TBI STRATEGIC PLAN
Presented to the Board 8/15/2018
Abstract
This report contains the findings and recommendations from an 18 month strategic planning
process. The goals of the project are identifying the needs of the community, analyzing existing
norms and proposing concrete strategies designed to position the community for continued
success over the next five years and beyond.
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EXECUTIVE SUMMARY
VISION: WHO DO WE ASPIRE TO BE?
Tiferet Bet Israel is an open-minded Jewish spiritual community. With an attitude
of love and acceptance toward all, regardless of relationship or family
arrangement, income, or Jewish background, TBI reaches across Montgomery
County to spread love, meaning and Torah. We guide people with meaningful
prayer with God, service for others, Torah and relationships. We foster love for the
State of Israel as part of Jewish life.
MEMBERSHIP ATTRACTION & ENGAGEMENT
We aspire to build a community in which every member feels known and recognized for who
they are, and where there are no barriers to engagement in communal activities or leadership
opportunities.
LEADERSHIP, GOVERNANCE & STAFFING
We envision a congregation whose lay and professional leadership is aligned and moving in the
same direction, and whose dynamic, evolving leadership has the tools, resources, and abilities to
meet current and future challenges. We dream of a congregation where leaders want to lead,
members want to be engaged, and staff want to work. A congregation where leaders are willing
to take risks because they feel supported, and where board meetings address serious issues
rather than minutiae, and have a spiritual component to inspire our leaders. We dream that
members will look at our board and say, “this is a board I would like to serve on.”
SPIRITUALITY & RELIGIOUS PARTICIPATION
We strive to be an open-minded Jewish spiritual community with an attitude of love and
acceptance toward all. We seek to create innovative paths to deeper Jewish engagement and
spiritual fulfillment for all who choose to join our community.
FINANCIAL SUSTAINABILITY
We dream of a financially stable congregation focused on building a spiritual and cultural
community while de-emphasizing constant fundraising. We envision a TBI community where
nobody feels they cannot afford to participate, where members give willingly and joyously out of
a sense of belonging. We aspire to full transparency and accountability, and to 100% participation
in key fundraising efforts.
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DIRECTION: WHAT ARE THE STRATEGIC IMPERATIVES FOR OUR JOURNEY?
Alignment: To properly align staffing, committee structure, and key processes, such as budgeting
and event planning, with the vision and values of TBI.
WHY IT’S IMPORTANT: In all of our conversations and visioning work, we heard stories from
those who are deeply connected to TBI. Whether people were discussing the pride in our
youths’ ability to lead services or the sense of purpose derived from work on volunteer projects
or meeting new friends and developing a richer Jewish life, it is clear that TBI engages a
portion of our community. However, we also recognize that there are improvements to be
made to reinforce identity.

Values Driven Membership: The nature of the relationship between a member and TBI was a
frequent topic of conversation.
WHY IT’S IMPORTANT: The majority of members originally joined TBI because it was the
closest synagogue to their home and cannot state the community’s vision or identity a unique
attribute. This lack of a clear and compelling vision that is tied to values plays out in many
ways. We recognize the opportunity to focus TBI around a vision that resonates across the
larger community. We envision a shift away from fee for service to a membership anchored
to values.

Engagement Through Relationships To foster better engagement of lay leaders, event planners
and staff by emphasizing content and programming that builds relationships.
WHY IT’S IMPORTANT: TBI’s outstanding programming and educational initiatives were a
repeated theme. However, there is a tendency for committees to operate in isolation and plan
events catered to narrow groups. We see an opportunity to plan across demographic groups
with a more centralized approach. We recognize that we are stronger when we function as
team and seek to tear down the silos that cause us to operate in this manner.
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Reducing Barriers: To grow and sustain our membership
WHY IT’S IMPORTANT: Changing demographics, aging membership, and differing
priorities and expectations have led to declining membership, challenging finances and
declining Hebrew school enrollment. Creating a financial sustainability plan and exploring
alternative dues structures go hand in hand in helping us address these challenges.

