Property

All property and accounts of the Congregation shall be held in the name of the Congregation.  All funds shall be deposited in accounts requiring the signature of at least 2 people (one of who must be the President, Treasurer, Senior Vice President or a Vice President) to effect withdrawals.  The board shall designate signatories to accounts consistent with appropriate internal controls and efficiency of operations.  In selecting depositories or investments for the funds of the Congregation consideration shall be given to safety, maturity consistent with the purpose of the fund and rate of return.  Bank accounts shall be maintained in institutions and amounts that assure insurance of the total amount in the account by an agency of the United States government.  Accounts or investments, other than those carrying the full faith and credit of the United States, must be approved by the Board.

Synagogue Directory

This page left intentionally blank

.

Synagogue Directory

Conservative

Adat Israel Congregation
Boonton, Rabbi Gerald Chirnomas. 973-334-6044.

Adath Shalom
(Formerly Dover Jewish Center And Temple Beth Shalom, Boonton) Parsippany.  Rabbi Eliseo D. Rozenwasser; Cantor Jack Korbman. 973-539-4440.

Ahavas Sholom
Newark.  Rabbi Art Vernon. 973-485-2609.

Ahavath Achim
Belleville.  Rabbi Philip Reischer. 973-759-9394.

Beth Shalom
Livingston.  Rabbi Azriel C. Fellner,  Rabbi Francine Roston; Cantor Aaron Katz; Cantor Emeritus Henry Butensky. 973-992-3600.

B'nai Israel Of Kearny And North Arlington
Kearny. 201-998-3813.

B'nai Israel
Millburn.  Rabbi Steven Bayar; Cantor Lorna Wallach. 973-379-3811.

B'nai Shalom, The Jewish Center Of West Orange
Rabbi Stanley Asekoff; Cantor Eilihu Feldman. 973-731-0160

Congregation Agudath Israel Of West Essex
Caldwell.  Rabbi Alan Silverstein; Cantor Joel Caplan. 973-226-3600.

Congegation Beth Ahm Of West Essex
Verona.  Rabbi Isaac Jeret. 973-239-0754.

Congregation Beth El
South Orange.  Rabbi Jehiel Orenstein; Cantor Perry S. Fine. 973-763-0111.

Congregation Beth Torah
Florham Park.  Danielle Leader, Rabbi. 973-377-6020.

Congregation B'nai Emmet
Sparta. Lucy Katzen. 973-729-4621.

Congregation Shomrei Emunah
Montclair.  Rabbi Michael A. Monson; Cantor Danette Lifschultz; Rabbi Emeritus Jeshaia Schnitzer. 973-746-5031,

Jeiwsh Center Of Sussex County
Newton.  Rabbi Dr. Kenneth B. Fradkin. 973-393-4570.

Jewish Community Center Of Summit
Summit.  Rabbi William B. Horn; Cantor Janet Roth Krupnick. 908-273-8130.

Lake Hopatcong Jewish Center
Hopatcong. 973-398-8700.

Morristown Jewish Center Beit Israel
Morristown.  Rabbi David Joseph Nesson; Cantor Maimon Attias. 973-538-9292.

Oheb Shalom Congregation (Beth Torah Affiliated)
South Orange.  Rabbi Mark Cooper; Cantor Erica J. Lippitz.  Auxiliary Rabbi Albert L. Raab.973-762-7067.

Pine Brook Jewish Center
Montville. Rabbi Asher Krief; Cantor Menachem Toren. 973-244-9800.

Temple Beth Ahm
Springfield.  Rabbi Perry Raphael Rank; Cantor Richard Nadel. 973-376-0539.

Temple Hatikvah
Flanders.  Rabbi Judith Edelstein. 973-584-7010.

Temple Ner Tamid
Bloomfield. Rabbi Steven C. Kushner; Cantor Jessica Levitt. 973-338-1500.

White Meadow Temple
Rockaway.  Rabbi Ralph Dalin; Cantor Michael S. Krausman; Rabbi Emeritus Jacob Weitman . 973-627-4500.

Independent

Bxm             , Livingston.  Rabbi Barry

Friedman; Assistant Rabbi Chava Koster; Cantor Lee Coopersmith. 973-994-2290.

Temple Bm El Of Sussex Ccnjnty, Glenwood . 973-875-6495.

Orthodox

Akavath Zion, Maplewood.  Rabbi

Sholom B. Gordon. _3-761-5444.

Ahawas Achm Irnai Mn And

David, West Orange.  Rabbi Yaakov

Sprung; Assistant Rabbi Daniel Alter;

Assistant & Rabbi-Sephardi Minyan

Michael Cacoon; Rabbi Emeritus Alvin

Marcus. 973-736-1407.

Beth 4lrnn Zwn, Maplewood Rabbi Elazar Bogomilsky. 973-762-5722.

Chasad Cemm Of

Rockaway.  Rabbi Asher Herson.

973-625-1525.

Chabad Mm Mm, Newark.

Rabbi Levi Block. 973-242-8470.

Chiu Centier For Uving

Millbum.  Rabbi Mendel Bogomilsky.

973-467-0867.
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The Tent-Peg Business:
Some Truths About Congregations

By Rabbi Lawrence Kushner

1.
If synagogues were businesses, their product would be Jews.  The more Jews they could manufacture from otherwise illiterate, assimilated, and un-self aware members, the more successful they would be.  That is (to continue the metaphor) the bottom line.  Simply getting together with other Jews may be ancillary and even indispensable to this ultimate goal, but it can just as easily be -- as is often the case when Jews get together to watch a movie, eat dinner, or play tennis -- a pleasant way to pass time.

2.
Jews need one another, and therefore congregations, to do primary religious acts which they should not, and probably cannot, do alone.  Doing primary religious acts is the only way we have of growing as Jews.  Consequently, it is also the only justification for the existence of a congregation.  Everything else congregations do, Jews can always do cheaper, easier, and better somewhere else.

3.
There are three ancient kinds of primary Jewish acts: communal prayer, holy study, and good deeds, or in the classical language of Pirke Avot: Avoda, Torah, and G'milut Hasadim. This is not a capricious categorization.  Prayer is emotional: songs, candies, dance, meditation, and silence.  A matter of the heart.  Study is intellectual: reading, questions, discussion, rigorous logic, and argument.  A matter of the head.  And good deeds are public acts: helping, repairing, matching, fighting, and doing.  Matters of the hand.  Only rare individuals are able to do all three with equal fervor and skill.  And so our membership in a congregation and association with a broad spectrum of Jews will compensate for our personal deficiencies.

4.
In order to maintain their congregations, Jews must do many other things which are not inherently Jewish.  These secondary acts include building a building, raising money, and perhaps forming a Board of Trustees. (It should be here noted, however, that in the long history of our people there have been healthy, vibrant, and solvent congregations which had none of the above.)

