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Introduction 

 

The Scenario-Building Working Group was charged by the Board to propose ways that Kol 

HaLev can become more sustainable over time through testing several approaches 

between September and February.  Through these viability tests, the community will have 

some hard evidence for how to proceed over the long run.  Not counting three Board 

members and R’ Steven, over 10 percent of KHL’s household’s participated in this working 

group. 

 

Each proposed scenario addresses how the approach might reduce costs and/or increase 

members.  Each scenario also includes 2-3 operational “tests” to provide evidence of the 

potential viability of the approach.  The timeline below shows where the scenarios fit into 

the overall 2-year strategy.  This timeline assumes that we would hire a part-time student 

rabbi through the transition period.  Given our experience of attempting to hire a part-time 

rabbi through a national search last year, within the constraints of our budget and the 

competitive environment of more synagogues seeking rabbis than rabbis seeking positions, 

the Board is not planning to engage in another national search this Fall. 

 

While the scenarios are described as unique efforts to draw out specific ways to test them, 

the working group understands that they are non-exclusive of each other and in the long 

term are likely to be combined. 

 

This document includes one baseline and four “testable” scenarios, concluding with 

a summary matrix of the scenarios and tests. 

 



 
Baseline Scenario: the first 13 Years of KHL 

 

Kol HaLev, until December 2020 was led by its founder Rabbi in a rabbi-centric synagogue.  

Our Rabbi was well known in the community and was a draw for new members. Rabbi lead 

synagogues are the most common and offer many advantages.  When people are looking 

for a synagogue to join, they will often ask about the Rabbi as first consideration.  While 

Reconstructionist synagogues are intentionally less hierarchical, Rabbis, as spiritual 

leaders guide, teach and offer their experience to their communities.  Often a rabbi 

contributes to the identity and culture of a synagogue community that is recognized within 

and by the broader community. Moreover, we have learned from the past two years that a 

permanent (multi-year contract) Rabbi offers continuity as lay leadership change over time 

and as the synagogue faces challenges. 

 

 

  

  

Stage 1: 
Identify 

Scenarios 
with specific 

"tests" 

August 2022 

   

Stage 2: 
Carry out 
the tests 

August '22 - 
February 

2023 

   

Stage 3: 
Learn from 
the tests  

Community 
Decision on 
how to move 

forward 

February '23 

 

   

Stage 4: 
Transition 

and 
Adaptation 

March '23 - 
June '2024 

   

Stage 5: 
New 

Approach 
Fully 

Implement
ed 

July 2024 



Scenario 1:  Innovative Programs (that are well publicized) to increase 

contributors and members 
 

 

1.  Describe core features/theme 

What’s the underlying driving force(s) for this scenario? 

We want to make our activities more exciting, meaningful, and engaging both for 

ourselves and to attract new attendees and potential members. 

 

How does it work? 

This idea could work inside of any of the other scenarios. The main idea is to identify 

2-3 innovations that are unique to Kol HaLev, fully advertise them to the right 

audiences and carry them out really well. 

  

2.  Benefits 

What are the benefits of this scenario? 

 Attracting new KHL participants and potential members  

 Makes our Jewish life more exciting and inspiring 

   

3.  Challenges  

 Creating a marketing approach or contracting for the expertise  

 Volunteers to engage in recruitment and marketing 

 Volunteers to ensure that programs are well executed 

   

4.  Given identified challenges of this scenario, what elements should we test 

between now and February 1 to assess its viability? 

Build on our current strengths and planned activities for the upcoming year. 

Quantitative and qualitative measures will be used to assess the success of the 

marketing and experience of participants. It is unlikely that many new members will 

join between September and February, but we can measure new participants and 

ongoing participation and donations. 

 

● Intergenerational Education Program (October) 

● Music (Unplugged, Niggun group, other) 

● New Community generated idea? Social Justice? 

● Hire a marketing consultant for at least one of the programs 

 

 

 



Scenario 2: Relationship/Partnership/Consortium (with other 

synagogues) 
  

1.  Describe core features/theme 

It is challenging to run a full-service synagogue with a small budget and limited 

number of members.  Even if we grow to 125 membership units because of 

unique programming that is strategically marketed, we will be remain 

constrained.  Also, other small synagogues face similar constraints as we each 

provide or attempt to provide adult education, cultural programs, Sunday School, 

etc.  We each establish the same basic infrastructure to deliver services and 

programs.  In this scenario, two or more smaller congregations would identify 

common challenges and agree to share specific resources. 

  

2.  Benefits  

 Reduce Costs through shared space, staff, functions 

 Each synagogue brings its strengths to the table and strengthened in the 

process 

 Examples of how to monetize include a shared Education Director, joint 

fundraising and/or marketing 

 

     3.    Challenges 

 Is there interest among other synagogues? This would be deal breaker 

 Synagogues might fear they would lose their sense of identity  

 During collaborations, individuals/organizations often fear that they may 
have to give up more than they are likely to get out of the relationship 

 Relationship-building takes work, patience, trust and time– the 
synagogues and individuals will only enter a relationship if they see how 
they can benefit.  It makes sense to start with low-risk, short-term 
collaborative efforts to build trust and increase likelihood of success. 

 If it becomes too complex, might need to hire a coordinator and costs 
would rise 

   

4.  Given identified challenges of this scenario, what elements should we test 

 between now and February 1 to assess its viability. 