FUTURE: WHAT ARE THE TOP BOLD ACTIONS WE SHOULD TAKE TO ACHIEVE OUR
VISION?
This strategic plan outlines dozens of specific actions recommended to achieve the stated vision.
Of all the recommendations, the Steering Committee ranks the following as top priorities:


Implement Heshbon Lev (Accounting of the Heart)



Affirm the religious/spiritual nature of TBI



Create committee job descriptions and goals



Realign staff roles to meet engagement needs



Create physical spaces conducive to spirituality



Implement an annual membership engagement review process
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OVERVIEW OF STRATEGIC PLANNING PROJECT
In February 2016, Tiferet Bet Israel under the guidance of the United Synagogue for Conservative
Judaism’s Sulam for Strategic Planners (SSP) program began an 18-month long process of creating
a strategic plan that will guide TBI into the future. This community-wide project sought to answer
the vital questions of “who we are” and “who we want to be” as we look to firmly cement our
future place in the Jewish community. Unlike the important work of TBI’s committees and board,
which are concerned with keeping the shul operational on a year-to-year basis, strategic planning
work takes the long view, defining critical issues and developing strategies that have a 3- to 5year focus. This document contains the results of that work, representing a team effort of the
Strategic Planning Steering Committee (SC), plus 4 strategic planning task forces and the
combined input of more than 200 members of the TBI community.

Over the course of the process, we completed the following activities:


Compiled demographic data and interviewed chairs of committees to understand the inner
workings and experience of lay leadership at TBI



Completed multiple level of analysis of our perceived strengths, weaknesses, opportunities,
and threats (SWOT)



Conducted a vision building session with the Board



Defined critical issues and objectives



Formed 4 task forces made up of 24 members total (including 4 SC members) to address
critical issues and put forward recommendations



Developed a new draft mission and vision statement for the congregation that connects to
the insights gained through the process



Created 4 strategic themes including more than 30 specific recommendations to build upon
our strengths and shore up weaknesses over the next five years
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THE TEAM
The Strategic Planning project would not have been possible if not for the work of those who
committed their time and talents:

STEERING COMMITTEE
Chairs: Jeff Llewellyn, Nancy Shapiro
Members: Beth Anne Ages, Estelle Chasan, Song Fox, Susan Kasper, David Kuperstein, Marty
Schaffer, Stacy Seltzer, Andy Siegel, Evan Wolf, Rabbi Eric Woodward
Additional Contributors: Mark Greenberg, Shelley Menkowitz, Meryl Raskin, Bev Weinberg