5.
Congregations, unfortunately, often get so caught up in doing secondary acts that they actually begin to think that the building, raising money, or the Board of Trustees is the reason for the existence of the congregation.  Their members are busy at work, but because they have forgotten why they are at work, their efforts are hollow and come to naught.

6.
People decide, consciously or unconsciously, how many hours each week they will spend at the temple being Jewish.  Once there they assume that whatever they do, whether primary or secondary, is a primary Jewish activity. (There are many Jews today who sincerely believe that running a photocopier, attending committee meetings, and organizing bingo are primary Jewish acts.) It is in everyone's mutually best interest, therefore, to encourage one another to spend at least half our "Jewish hours" doing primary Jewish acts.  Such a system, in addition to guaranteeing individual religious growth, invariably draws upon ever-widening circles of people who will in turn spend no more than half their time doing secondary congregational tasks.

7.
Members of a congregation ought to selfishly and routinely demand that the congregation provide them with the instruments (teachers, classes, books, colloquial services, programs, etc.) they need in order to grow as Jews.  In many congregations, unfortunately, this order is reversed.  Leaders who have not clarified their own religious goals are supposed to set policies for other members who themselves have not yet even determined that they need to come around at all.  Here is the proper sequence: first comes personal religious growing, then comes effective congregational policy.

8.
If people selfishly seek their own Jewish growth and do what they do because they want to (lishma, for its own sake), then there is no longer any need for the ritualized public displays of gratitude which threaten to suffocate virtually every arena of congregational life.  Such obeisance at services and banquets, in print and on the walls, invariably degenerates into a system in which people give gifts of time, money, and skill to the congregation not for the joy of giving itself but for the communal recognition.  If everyone is thanked, the only noteworthy events are the invariable omissions.

9.
If people are tricked into attending something they would not have come to otherwise, they will not know what to do once they are there.  They will soon grow bored, bitter and destructive.

10.
There is no evidence whatever to support the notion that people who are drawn into the congregation for an innocuous non-religious event, such as gourmet cooking, move on to activities of more primary religious worth any sooner than if they had been left alone to discover their own inevitable and personal religious agendas and timetables.  Indeed, there is substantial data to suggest that congregations which run many "basement" activities, in hopes of getting people from there onto upper floors, only wind up adding on to the basement.

11.
The quality of interpersonal transactions between the members of the congregation is the single most important factor in determining its health.  Do they bear witness to the piety the congregation claims to perpetuate?  Where the human relationships are self-righteous, deceitful, and toxic, congregational life is wretched.  Where they are tolerant, honest, and nurturing, congregational life can be a transforming joy.

12.
The way a congregation gets its money may be finally more important than how much it gets.  Consider the religious impact, for instance, between congregations getting, say, half their operating budgets from (a) bingo, (b) a few wealthy members, or (c) dues.  There is a widespread misconception that because the congregation is nonprofit and tax-exempt, it is therefore a charity.  Actually, even though the analogy makes us uncomfortable, a congregation is (with the possible exception of offering membership to anyone with a financial hardship) precisely like a country club.  And like all such clubs, you get what you pay for.

13.
Most forms of fundraising within a congregation might simply be understood as the establishment of a small business within the congregation which is staffed without charge by its members.  This little fundraising business allows the members of the congregation to think that since their dues were lowered they are getting something for nothing.  It works as long as the people who run the little business remain convinced that they are really doing primary Jewish acts.

14.
Any attempt to get someone other than the members of a congregation to pay for what they want only cheapens the institution.  Serious, quality, well-run organizations, with rare exceptions, do not solicit advertisements, sell cupcakes, or run raffles in order to meet their operating budgets.  They may, of course, do such things for people other than themselves, that is, for charity.

15. 
Freud may have been correct in postulating that religion originated on account of some primal crime, the guilt for which continues to motivate and organize religious life to this day.  But any attempt to use guilt to motivate religious behavior in a community is certain to generate an equal amount of resentment.  People simply must be regarded as if they are wise and decent enough to do religious things and support congregational functions without manipulation.

16.
The amount of creativity within a congregation stands in inverse ratio to the number of people, groups, or levels in the institutional hierarchy empowered to prohibit anything.  With the exceptions of spending a congregation's money or using its name, the members of a congregation should not need anyone's permission to initiate anything -- be it a letter in the bulletin or an alternate religious service.

17.
The price of congregational vitality is the frequent appearance of confusion and even anarchy.  The communal tolerance for such creative unpredictability is a learned skill.  There can never be too many people trying too many things.  If it's a good idea, people will keep coming.  If it's not so good, no one will come.  The committees, the board and the rabbi ought not get into the business of approving or disapproving anything; they should only help whomever and whenever they can.

18.
Since no one can be sure of what someone else must do to serve the Holy One, anyone who thinks he has a new idea or an old idea must be given a chance.  This also includes the rabbi.  Unqualified mutual support for one another is indispensable in a would-be community.

19.
The amount, quality, and intensity of adult study, perhaps more than other modes of congregational activity, will liberate its members to make wise decisions for themselves.

20.
The congregation, like an extended family, is a closed homeostatic organic system.  Any anger, guilt, or malice, and any nurture, kindness, or encouragement put into the system eventually (it may take years) returns to those who put it out.

21.
Rabbis, as Arnold Jacob Wolf has observed, do not own 'their' congregations.  Congregations belong to their members.  For this reason, congregants have ultimate decisionmaking power and rabbis are well advised to invest their egos in something less mercurial and over which they have more control than "their' congregations.

22.
Rabbis should treat Jews more like rabbis.  Jews should treat rabbis more like Jews.

23.
The chief goal of a rabbi is to teach the members of the congregation how to run their congregation without rabbinic help.  The rabbi must tell them what he or she knows and then persuade, and even trick them into doing what they want to do with their congregation.  The congregation belongs to them; but only when they realize that their rabbi will not "do it" for them, can they (and it) begin to realize their full creative and religious potential.  In the imagery of Lurianic Kabbalah, as Eugene Borowitz has wisely suggested, this is called tzinazum or voluntary self-contraction, resulting in the creation of a space within which people have room to experiment, fail, learn, and grow.

24.
Rabbis ought to treat their congregants as members of an am kadosh, a holy people.  Neither judging nor scolding, the rabbi ought to give congregants permission, encouragement, and support as they try to discover for themselves what they must do to be Jews.

25.
Rabbis and congregants have it in their mutual best interests to encourage the rabbi to develop his or her own spiritual life, and to discourage the rabbi from serving as a communal surrogate for religiosity or as a skilled but hollow performer.  The leader of the prayers, in other words, must also pray.