 Reach out to Presidents/Rabbis of nearby synagogues and/or regional 

Recon synagogues to see if they want to meet and discuss common 

challenges and potential areas of collaboration 

 Test interest in a few concrete things (joint adult education sessions, joint 

family type activity, joint service) 

 



Scenario 3: Becoming a More Lay-Led Synagogue 
 

1.  Describe core features/theme 

What’s the underlying driving force(s) for this scenario? 

Enhanced engagement for the congregation and reducing liturgical expenses 

and possibly space related costs  

 

How does it work? 

Advisor/Consultant Rabbi provides oversight, and the lay leaders provide the 

day-to-day coverage for Shabbat and holidays and adult education 

 

What does it require? 

A group of congregants to step up to provide meaningful services.  We would 

need enough volunteers to share the responsibilities and prevent burnout  

Training to fill possible skill gaps among congregants so they can lead services, 

educational programs, and meetings skillfully. 

 

2.  Benefits   

 Potential to strengthen the community as individuals step up into 
leadership roles 

 Grows a sense of ownership 

 Reduces liturgical costs 

 Can buy us time until we can afford the more traditional model or until we 
make firmer decision on how we want to operate 

 Increases connections between congregants as we must work more 
closely together on more things 

 Learn more about Judaism as we step up more to lead services 
 

 

3.   Challenges  

● The limit is the volunteerism and skills of the congregants 

● Also, how will the congregants experience lay-led services and the 

minimal presence of a Rabbi in the community?  

● How would pastoral and spiritual counseling be provided? 

● What about the other functions of a synagogue (tangible and less 
concrete) What would this be like without a Rabbi? 

● How would life-cycle events be supported? 

● How will the lay leaders experience their new roles?  

 



4.  Given identified challenges of this scenario, what elements should we test 

 between now and February 1 to assess its viability? 

 We will use surveys to determine satisfaction of lay leaders and community 

 participants 

● Will individuals volunteer and participate in training? 

● Volunteers lead a significant portion of Shabbat Services in November and 

 December 

● We would also engage members in broader surveys and discussions 

 about whether a mostly lay-led synagogue is what they are looking for 

  



Scenario 4:  Merging (with other synagogue(s)) 

 

While initial conversations could occur, merging is a community decision and 

would require a community process that is not the focus of this September – 

February period. 

 

1.  Describe core features/theme 

What’s the underlying driving force(s) for this scenario?  

 At the far end of the continuum of relationship building is merger.  In a successful 

merger, no one synagogue would merge into the other(s), rather the synagogues 

would consolidate into a new entity.  One stronger Reconstructionist synagogue 

could be stronger than two.  The synagogues become one, share a rabbi and 

programming, and either share space or alternate between more than one space.   

What does it require? 

Synagogue communities and Boards of Directors deciding they each are willing 

to alter their identity somewhat to create a new, unified identity. Figuring out 

together how they want to operate. Perhaps a willingness to let go of certain 

things and an openness to add/become new things. Synagogue members 

would have to desire this option and give authority to leaders to enter any 

formal discussions. 

 

2.  Benefits  

 Strengthen the Reconstructionist presence in Baltimore or if with other 

synagogues, a more progressive, stronger entity 

 Reduces costs through sharing resources reduced duplication 

 Diversity, adds new perspectives, ages, types of people, which also adds 

to strength 

  

3.  Challenges 

 Relationship-building takes work, patience, trust and time– the 
synagogues and individuals will only enter a relationship if they see how 
they can benefit. 

 Willingness to alter identity/fears of giving up identity 

 Willingness to accept new/different viewpoints 

 Agreeing on a name, place, governance, way of operating, a rabbi  

 Addressing theological differences in practices 
  

  

 



4.  Given identified challenges of this scenario, what elements should we test 

 between now and February 1 to assess its viability?  

 Like the consortium scenario, try doing a service, a family event, or adult 
education event with potential merger partners. 

 Develop a process to smooth out differences and past histories 

 Ask for advice from Reconstructing Judaism 
 

 
  



 

 

Scenarios September – February Tests  
(overlap highlighted) 

Measurement 
Notes 

Scenario 1 
Innovative 
Programs 
and 
Marketing 

 Intergenerational Education Program 
(October) 

 Music (Unplugged, Niggun group, other) 

 New Community generated idea? Social 
Justice? 

 Hire a marketing consultant for at least one of 
the programs 

 New 
participants 
and 
continued 
engagement 

 Participant 
surveys 

Scenario 2: 
Consortium 

● Reach out to Presidents/Rabbis of nearby 
synagogues and/or regional Recon 
synagogues to see if they want to meet and 
discuss common challenges and potential 
areas of collaboration 

 Test interest in a few concrete things (joint 
adult education sessions, joint family type 
activity, joint service) 

  

 Yes, Interest 
or No, 
interest 

 Participant 
surveys for 
programs 

Scenario 3: 
Becoming a 
More Lay-Led 
Synagogue 

 Will individuals volunteer and participate in 
training? 

 Volunteers lead four weekends of Shabbat 
services in November and December 

 Delivery of 2-3 adult education sessions 
 

 

 Yes, services 
and programs 
happen or 
No, they do 
not 

 Surveys of 
leaders and 
participants 

Scenario 4: 
Merger 

 Test interest in a few concrete things (joint 
adult education sessions, joint family type 
activity, joint service) 

 Develop a process to smooth out differences 
and past histories 

 Ask for advice from Reconstructing Judaism 

 Synagogue members would have to desire 
this option and give authority to leaders to 
enter any formal discussions 
 

 

 

 

 

 

 