TASK FORCES
Spirituality & Religious Participation



Chairs: Heather Stein , Rabbi Eric Woodward,



Members: Rachel Granger, Ed Grossman, Debby Goldberg, Gloria Katz, Margie Kerbel

Membership Attraction & Engagement



Chairs: David Kuperstein, Brandi Lerner



Members: Mike Blum, Marsha Braverman, Paula Goldberg, Lynne Simon,

Leadership, Governance & Staffing



Chairs: Scott Sherman, Andy Siegel



Members: Rachel Blum, Becky Cornacoff, Amy Polis, Rebecca Slavin-Phillips

Financial Sustainability



Chairs: Pamela Kuperstein, Jeff Llewellyn,



Members: Lynn Ozer, Phil Silverman, Jonathan Yuengling,

USCJ TEAM
A special thanks to our USCJ Transformation Specialist Aimee Close, who guided us through this
journey.
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BACKGROUND
A BRIEF HISTORY OF TBI
TBI was created from the merger of two congregations in 1989. The merged community began
with 325 families compared to the previous total of 475 families from the two communities. The
first Rabbi, Rabbi Maharam, came from the Norristown community as did the Executive Director.
By 1990, a full-time Education Director was hired to lead the religious school. Culturally, the
community was split between two camps: Norristown vs. Lansdale and changes were met with
resistance. The atmosphere was described as not welcoming.
After the hiring of Rabbi Ackerman in 1992, there were numerous changes to services, the
religious school, and committee operations. Fundraising was handled in a piecemeal fashion with
a number of fundraising events sponsored by various groups. An annual fund committee
launched with great success, but small fundraisers continued including Women’s League
calendar, Passover store, cookbook and rummage sale.
By 1995, TBI experienced both growth and setbacks. The community attracted younger members
as evidenced by the growth of the preschool from 25 to 100 children. The growth was fueled by
various factors including local demographics and a welcoming attitude toward interfaith families.
TBI began to lease space to outside groups including Ramah Day Camp and the Balvihar School.
With the addition of a full-time Program Director, a wide range of programs were available for
all members. Despite the growth, TBI experienced staff turnover including two Executive
Directors, two Cantors, and four Education Directors. This turnover continued from 1998-2000
with the hiring of a third Executive Director and fifth Education Director. Despite all the changes,
membership grew to 594 families as of 2000.
In 2001, an Envisioning Committee explored the culture of TBI and found that a shift to younger
families left more senior members feeling disenfranchised. TBI did a great job of attracting new
members but “dropped the ball” when it came time to integrate said members into the culture
of the community. More senior members also yearned for a smaller, more intimate community.
The dominant finding by this committee was the lack of informal or formal processes for
integrating members into synagogue life. The wide range of programming gave rise to the feeling
of TBI becoming more of a JCC and less a Conservative synagogue.
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SWOT ANALYSIS
After compiling demographic data and conducting committee chair interviews, the Steering
Committee conducted a SWOT analysis, which was used to inform our work throughout the
process. NOTE: SWOT and other exercises documented in this report represent the work done
during that particular workshop. They were not edited or weighted in any way and are not meant
to represent the opinion of the Steering Committee as a whole.
Strengths
 diversity in age, interests
 active core group of volunteers (20%)
 shared sense of community
 social programming aligned to
community’s needs
 central accessible location
 facility with indoor and outdoor spaces
 innovative use of music
 existence of daily minyans
 focus on family education and
involvement of young families
 tenured Executive Director
 condition of sanctuary

Weaknesses
 loss of membership over last 10 years
 TBI no longer runs the ECEC
 no clear communication strategy
 lack of clarity regarding involvement
 strong barriers to participation
 lack of involvement from religious
school families
 lack of robust youth programs &
general strategy for engaging
 new Rabbi- lack of history
 cost of membership
 under-utilized facility space
 low Shabbat morning attendance
















connection to local interfaith clergy
focus on welcoming new families
strong endowment
focus on safety and security
high holiday coordinator
active WL and MC
diverse program offers
excellent volunteers
positive energy in religious school
music programs/ Shabbat Sababa
motivated youth committee
deep membership history
Rabbi’s d’var torah
size of congregation







lack of vision & mission
dysfunctional committees
cash flow
strong reliance on a few large donors
inequity of energy/resources across
different demographics
retention of post b’nai mitzvah
families
disconnect of our membership to
conservative movement
event planning operates in silos
administrative/operational
efficiencies lacking and perceived lack
of detail
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Opportunities
 recent merger of pre-school and
recruitment from that
 growth of young families
 recruitment: Ramah and Perleman
 engagement/acceptance: nontraditional families
 social justice> part of spiritual values
(we need to define this)
 engage teens and working parents,
families, retirees, empty nesters
 bridging generations
 USY/BBYO
 Hebrew HS
 senior communities
 religious and program flexibility













HS Madrichim
post confirmation kids
anti-BDS training>college prep
Israel trip
deeper connection to Israel
interfaith marriage (welcoming
differences)
Involvement with religious figures to
promote tolerance, be part of
movement for social justice
youth engagement
involvement with other Jewish
institutions
attracting growing number of
unaffiliated Jewish families in the area