26.
People must always feel free to establish mechanisms for telling one another the truth about their congregation.  Boring worship, irrelevant classes, or cowardly social action programs can change only if members can share their evaluations.  The bulletin ought to have its own independent (of the rabbi and the Board of Trustees) editor and be a forum for real and open debate.  Arguments are a necessary part of vitality.  The opposite of telling the truth here is not lying, but out of some misguided attempt to protect the congregation, 'keeping it a secret.' Nothing so paralyzes a social organism as secrets -- especially those that are widely known yet never spoken.

27.
The reality of a congregation's mood and vitality is a highly volatile, subtle, and even capricious creature.  Ultimately our evaluation of the reality of a congregation and indeed the very standard of evaluation we choose may tell us more about ourselves than the congregation.  Precisely because they are so amorphous, congregations tend to function as a kind of communal Rorschach for their members.

28.
Finally, the members of the congregation must nurture one another because they need one another.  They simply cannot do it alone.  Hermits and monasteries are noticeably absent from Jewish history; we are a hopelessly communal people.  When the wilderness tabernacle is completed, near the end of the Book of Exodus, we are told, 'And it came to pass that the tabernacle was one' (Exodus 36:13).  Commenting on this curious expression, Rabbi Mordechai Yosef of Izbica (d. 1854) observes:

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 work was extraordinary. Afterwards, once 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 one of them had depended on the other.  They understood how what all they had accomplished was not virtue of their own skill alone but that the Holy One had guided the hands of everyone who had worked on the tabernacle. 77zey had only later merely joined in completing is 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'd only make the courtyard tent pegs.

Source: Originally printed in New Traditions Magazine, Spring 1984.

Synagogue Board Spirituality
An Oxymoron?

Daniel S. Schechter

When I told a friend that I was interested in 'synagogue board spirituality', he told me that 'board spirituality' is an oxymoron.  Discussions with rabbis have convinced me that they are highly critical of board meetings, usually play no role in the development of agendas and the discussion of items unless they feel that their ox is being gored, and that they generally attend for reasons of self-defense.  In short, rabbis do not function as rabbis at board meetings.

At the same time, synagogue trustees, initially drawn to the task by some sort of tug from their religious tradition, accept their position because they believe the institution needs them, that they can grow religiously, and that they can make a contribution. in the final analysis, it is the Jewish purpose that attracts members of the board, not the joy of attending more meetings or e@ning more balance sheets.  They often become quickly disillusioned, sometimes resign or leave at the end of one term, or fail to show up at board meetings which they consider to be a waste of time.

Trustees as Holy Vessels

If my assessment is correct, rabbis and lay leaders agree on one thing: board meetings are a bad scene and have nowhere to go but up.  As a columnist for a synagogue administrators' magazine for 10 yean, I have beaten the dnims for a board agenda which says that the real "business' of synagogue boards is helping Jews to lead Jewish lives by incorporating Judaic insights into questions of daily living.  It was only recently that I heard the governance of religious institution referred to as 'worshipful work' by Dr. Charles Olsen, a Presbyterian minister and Project Trustee of "Set Apart Lay Leaders', an ecumenical effort.

We desperately need to develop a new paradigm for decision-making in synagogues, combining elements of valuebased decision-maidng while exercising governance oversight on management issues.  Questions which need to be addressed in the context of this new paradigm include: How well is the board serving the spiritual mission of the synagogue?  To what extent would an increase in attention to spiritual matters in the content and context of the board meeting increase satisfaction of board members?  What should the role of prayer be in the context of board mee@gs?  To what extent is it possible to include biblical and other text study in the decision-maidng of a synagogue board?  In what way is the concern for the religious life of the congregation demonstrated in the planning of the agenda and conduct of board meetings?  What do board members value, and how is this demonstrated in board actions and activities?

To address these questions would re-quire careful examination over time, but would perhaps strike a responsible chord in some congregations and might even be suggestive for other types of Jewish organizations, institutions, and agencies.  It might help focus attention on the linkage between religious living and social justice, on the healing role of the congregation, on increased personalism in the planning of worship, and even result in more Judaic valuebased decision-making in the personal lives of their constituents.  Who knows where it could end?

Jewish Living Now
A Strategic Plan for the Synagogue

Rabbi Alan Silverstein

Jewish Living Now depends on the synagogue both as the primary instrument of outreach to synagogue members and as the center of Jewish Life.  Even before the destruction of the Second Temple, the synagogue had already become the central institution of the community.  Today, this role is even more important.  As the community continues to spread out and the ties to the community loosen for many, the need for a strong central and unifying communal and religious institution becomes increasingly important.  The synagogue can provide this unity and it gives us a place to express our Judaism as part of a community.

As synagogue leaders we must remind congregants that if they wish to take Jewish Living Now seriously, they must engage in and participate in synagogue life.  Members must not view the synagogue as the place where they come a few times during the year, or where they drop their children off for services or for school.  Rather, they must be encouraged to realize that the synagogue has a lot to offer and must serve a central part in their Jewish life.

This ideal, however, requires a lot from synagogues as well as members.  Synagogues must provide the programming and activities that will attract members to participate.  They must reach out and excite both their members and unaffiliated Jews to want to participate in synagogue programs.

Strategic Synagogue Programming
Well planned synagogue programming will both attract participation and help to build a stronger Jewish community by helping to answer many of the challenges facing the community today.  Studies have shown the continuing rise in the rate of intermarriage, and the decline in affiliation and commitment.  With the Jewish future in serious peril, Jewish Federations have challenged community planners to create a strategy that will best attract and in involve young Jewish families and thereby help to build a stronger Jewish community in the present creating strong foundations for the future.

Whereas in the past, Jewish secular and religious agencies have been rivals for both dollars and for agenda-setting, for the first time there is a consensus strategy, the American synagogue as "the gateway" into Jewish life!  As Barry Shrage, Executive Vice President of Boston's Jewish Federation, noted:

Congregations are our most broadly based communal institutions, involving far more young Jewish families than any other Jewish organization and probably more than all of our institutions combined ...

American Jews feel closer to their congregations than to any other institution in Jewish life ...

Congregations and their national movements are uniquely positioned to strengthen and integrate all of the experiences most likely to impact Jewish identity and Jewish living.

They are the primary gateways for young Jewish families; their afternoon and week-end schools educate the vast majority of Jewish children; their camps, youth groups, and Israel experiences dominate the market ... and, of course, most day schools are religiously affiliated.

A "strategic" program plan for the American synagogue is critical to the future of American Jewish life!