Threats













future of conservative movement
conservative stance on interfaith
marriage
membership cost
declining # of movement and larger
Jewish community
competition with other movements:
growth around us, tough to be in “the
middle”
decline in sense that prayer is
valuable
lack of knowledge
other synagogues, other movements
such as Chabad
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define spirituality
greater value on sports and larger non
Jewish world
volunteering in the age of 2 working
parents
preschool program flux over last few
years
lack of commitment to traditional
religious community, secular external
forces
instant gratification, easy Judaism,
time demands, 1 hour service,
balancing the spiritual relationship
with outside relationships

CURRENT ENVIRONMENT
The data gathering team assembled a list of standing committees and attempted to interview the
chair of each group to gather feedback on the committee’s goals, opportunities and challenges.
Truths


Concern over finding volunteers to participate on the committee. Active members could
be on multiple committees already, so a core group performs majority of work and this
leads to burnout



Chairs aren’t sure where to find less active members who want to participate and/or have
experience with the topic



Confusion over role of the committee when it comes to decision making and task
completion



Desire more board involvement in the form of attendance at events and assistance with
recruitment

Trends


Goals read like a “to do list” (i.e. run this event, create this item)



Not clear on how to best communicate with the larger TBI population



Could benefit from working directly with another committee based on shared goals and
resource needs



Committee is in transition phase due to change of chair and/or it was revived recently



Where do we go for support in the office?



Vague sense of how committees interact; what is a standing committee vs a project



Some perceived overlap across committees (i.e. gabbaim vs ritual)



Balance between traditional Jewish practices and changing to meet current needs

Unique Ideas


Leaders are “poached” from this group for larger TBI board or other committees which
depletes volunteer base



Billing creates confusion for events: some events are added to the bill, some are pay pal
and others are via check

A community survey was distributed to gather input from the community and the response set
was deemed to be representative of the population in terms of age, gender, family composition
and time as members. (A lengthy presentation of the complete survey data is available upon
request.)
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The most common reason for joining was that TBI was the closest/most convenient Conservative
synagogue. As a result, most have a Conservative upbringing and are looking for a balance
between tradition and change. Given the importance of location in membership, the
sociopolitical distribution of the congregation reflects the surrounding community. Politically
sensitive topics, including Israel and Social Justice, demonstrate the diverse nature of the
community.
While members see themselves as being quite involved, the shape of that involvement varies
greatly. Members appear to be quite involved in their committees and groups, but there may be
a gap in creating a feeling of overall community or opportunities for communal participation, and
some groups may be underserved (post B’nai Mitzvah, empty nesters).
The population of the community is diverse and opinions differ widely on many key issues. The
largest constituent groups are new, younger members, and older, long-time members, with very
different needs. Aside from political issues, music, communications, education, services and
observance drew many conflicting responses. On the write-in questions asking for suggested
changes, there is a complete lack of consensus.
Congregations are by nature diverse and complex with various needs across constituents. The
opportunity is to rally the community behind a shared vision and a unique reason for members
to belong aside from convenience. This correlates with the lack of consensus above and a large
portion of respondents said they would recommend TBI to a friend; however it’s unclear what
they would be recommending.
As a result of the survey findings and the committee chair interviews, the SC identified four
strategic pillars and the following is a situation analysis and key questions for each area based on
all gathered data for the Task Force phase of the project.