Synagogues Adapt to New Programmatic Challenges

Throughout the history of our diaspora, Jews have survived as a distinctive minority due to the ability not to simply blend into the larger society around us.  Nevertheless our resilience is equally indebted to a skill in "acculturation," i.e. borrowing and "Judaizing" effective megatrends within society-at-large, The dual strategy, remaining apart from while actively engaging the culture around us, is characteristic of American synagogue history as well.

In each of three discernible phases of congregational evolution, Jews adapted to new challenges by incorporating the institutional techniques proven effective in churches and in American business life.  The colonial synagogue had been solely a place of worship, run by its male heads of household, devoid of professional religious leadership, of meaningful involvement of wives or of children.  Yet over the next two centuries, time and again, American Jews courageously innovated, showing "a bias for action," a willingness to try multi-strategies for improvement, while realizing that only some techniques might prevail.

During the middle years of the nineteenth century, for example, the American synagogue's permanent additions included the religious school and the pulpit rabbi as new dimensions in order to attract and retain young immigrant families, Similarly, in the later years of this century, confronted with new secular allures enticing the young generation of adults, the house of worship's agenda expanded once again.  Lasting changes included sisterhoods, offering social action projects and educational self-improvement for young women as well as recreational activities for young men.

Furthermore, the onset of the twentieth century, with its urbanization and massing of new immigrant groups, forced these emerging synagogue centers into grappling with a full range of specified endeavors, Most notable of the new list of innovations were synagogue membership for women, congregational clubs for men, and youth groups for adolescents.

The past thirty years have witnessed further innovations in the synagogue agenda, in harmony with the changing demands of American lifestyles.  Unlike in the years prior to World War II, more and more today's full-service congregations offer a preschool department, a senior adults program, family education workshops, introduction to Judaism for prospective Jews by Choice, "keruv" to intermarried Jews and their family members, programming for single Jewish adults, outreach to day school families, support groups for persons in emotional need (widows and widowers, HIV patients and their care givers, divorced individuals), as well as havurot (small clusters of friendship groups who share study, worship and social settings).

The synagogue must continue helping to answer the challenges facing the community and it must create the perception that it is the place where its members can come both to face these problems and to express their Judaism.

A Strategic Plan
The synagogue must continue to develop to meet the needs of the community in the late twentieth century.  It must answer the challenge to reach out to the uncommitted, provide guidance on the serious questions that face the community, and it must offer its members the opportunity to express themselves Jewishly in a variety of different ways.

This strategic plan contains a series of program suggestions to help synagogues plan to meet the challenges and needs of the Jewish community.

The Synagogue Can Respond to Intermarriage-

Promoting Marriage Within The Faith.  Since intermarriage is perhaps the greatest challenge facing the community, it is essential that synagogue programming address it.  Our congregants want answers and guidance as they deal with their children and their hopes for the future.

The first building block in the plan to promote endogamy (in-marriage) is a matrix of learning and activities which best promote the forging of future Jewish marriages and families. (For further information and suggestions see Alan Silverstein, It All Begins With A Date: Jewish Concerns About intermarriage, available from the United Synagogue Book Service)

Conduct parent workshops for nursery school parents, to empower them to begin to create a rhythm of Jewish continuity for their offspring, including a clear and focused approach to parental expectations regarding in-marriage.  Help the parents to understand that a caring, consistent and committed Jewish Life style is an important first step in the prevention of intermarriage.

Implement the 5-session Family Education unit: "Why Be Jewish9 What's the Gain, the Pride, the Joy?" (Available with a teachers guide from the United Synagogue Book Service).  This will enable parents and preteens to "unpack" the many Jewish involvements in their lives and to set Jewish goals for adolescent years.

Provide Parent/Teen Dialogue groups, formed around clusters of friends, to examine and discuss the issue of interdating, as well as to fortify parents with their own appropriate strategies and techniques.

Intensify guidance for parents and teens in the selection of a college campus with suitable opportunities for continued Jewish identity formation and for networking with Jewish youth.  Contact the United Synagogue's KOACH office for additional assistance.

Provide post-college single Jewish adults with the information explaining, "Intermarriage: Our Grounds for Concern." Most importantly, make every effort to network Jewish singles with one another and with Jewish institutional settings.

The Synagogue, Preserving Jewishness in Families: After Intermarriage Has Occurred.
Although the Jewish "ideal" is endogamy, after the fact of intermarriage synagogues must make every effort to preserve the prospect of Jewishness in those new family units. (For more information and suggestions consult Alan Silverstein, Preserving Jewish in Your Family: After Intermarriage Has Occurred, available from the United Synagogue Book Service)

Develop materials to educate the new couple and the Jewish relatives about the positive effect of unifying the home through conversion into Judaism, and the praiseworthy status of sincere Jews By Choice within our communities.

Offer information and encouragement for the mixed married couple to enter into an Introduction to Judaism course, to learn about and to begin the practice of Jewish religious living.  If your synagogue does not have this type of program, provide information on local alternatives and on the Rabbinical Assembly hotline which provides information on these programs( I -800-ASK-N-LEARN).

Once conversion occurs, the synagogue must be prepared to effectively welcome and integrate the New Jew into the life of local Jewish community.  We can ill afford to leave spiritual newborns" simply "dripping at the mikvah."

Provide a mentor to help the new Jews feel comfortable in the synagogue community.  If possible, it may help if the mentor had also gone through the conversion process, and would therefore better understand the new Jews feelings and needs.

Make sure that the new Jew (and each new member) is invited to participate on synagogue committees.

New Jews are often very enthusiastic to finally be full members of the community.  This enthusiasm should be harnessed by the congregation.

Where conversion is not being contemplated, the congregation should still help the couple and the Jewish extended family to comprehend the fallacy of "raising the children in both religions," and the blessing of "choosing Judaism for your child." Various models for "keruv' (bringing the non-Jewish partner closer to Judaism) programs are available from the GATEWAYS office (Dr.  Anne Lapidus Lemer) at the Jewish Theological Seminary.

Particularly effective, in this regard, has been the Jewish Literacy format, developed by Rabbi Avis Miller of Adas Israel Congregation in Washington, D.C. These classes are intended for couples exploring conversion, for couples considering raising their youngsters as Jews, as well as for other Jewish persons interested in exploring our heritage. (This program is described in more detail in the Jewish Living Now booklet on Outreach.)

Special workshops and adult/child venues must also be created for grandparents whose Jewish grandchildren are being raised in interfaith homes, The transmission of Judaism will be heavily dependent upon these potential religious "sages."

The Synagogue A Center of Life-Long Learning
American Jewish life has often cast Jewish learning into the narrow lens of childhood education, to be cast aside following bar or bar mitzvah.  Instead, congregations should reframe learning as suited to every age and stage of life.

Preschool programs should upgrade their Judaic content.  These nursery years offer countless opportunities for setting young families on the course of Jewish involvements.  Through prayers and songs, foods and rituals, holidays and Shabbat, stories and values, and networking with both the congregation and with peers, the preschool years can set a rhythm of Jewish engagement. (Contact Kay Pomerantz at the United Synagogue Department of Education for assistance).

Upon entry into kindergarten, congregations must educate their families that all research indicates that Jewish identity formation demands a substantial number of hours of formal Jewish education.  Therefore, we must recruit youngsters for one of two acceptable paths: either Jewish day schools (offering 20 hours per week of Judaica instruction) or synagogue schools for the full number of years (age 5 through 17).  Our battle must be not only to preserve 6 hour a week in the synagogue school, but to sustain at least a decade of continuous learning for each child.

In addition to formal Jewish education, the significance of informal education" in creating Jewish self-esteem dictates serious efforts to persuade families to opt for Jewish content summer camps (day camping and then overnight), Jewish youth groups (notably Kadimah for grades 6-8, and USY for high school years), as well as a teen "Israel Experience" of at least 6-8 weeks duration (such as USY Pilgrimage, Ramah Seminar, Solomon Schechter Day School 12th Grade Semester, USY High School in Israel).

Family education should be incorporated into the formal education programs of the synagogue for families with children of all ages.  This will serve to bring the parents into the synagogue, increasing their knowledge and commitment, and will enable the parents to be more effective role models of Jewish living for their children.  The congregation should forge Jewish Family Education (see Ronald and Leora Isaacs, Jewish Family Matters, available from the United Synagogue Book Service) for-. preschool families, for synagogue religious school families, for day school families, for families with teens, and for grandparents.

Beyond childhood, synagogues ought to develop a wide array of options for adult learning to continue and to thrive.  These educational ventures should be targeted at young adults all the ways through senior citizens.  Suggested formats might include:

· Study groups for physicians, attorneys, business persons, scientists, educators, etc. examining the wisdom of classic Jewish texts with regard to the ethical issues facing these occupations.

· Talmud or Mishnah study groups in tandem with Sunday morning minyan or between Minchah and Maariv on Shabbat or in a regularly scheduled adult education evening format, to become part of the Rabbinical Assembly's Movement-wide Talmud Study Project.

· Some congregations are beginning to provide Jewish content "on-line" via a computer "bulletin board" limited to the membership.  Other communities are experimenting with weekly "Torah portion of the week" study sheets. (Contact Rabbi David Blumenfeld for more information.)

· The Federation of Jewish Men's Clubs offers a Hebrew Literacy Campaign, to teach all adults to comfortably pronounce the Hebrew characters and our basic prayers.  The FJMC also provides its Art of Jewish Livng series which serve as ideal materials for Holiday Workshops regarding Shabbat skills, Hanukkah enhancements, the Passover Seder, etc.

· The United Synagogue and Rabbinical Assembly have created 6-session thematic courses on Jewish Identity and a variety of other topics. (Contact Rabbi Robert Abramson of the United Synagogue for details)

· Learning related to increasing one's ritual observances can be structured around Rabbi Bradley Artson's It's A Mitzvah (available from the United Synagogue Book Service), as well as the United Synagogue's Jewish Living Now initiatives for Tikkun Leyl Shavuot, or an evening-long Torah-Thon (contact Rabbi David Kunin at the United Synagogue for details).

· Retreats can be structured for distinctive age groups or for clusters of members interested in exploring specific topics or shared experiences.  "Life-long learning" lectures and courses for senior citizens groups of the local congregation are often available via local JCC's and BJE'S, as well as from regional United Synagogue efforts.

The Synagogue a Center of Diversity in Religious Experiences
Conservative congregations are part of a Movement which lauds the blessing of pluralism -- rooted in the concept, elu ve-elu divre Elohim hayim ("often there is more than one valid method to serve the almighty").  Our objective is not to coerce any one group of members to comply with a specific genre of prayer experiences, but rather to offer a variety of attractive alternatives to secularism. Indeed, it is through a willingness for diversity (within the halakhah) that our synagogues can be most effective in developing commitment within our membership, and attract the unaffiliated of the community.

For example, many congregations are creating diverse formats for spiritual satisfaction in Friday evening prayer:

An early (candle-lighting time) informal Minchah/Maariv Kabbalat Shabbat service.

A late Friday night format with a formal sermon or a guest lecture or some other type of special program.

A family service intended for parents with small children, featuring Shabbat songs and stories.

Numerous synagogues are also structuring options on Saturday morning as well.

A traditional service, with sermon, full Torah reading, bar/bat mitzvah.
A parallel "Torah for Tots" service for families with toddlers.  Or A similar "mini-minyan" for families with youngsters ages 5-9

A junior congregation intended for both synagogue school and day school youngsters as well as their parents

A "Learners' Minyan " for adults seeking to ask questions about the meaning of the prayers, the Torah portion, etc. (See Jewish Living Now Booklet on Shabbat).

Torah portion study groups.

Teenage Torah Reading clubs.

These pluralistic approaches to Shabbat prayer also can be reflected in diverse prayer settings that can be established to meet the needs of individual havurot, or other committed clusters of members for weekday prayer or for congregational retreats and celebrations.

Religious experimentation should also be provided for youngsters in the congregational youth groups, those in the religious school and Hebrew high department programs, as well as for the Nursery School's weekly pre-Shabbat celebration.

Furthermore, congregations, their men's clubs and sisterhoods should encourage spiritual outlets for males and females to bond with one another in religious settings, such as Rosh Hodesh prayer groups and retreats.

The Synagogue as A Center for Support Groups
Rabbi Harold Schulweis wisely has noted that "Jews need other Jews in order to be Jewish." Jews seek congregations in part to interact with persons at a similar stage of life.  Thus support or networking groups are critical.

Newly weds can be networked through Couples Clubs or Havurot for young couples

When a baby arrives, the family should be informed of New Mothers' Groups offering weekly camaderie,

Infertile couples should be offered support groups, in particular if they encounter the trauma of miscarriage or still-birth . If they adopt, then support clusters should be offered as well.

Divorced persons need a cluster of peers for support, and if children are involved, then they should also be referred to single parents groups.

The need for support is acutely present when illness occurs.  Congregations must be ready to help their congregants by:

Initiating a Jewish Healing group, separate support for the patient as well as for the care givers.

Supporting members they or family members enter a hospice situation -- a time when support is even more critical and acute.

Insuring that a congregational Caring Committee or Mitzvah Corps is available to set up the House of Shiva, and to assist the mourners.  As follow-up, the synagogue should create a Nichum Avelim ("Bereavement") group as well.

Support should also be considered if there are a significant number of single Jewish adults in the congregational family, who would benefit from networking with peers involved in similar stages of life.