11

LOOKING FORWARD
VISION
The Steering Committee conducted a visioning session with the Board. The Visioning Workshop
guided our team as we reviewed our current mission statement and worked to create a new vision
for each of the four strategic pillars. The goal of our task forces was to create strategies and
recommendations that would bring us closer to fulfilling our vision:
Tiferet Bet Israel is an open-minded Jewish spiritual community. With an attitude
of love and acceptance toward all, regardless of relationship or family
arrangement, income, or Jewish background, TBI reaches across Montgomery
County to spread love, meaning and Torah. We guide people with meaningful
prayer with God, service for others, Torah and relationships. We foster love for the
State of Israel as part of Jewish life.
MEMBERSHIP ATTRACTION & ENGAGEMENT
We aspire to build a community in which every member feels known and recognized for who
they are, and where there are no barriers to engagement in communal activities or leadership
opportunities.
LEADERSHIP, GOVERNANCE & STAFFING
We envision a congregation whose lay and professional leadership is aligned and moving in the
same direction, and whose dynamic, evolving leadership has the tools, resources, and abilities to
meet current and future challenges. We dream of a congregation where leaders want to lead,
members want to be engaged, and staff want to work. A congregation where leaders are willing
to take risks because they feel supported, and where board meetings address serious issues
rather than minutiae, and have a spiritual component to inspire our leaders. We dream that
members will look at our board and say, “this is a board I would like to serve on.”
SPIRITUALITY & RELIGIOUS PARTICIPATION
We strive to be an open-minded Jewish spiritual community with an attitude of love and
acceptance toward all. We seek to create innovative paths to deeper Jewish engagement and
spiritual fulfillment for all who choose to join our community.
FINANCIAL SUSTAINABILITY
We dream of a financially stable congregation focused on building a spiritual and cultural
community while de-emphasizing constant fundraising. We envision a TBI community where
nobody feels they cannot afford to participate, where members give willingly and joyously out of
a sense of belonging. We aspire to full transparency and accountability, and to 100% participation
in key fundraising efforts.
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STRATEGIC PILLARS
MEMBERSHIP ATTRACTION & ENGAGEMENT
Serving the communal needs is the mission of TBI, so an analysis must be grounded in hard data
relating to existing members as well as a vision for the needs of future members.
Membership has trended down over the last ten years, matching a larger trend across the
Conservative synagogue movement nationally. TBI had 573 member units 10 years ago and has
396 today. When members voluntarily depart, they participate in exit interviews. These exit
interviews show that members leave for two main reasons: 1. No need for a synagogue (i.e. not
a financial priority 2. Joined a neighboring synagogue.
Regular ritual service attendance has held steady over the last five years and special programs,
particularly music and alternative services, are well attended. Holiday service attendance is down
roughly 20% over the same time period. There has also been a noticeable decrease in religious
school attendance from 242 students 10 years ago to 112 today. Much of that attrition could be
tied to turnover in the leadership of the school for a multiple year period roughly five years ago.
A Jewish values survey, conducted a couple years ago, shows that the majority of the community
values of family, Judaism, chesed, and Jewish continuity as the top four values. Traditional rituals,
such as Shabbat and learning Torah, ranked low on the survey.
The Membership Committee works tirelessly to engage members through programming, yet
empty nesters, millennials and post B’nai Mitzvah youth report dissatisfaction with
programming. The topic of Israel is the most polarized topic according to a recent survey, and
members with different perspectives on the topic reported leaving over the topic in recent years.
The fastest growing demographic is the young families group.
The data also suggests frustration with communications about events and confusion on where to
go with needs. When asked in the survey about involvement, 70% reported somewhat or very
involved yet most only attended programs quarterly. The most frequent reasons for attendance
at TBI are committees, social programs, and fundraisers.
A small percentage, 30%, report as being heavily involved. This group of volunteers generally
feels stretched by involvement with multiple events and committees. Yet, another part of the
community reports not knowing how to get involved.


Membership Attraction Strategy - How do prospective members find TBI and what is the
brand? How should TBI be branded? How are new members welcomed into the
community? Explore best practices used by other communities. How are desires and
talents of new members captured and leveraged? Does TBI attract members in
accordance with the vision? Does TBI embrace those with special needs?
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Membership Retention/Programming– Complete a review of the current and desired
demographics and identity programming gaps for each demographic. What are these
groups seeking? Think in terms of their desires, not institutional goals. How can staff best
engage with members to improve their lives? What systems or processes should exist to
help this occur?

LEADERSHIP, GOVERNANCE & STAFFING
In order to achieve our vision, the governance and staffing structure must align with our strategy.
The structure of TBI has evolved over time along with the needs of the community, including a
reduction of the number of Board members a few years ago. Structure refers to several
components including: professional staff, officers, committees, and the board.
Key facts related to this area of focus:


Approximately 20 standing committees, 7 of which are mandated by the bylaws



18 board members (16 are elected, 2 appointed)



Officers serve 2 year terms and include President(s), 3 VPs, Treasurer, Secretary, Solicitor
and Past President(s)



Approximately 28 Board members including officers



Board of Advisors currently has 27 members

The survey revealed that the most frequent interaction with TBI for a majority of members is
through a committee meeting. This is driven by a culture of engagement where lay leaders
encourage committee membership as a way to connect to the community. This indicates an
interesting dynamic where the infrastructure takes precedence over traditional contact points
such as ritual and programs. Therefore, the majority of members experience TBI through the lens
of committee work and the data suggests this work is inconsistent at best and dysfunctional at
worst.
Interviews with committee chairs indicated several key themes present in the current
environment. There is a concern over finding committee members because active congregants
tend to serve on multiple committees at one time. This leads to a core group experiencing
burnout. Chairs do not know how to go about recruiting and this leads to multiple committees
recruiting members at the same time.
Additionally, the operation of each committee varies across TBI. There is confusion over the role
of a committee when it comes time to make decisions and complete tasks, and chairs don’t feel
like there is a staff contact/resource to execute on ideas. Goals tend to read like “to do lists.”
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The professional staff is comprised of four senior staff members (Executive Director, Rabbi,
Cantor, and Director of Lifelong Learning), administrative support, facilities management,
program related support and teaching. The four senior staff members report directly to the
President(s).
The Board of Directors is responsible for governing on behalf of the community. Board members
are elected at the annual congregational meeting held each June. New members are provided a
manual that includes expectations, key data, and the history of TBI. The Board was previously
much larger and members felt that the Executive Committee made decisions without the
involvement of the Board. The size of the Board was reduced substantially to promote working
sessions and the Executive Committee only meets when necessary to set the agenda for Board
meetings.
The stated mission of the Board of Directors is that members are expected to assume a leadership
role in our TBI community and fulfill the teaching of Pirkei Avot - The world stands on three things:
Torah - be engaged and supportive of our community's religious services, lifelong learning, and
programmatic activities; Avodah - through service to our community be a positive role model and
representative of TBI; Gemilut Hasadim – be a positive ambassador and promote the best
interests of TBI with respect to its business affairs as a religious institution and fulfill your fiduciary
role as a director of TBI.
Each Board member is expected to:


Attend a minimum of 7 of 9 monthly Board meetings along with the annual
congregational meeting



Fulfill all financial responsibilities to TBI (prompt payment of dues and fees), make an
annual commitment to Yachad campaign prior to the High Holidays and participate in
the Scrip fundraising program



Participate in leadership development to strengthen the understanding of the role of a
leader in a Jewish institution and the operations of our synagogue



Mentor TBI members to take on leadership roles within our community



Engagement as a committee member or chair of a committee, which provides two main
benefits: (1) Keeps board informed on committee activities and (2) promotes mentoring
of future TBI leaders



Be actively present and engaged in ritual culture by attending a minimum of one
Shabbat service monthly, signing up for a specific monthly evening Minyan and being a
greeter for two Shabbat services per year

The Board meets monthly and the agenda is typically filled by reports from senior staff, key
groups including Finance, Women’s League and Men’s Club, and updates on current initiatives.
Interviews with Board members revealed that there is a desire to be a working board but the
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group is too large for productive sessions and the agenda is filled by reports that could be sent
ahead of time.
Within the last few years, a Board of Advisors was created. This group is comprised of past
Presidents with the goal of advising the Board of Directors on various matters. The group meets
on a quarterly basis but there is no clear understanding of this group’s role. Members voiced the
desire to be more involved.


Staffing Model - What roles should we employ to execute on the vision? Should the
roles be full time or part time? What are the responsibilities for each role and what
are the reporting relationships?



Committees – Conduct a full review of standing committees to determine the optimal
lineup. Which committees should exist? How many? For each committee, what is its
scope? How do the committees execute on responsibilities and keep the Board
informed of progress?



Transparency – What can and should be shared by our leadership, how often, and by
what means? What is the appropriate balance between transparency and
confidentiality?