Support groups should also be offered to families whose sons and daughters have intermarried, in order to help them cope with and respond to the challenges which arise.

The downsizing and dislocation of many businesses have cast many white collar executives adrift.  We need to forge new business networks, vocational support systems, frameworks for career counseling as have America's churches.  We need drop-in centers at local synagogues, cooperative ventures with local Jewish Vocational agencies, plus available marital and family counseling services to cope with stress during career change.

American Jewry is as an aging population.  Our women outlive our men by an average of 8 to 12 years.  Experts surmise that women's resilience is related to their ability to adapt to a stage of life which is no longer measured by achievements in the workplace.  Men are notoriously ill-suited for this dramatic reorientation of their lifestyle.  In other words, men's clubs ought to forge additional modes of retirement activity and creative voluntarism. 76 million baby boomers, often two-career households, will begin to retire by the year 2010.  We must generate new goals and measures of self-esteem for life beyond the office.

The Synagogue: Idealism and Community Activism
Congregations should also provide the opportunity for religion in action," for passionate commitments to be expressed for Tikkun Olam ("for forging a better society").  The synagogue Social Action Committee should be prepared to-.

Express the opinions of the membership to state, provincial and federal legislators in the wide range of social issues being re-examined in this era of legislative controversy.

Advocate the case for Israel's security in the forthcoming heated debates which will ensue once the Peace Process tackles the status of Jerusalem, the fate of Palestinian refugees, and of Jewish settlements in the West Bank and the Golan Heights.  The Social Action committee should also be prepared to forge local programs to combat bigotry, and to respond appropriately when anti-Semitic or racist vandalism (painting swastikas, etc.) reveal their vile presence.

The Local Clergy Association and Civic leadership should be addressed in an ongoing fashion for a wide-range of communal concerns, whether it is the arrival of a group home for the developmentally disabled, or the racial or ethnic integration of the neighborhood, or concerns land developers facing off against conservationists.

The Synagogue will also benefit by identifying itself with the social activism of the regional Jewish Federation agencies-. the Jewish Community Relations Council, the Jewish Vocational Service, the Jewish Family Service, as well as their outreach to the needs of Russian and other Jewish immigrants.

The congregation should also interface with the efforts of the United Synagogue Public policy Commission to effectively address national concerns about environmentalism, domestic violence, welfare reform, foreign aide revision, and so forth.  All arms of the synagogue should also consider "hands on" projects to assist specific local populations who are in need.  A Mitzvah Corps of youngsters, teens and adults, collecting food for pantries, serving the shelters for homeless, and other direct service, can truly transform the person who participates in these acts of HESED ("of kindness").

Synagogue Programming for Outreach
There are many opportunities for synagogues to reach out to their members, helping them both to see the relevance of Judaism and to encourage them to become more committed and active Jews.  The Jewish Living Now campaign provides a variety of resources to help you to develop programs to bring congregants into your synagogue.

· Shabbat plays a central role in the shaping of both our identity as Jews and our whole approach to the world.  It is therefore a central focus of Jewish Living Now.  Shabbat allows us an entire day dedicated to being Jewish and celebrating with our families.  It is a time replete with opportunities for Jewish growth as we take on more an more of the observances which make it a day unlike any other.  Indeed, the beauty of the Shabbat observances can create ties and memories that can build a commitment to Judaism which will last for a life time.

The Jewish Living Now booklet, Making Shabbat focuses on synagogue programs to enhance Shabbat Observance within the home and the synagogue.

· Study of our tradition helps to give a structure to our lives as Jews.  When we study we have the opportunity to appreciate our past, understand our present and chart, to some extent, where we wish to go in the future.  Study gives us the opportunity to build strong foundations for the future as famflies join together in study to learn about their tradition and make the quest for Jewish knowledge an ongoing part of their lives.

In addition to the material found above, the Jewish Living Now booklet, The Synagogue as Bet Torah examines how synagogues can develop a comprehensive and effective adult education program.

· Serious Jewish living requires each of us to engage in prayer in our daily lives.  Prayer also forms the center of synagogue activity.  The Jewish Living Now booklet, Living a Life of Prayer describes programs which strengthen both individual and communal prayer.

· As described above, Jewish living, requires serious engagement in the mitzvah of tzedakah (in the broadest sense of the term).  Our prayers and texts are only words unless we work to actualize them by working to improve the quality of life in our communities.  Our rabbis understood this when, in Perkei Avot, they made gimilut hasadim (acts of loving kindness) one of the pillars that uphold the world.

The Jewish Living Now booklet, Tzedakah, The Place where miracles happen, examines how congregations can develop effective projects in Tzedakah and gimilut hasadim.
· A strong and vibrant Jewish community depends on the full participation of its members -- who work both to create a satisfying Jewish life for themselves and who help others understand the beauty of living the Jewish life.

Outreach to the uncommitted and unaffiliated is a key to building stronger synagogues.  In addition to the material found above, program suggestions for outreach are also included in the Jewish Living Now booklet Outreach.
· To take Jewish Living Now seriously, and to build strong congregations, we must encourage distinct Jewish behaviors.  These behaviors help us to understand who we are and what we believe.  Kashrut is one of these activities.  It has been a defining Jewish ritual since biblical times.  Indeed, it is impossible to separate Kashrut from living the Jewish life.

Synagogue Kashrut programming is examined in the booklet, Kashrut: Adding Holiness to the Moments of Our Lives.
Programming is not Enough
While the synagogue has always developed to meet the needs of its community, the perception of the synagogue has not always changed as quickly.  People think of synagogues as places to attend on the High Holidays and as places to drop off children for Hebrew School.  We need to get the message across that the synagogue has much more to offer.  Jewish fife in America depends on the synagogue reaching out to its membership and the unaffiliated, attracting them to take a more active role in Jewish Life.

· When the synagogue develops programs to meet the needs of the community it increases its power to attract people to it,

· When the synagogue creates a welcoming atmosphere, where strangers are greeted and made to feel comfortable, it increase its power to bring in new people.

· When the synagogue works to increase its visibility as an active an vibrant community, people will be attracted to it.

· When members feel personally appreciated, and needed.  When they are involved in their children's education and programs are provided that meet their needs, then, synagogue commitment will increase.

Conclusion - The Challenge Lies Ahead!
Congregations are the "gateway" to American Jewry's future.  As Barry Shrage correctly has assessed, nearly 80% of young Jewish couples will affiliate with a synagogue at some point prior to their sons and/or daughters reaching age thirteen.  The challenge therefore is to make the most of the time of their contact with synagogue life.