Officers- Which positions should be part of the Executive Committee? What are
appropriate terms for these positions? What role should this group play in terms of
governance and decision making? How should the Executive Committee operate?



Volunteer Leader Engagement- How we do support and guide volunteers in
leadership roles? Who on the staff is responsible for working with the volunteers?
How are volunteers identified?



Board of Directors– What is the size, composition and function of the Board? How are
future members identified? What are the appropriate terms for members? How
should the Board operate in terms of frequency of meetings, communication with
community and decision making?

SPIRITUALITY & RELIGIOUS PARTICIPATION
In order to achieve the vision of delivering prayer, Torah and meaning to people in various stages
of life, the community must develop strategies for reaching people spiritually in new ways while
preserving tradition.
According to the congregational survey, the Conservative identity of TBI is important. More than
50% responded that a Conservative identity is very important to remaining at TBI and 30% of
responses listed it as somewhat important. 46% of congregants were very involved in Jewish life
growing up and only 11% were not involved at all. 69% were raised Conservative, 10% Orthodox,
16

10% Reform, and 7% non-Jewish. 87% of respondents attended Hebrew school as kids and 36%
attended a Jewish camp.
In the same survey, satisfaction in the areas of music and services in general was inconsistent,
but communal participation, particularly for youth, was a commonly identified gap. The vast
majority of respondents attend services fewer than six times per year and that’s striking because
respondents tend to skew toward more involved on average. Of all the services currently held,
the weeknight minyan received the lowest satisfaction scores. This is interesting given TBI is
known for hosting the only daily minyan in the immediate area. Additionally, musical services are
well attended.
A separate survey that focused on values indicated that members want their children to learn
ritual. However, they themselves are not interested in “traditional” services, but rather
communal events and social integration.
There is a desire to innovate, but that innovation often results in a small tweak to an existing
service with attendance as the measure of success. There is also a desire for more participatory
services. The current barriers to participation are the perceived lack of ritual knowledge and
concert environment of most services.
Friday night Shabbat attendance has declined over the last five years. Attendance at Shabbat
morning service has remained steady over the same time period, but always consisted of a
smaller crowd of dedicated attendees. Attendance is noticeably higher for special events
including concerts, learners’ minyan, Shabbat yoga, and guest speakers. Tot Shabbat attracts
young families who do not regularly attend services.


Traditional/Innovation– What is the right balance of tradition and innovation? What role
should music play and when? What about nontraditional approaches such as meditation
and yoga? What role does the Ritual Committee play in this?



Daily Minyan - What should this service look like? What should be covered? What are the
logistics for time, location and attendance?



Shabbat Services– How to adapt to increase engagement and spirituality while fulfilling
the needs of those who regularly attend?



Education– How are service participants trained? Are services accessible?



Larger Community- How should TBI think about engaging Jews in religious practice
outside of TBI? How can TBI elevate the meaning and role of Judaism more broadly?

FINANCIAL SUSTAINABILITY
TBI must remain financially sound in order to execute on our vision. Included in this task force
packet, you will find detailed financial reports covering many years. A few trends played out over
the last few years. Due to a decreasing membership base (489 families in 2010 to 443 in 2015),
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income trended downward with dues representing more than half of total income. To balance
the budget, cost cutting became a huge focus for the staff and they successfully did this for costs
within their control. The largest costs for the community are mostly fixed: compensation and
building. To attract new members, the Board launched a “first year free” dues offer. This program
does successfully attract families for one year but the conversion rate into full membership is
low.
Due to a successful capital campaign less than 10 years ago, TBI enjoys the benefits of a healthy
endowment. Members also frequently support dedicated funds.
In the congregational survey, members were asked if they are likely to remain members for the
next 5 years. Of those who stated they were unlikely or very unlikely to stay, 38% stated
affordability as the primary reason. This was by far the number one reason.
TBI utilizes a dues model based on age and family unit classifications, with three categories
capturing the majority of the community. As of 2016, 216 of the 423 families fell into family
between ages 36 and 70, 65 families are over 71 and 33 singles are 36-70. Member data suggests
that this dues structure does not align with today’s families due to different ages in the
household, interfaith families, and families separated through divorce.