Some Jews will be "Heart Jews." They will best be influenced by the vitality of religious He and the multiple entry points for spiritual illumination offered by the institution.  Others will be "Head Jews." They will be responsive primarily to Jewish ideas, values, issues, and avenues for learning which Judaism will provide.  Yet a third group will be "Hand Jews," inspired by hands-on activism and/or networking in friendships or support from congregational networks with peers.

To the extent that we follow some of the challenges implied by this maximalist strategic plan, we will be doing our part to assure Jewish continuity.  The challenge of intermarriage, and of preserving Jewishness in our families cries out for response.  Throughout American history, synagogues have thrived by rising to the challenge of each era.  Let each of our communities meet aspects of this aggressive agenda, as we aspire to fulfill our collective destinies!

Suggestions for implementation of the programs presented during the Jewish Living Now Seminars of The United Synagogue of Conservative Judaism, 1995 Biennial Convention in Washington, D.C., Edited by Rabbi David A Kunin

A Letter From Rabbi Samson Raphael Hirsch of Frankfurt
to the Honorable Liepman Philip Prins of Amsterdam

May 29, 1873

Your Excellency turned to me with the following question and requested an expression of my opinion on it-- “Is it the obligation of the leaders of a community among the people Israel, after they have provided for the Torah education of the children of the poor and the middle-income [members of the community], to do the same for the children of the well-to-do? Is this matter not important, if not to a greater extent at least to the same extent as the concern for mailers of the synagogue and other interests of the community?”

In connection with this, I am honored to respond:

The concern for the Torah education of all the youth of the community, with no distinction between rich and poor, is not only a portion of the obligations thrust upon the leaders of a community. Rather, it stands, without a doubt in first place among their obligations, and other matters retreat before it. Leaders of a community who did not do everything in their power to see to it that all the children of the community, rich and poor, can study Torah as required, have failed to fulfill the obligation that they took upon themselves before God on a matter that is of supreme import and the greatest holiness.

It is possible to perceive the absolute importance of this matter in accord with the law of Torah which obligates us and those responsible for the administration of the affairs of a community from the following sources:

For the synagogues as well as all the other religious institutions of the community will lose all their value and prestige, and the glory of our synagogues and our scrolls of Torah, their significance and content, will be reduced to objects of scorn and derision if we are not concerned with establishing schools which will raise our children to be faithful heart and soul to Judaism, and to be sanctified in those synagogues for the sake of this Torah, in accord with all its statutes and judgments, from a state of understanding and enthusiasm, and for the sake of being servants of God in truth in the life of Israel, a life of Torah and commandments.

And that which has been true at all times has been elevated into a matter of unparalleled importance at the present moment. The holy concerns of Judaism will be, God forbid, abandoned completely if we do not succeed in arousing enthusiasm among the children of the affluent for Torah and worship, and if we do not raise them to become proper Jews. For they are those most exposed to the great temptations of the time, and they are likely to be the first who will be lost to the community of Israel if they do not acquire a broad knowledge through the spirit of an illuminating and exciting Torah. In this way, they will display an honor and an enthusiastic love which elevates the prestige of Torah, and they will not from a lack of knowledge, distort and abandon her in life. The study of Torah alone will permit their rescue, and this will be only if the affluent members of our community and their children return and understand the honor that stems from being among those who are learned and who revere the Torah and those who study it. Then, members of our middle class as well will preserve their faith in God and his Torah, and the decisive influence upon our communities will be in the hands of those who are devoted in nobility and enthusiasm for the cause of Torah and its holiness.

In our day, concern for the Torah education of the poor is an act of loving kindness. However, the concern for the Torah education of the wealthy is an ad of rescue for the sake of God and His Torah.

Yet without a doubt the first obligation of the affluent and a commandment directed towards heaven is the concern that the Torah education of their own children takes precedence over the education of the poor.

The commandment to teach Torah to their own children strikes them at the outset as it is the first commandment of the father towards his son and his obligation to bequeath Torah to his sons after him. Indeed, the commandment to teach Torah to the children of the poor may be thrust upon them indirectly only through the commandment of tzedakah . Thus, a Jewish law states unambiguously, “One is obligated to hire a teacher for his son to teach him. However, he is not obligated to hire for the son of his friend.”-- (Yoreh Deah 245:4).

Hence, the wealth of the affluent, from which tax money is taken for the needs of the community, is subject first and foremost to the Torah education of their own children, and only afterwards to the children of the poor. The leaders of the community who are called upon to administer the community and who are obligated according to Jewish law as explicated above to demand from the affluent father that he maintain Torah education from his wealth-- it is incumbent upon them to use the funds of the wealthy first and foremost for the necessity of Torah education for the sons of the wealthy themselves and only afterwards for the children of the poor.

This and more, as is clear and obvious according to the law— that the holiness of the house of study is greater than the sanctity of the synagogue for in a time of need it is permissible to transform our synagogues into houses of study (Orah Hayyim 153:1), and in a time of emergency it is even permissible to sell our Torah scrolls if it is necessary for the maintenance of Torah education (Yoreh Deah 270:1). From this, it is also evident that a concern for the Torah education of the children of the rich and poor alike is not only a matter comparable in importance to other affairs of the community. Rather, the extent of its importance, its essentiality and its urgency, exceeds all else.

1) ‘Teachers for children are appointed in every city, and any city which does not have a teacher for children within it, a ban is pronounced upon the inhabitants of the city until they appoint a teacher for the young. And if they do not make such an appointment, they are destroying the city, i.e., they are undermining rather than sustaining the future existence of the city. For the world is sustained only by the breath of schoolchildren.”-- Yoreh Dealt 245:7.

2)
“Every father is obligated to hire a teacher for his son. Comment--and we compel him to hire a teacher for his son, and if he is not in the city and he has means, if it is possible to inform him, they inform him, and if not, his funds are expropriated and a teacher for his son is hired.”-- Ibid.: 245:4.

3) “The residents of a city compel one another jointly to hire a teacher for their children.”-- Ibid.: 245:15.

From these laws it is absolutely clear that the Torah education of the children of the affluent is not a private concern of their parents alone. The Torah education of children is a public concern attached to the entire community. The wealthy members of a community have a mutual claim upon one another to arrange for a comprehensive Torah education for their children, making use of their fiscal resources. At the same time, they are obligated to be concerned about the Torah education of the children of the poor. According to the commentary of Rashi on Nedarim 81a, the phrase, “take heed of the children of the poor,” does not at all mean that we fulfill the obligation of concern for a Torah education through a specific program of study for the children of the poor. Rather, its singular intent is to protect the children of the poor from abandonment, “that it will not be trivial in our sight to teach them Torah.” This caution receives double force in that it emphasizes that it is precisely from the children of the poor that great Torah scholars frequently emerge.

Question Posed by Rabbi Eleasar Ottensosser of Hoechburg
to Rabbi Esriel Hildesheimer of Eisenstadt in 1867

(Printed in The Responsa of Rabbi Esriel Hildesheimer
Yoreh Deah-- #219)

In the Israelit , I saw the names of donors and the exact amounts of their gifts published prominently, and I was very saddened by this. I said to myself that Jews-- since the moment that Israel became “a holy nation”-- had always sought to conceal their charitable gifts so that the recipient would not know who had contributed to their support. And now, in the larger world, everyone boasts and haughtily proclaims what is his and looks to see if his name and his gift are displayed to the whole world.

This is contrary to what is found in the Beit Yosef on Yoreh Deah 247, 2 who cites the Sefer Mitzvot Gadol , who writes, “One who donates charity is required not to boast haughtily of the charity he gives, and if he should boast he will not only fail to receive a reward for what he has donated, but heaven will actually punish him for it.” As it is written in Baba Batra 10b, “Rabban Gamliel answered saying, ‘Righteousness exalts a nation’ [This refers to Israel of whom it is written, ‘Who is like your people Israel, a singular nation on earth.]. ‘And the kindness of the peoples is sin’ (Proverbs 14:34). All the charity and kindness that the nations do is reckoned as sin to them, because they only do it to display haughtiness, and whoever displays haughtiness is cast into Gehinnom.” And if this is the case, whose heart would not be saddened upon seeing the corruption of so many in this way, that Israel follows the ways of the nations and publicizes its charitable gifts. And instead of our hoping to be redeemed in the near future through the merit of tzedakah , we grant the sitra ahara (the devil) an opportunity to denounce us. And thus it seems that the passage from Proverbs 21:14, “A gift in secret pacifieth anger,” teaches that if charity is given in an open manner (ba-galui ), it will arouse wrath. This is why it is written, “It is told to you, 0 man, what is good [and what the Lord requires of you-- to do justice, to love mercy,] and to walk humbly with your God” (Micah 6:3).

And there is no reason to issue a leniency (heter on this matter on account of the concern that if La permission] is not forthcoming donors will not contribute large amounts. For the amount of the contribution is not our responsibility, especially if, by issuing a leniency, we would be forced to transgress the boundaries of the positive commandment of charity which specifically necessitates that charity be given anonymously. We are obligated to perform this commandment according to the will of our Father in Heaven without any deviation, and certainly not in accord with the evil inclination of those small-minded persons [who desire such publicity]. As the Maggid to the Children of Israel, ‘ commenting upon the biblical verse, “You shall not make with Me-- gods of silver, or gods of gold, you shall not make unto you” (Exodus 20:20), observed. “You shall not make with Me-- gods of silver, or gods of gold, you shall not make unto you,” means that if you do something with Me, i.e., perform the commandments, you shall not derive any material benefit from their performance.

All of this I have discussed with the esteemed Rabbi Seligman Baer hamburger of Wuerzburg, and he also said that these words are right and correct. Yet even here, he would not take action himself, but only in concert with the opinion of the father-in-law of his daughter, the eminent Rabbi Jakob Ettlinger, and you, Your Excellency.

The Response of Rabbi Hildensheimer of Eisenstadt

I) The words of the Sefer Mitzvot Gadol cited by the Beit Yosef at the beginning of Hilchot Tzedakah , Yoreh Dealt 247, and based upon Baba Batra lob, indicates that everyone who boasts and ads haughtily on account of the charity (he has donated] is punished as the heathen are. Even so, it is not at all necessary [to conclude] that a donor [intends] to boast and act haughtily [through the gift the donor has given]. If a man wishes to act haughtily and boast a great deal-- then he is deserving of Gehinnom. A man is able to inform his friends [privately] of the charitable donation prior to sending it to the collector. In truth, one who is for God will go to God, and one who is for Azazel will go to Azazel. ~

2) The language of Scripture, “A gift in secret pacifieth anger,” is to be understood exclusively as meaning that if [a gift] is not given in secret, it will not pacify anger. However, from where do we know that it does not mean the opposite? The plain meaning of Scripture (see Gersonides, Ibn Ezra, and Ha-mei’ri) does not require us to interpret it against each of these commentators and against the homilies offered W our Sages in Sotah 5a and Baba Batra 9b. Despite this, the opposite is not implied.

One who wishes to merit the blessing made explicit in Scripture is able to order that his name not be published. It is also possible to be content if the collector is able to withhold the amount donated by the contributor, for then the donor does not tell the collector to publicize [his gift]. He gives anonymously and whole-heartedly-- in accord with the principle that a man cannot forbid something that is not his. Perhaps then this whole inquiry is an inquiry [about the collector’s] obeying [the command of the donor not to publicize the donor’s gift].

3)
Everything said above also applies in response to Micah 6:8, “And walk humbly with your God.” Surely, the sentiment is very good. Nevertheless, the opposite is not [necessarily] implied. 
4) [1 would summarize) the rhetoric [you have] advanced [against allowing this practice as follows. The initial argument held] that if the names of the donors were not published, they would not give at all. This (was not seen as providing) a sufficient justification [for permitting this practice as the [contribution] is not our responsibility. On the contrary, charity which is not given for its own sake (can be reckoned a sin]. Finally, [it is charged that if we permit this practice we] provide the sinners (i.e., Reformers) with an opportunity to claim that just as we change the law for reasons of practical necessity, so they too are permitted to do so. This concludes your pure language.

In my humble opinion, there is a counter-argument to be made to all of these claims. We are not able to deny that through such publicity contributions, with God’s help, are increased greatly. If there is a prohibition against this, how did OUT ancestors act so as to pledge a fixed and explicit amount for the reading of the Torah? And what is it to me that [the claim is made that publicity in the community or publicity in the world can only be done on the condition that such publicity occurs neither for the sake of boasting nor the display of haughtiness? And what is it to us if the sinners [i.e., Reformers falsely accuse us? Even without this, today they say one thing, tomorrow another.

5)The interpretation of Joseph Karo is good and ethical. However, now, after they have already acted [and published the names and true amounts] in the Israelit / even the Gaon of Wuerzburg, Rabbi Bamberger, (believes that it would constitute] a great danger [to reverse this practice]. For the Reformers (Ha-mithadashim ), in their deviousness, would falsely charge-- Since we have not found a new law-- that we are engaged in hiding our ways.

6)
From all this, it seems to me that there is no need to veer from our customary path (in publicizing the amounts donated by contributors]. For even if such publicity does constitute a small sin, great is the sin done for the sake of a commandment (Horayot 10b).

� 'Barry Shrage, "Bring Federations Closer to Synagogues," in Federation and Synagogue: Towards A New Partnershil2, Wilstein Institute, p. 24.
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