Dues Model - Explore the various approaches to membership used in the synagogue
community. Would a voluntary model match the vision of the community? Develop a
strategy for a new dues model and gauge member interest and adoption for that
model.



Financial Controls/Expenses - Review best practices to ensure member assets are
monitored and protected. Conduct a review of controls in place and make
recommendations for any recommended changes. Review the high level expenses of
TBI to ensure that we are spending our money in the right areas to meet the vision
and objectives of the synagogue.



Budget Process- This process is critical to financial success of TBI. Assess the current
process and make recommendations for any changes based on proposed dues model.
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FOUR KEY THEMES
At the conclusion of the Task Force work, we were presented with numerous recommended
strategies and tactics for consideration. But where to begin? The steering committee set out to
find the synergies between the recommendations and identify the strategic pillars for our plan of
action. The goal was to settle on key priorities to address the most
urgent and important issues first. Factors considered in setting
priorities included: Did the strategy increase revenue, reduce costs,
promote a principle, enhance perceived value, build our brand
reputation, etc. The following are the 4 key themes that cut across
the task forces:

● Alignment: To properly align staffing, committee structure, and key processes, such as
budgeting and event planning, with the vision and values of TBI.
WHY IT’S IMPORTANT: In all of our conversations and visioning work, we heard stories
from those who are deeply connected to TBI. Whether people were discussing the pride in
our youths’ ability to lead services or the sense of purpose derived from work on volunteer
projects or meeting new friends and developing a richer Jewish life, it is clear that TBI
engages a portion of our community. However, we also recognize that there are
improvements to be made to reinforce identity.

● Values Driven Membership: The nature of the relationship between a member and TBI
was a frequent topic of conversation.
WHY IT’S IMPORTANT: The majority of members originally joined TBI because it was the
closest synagogue to their home and cannot state the community’s vision or identity a
unique attribute. This lack of a clear and compelling vision that is tied to values plays out
in many ways. We recognize the opportunity to focus TBI around a vision that resonates
across the larger community. We envision a shift away from fee for service to a
membership anchored to values.
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Engagement Through Relationships To foster better engagement of lay leaders, event
planners and staff by emphasizing content and programming that builds relationships.
WHY IT’S IMPORTANT: TBI’s outstanding programming and educational initiatives were
a repeated theme. However, there is a tendency for committees to operate in isolation
and plan events catered to narrow groups. We see an opportunity to plan across
demographic groups with a more centralized approach. We recognize that we are
stronger when we function as team and seek to tear down the silos that cause us to
operate in this manner.

● Reducing Barriers: To grow and sustain our membership
WHY IT’S IMPORTANT: Changing demographics, aging membership, and differing
priorities and expectations have led to declining membership, challenging finances and
declining Hebrew school enrollment. Creating a financial sustainability plan and exploring
alternative dues structures go hand in hand in helping us address these challenges.
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TASK FORCE RECOMMENDATIONS
Task forces came up with actions that will help us achieve the objectives taken from our vision
statements, and assigned values for complexity and cost (capacity), and timing to assist in the
implementation process. In looking at the complexity of a particular strategy, the SC accounted
for the level of difficulty in accomplishing the strategy, including currently available resources
(facility, skills, and technology), assessing risks of conflict, and expenditure of leadership energy.
Sample recommendations are listed here with full reporting in Appendix IV.
Key:
● Capacity:
○

Complexity: C (Not complex) -CCCC (Very complex))

○

Estimated Cost: $ (Not costly) - $$$$ (Very costly)

● Timing: Short Term - 0-6 months (ST); Medium Term - 7-17 months (MT); Long Term –
18+ months (LT)
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MEMBERSHIP ATTRACTION & ENGAGEMENT
Vision: We strive to build a community in which every member feels known and recognized
for who they are, and where there are no barriers to engagement in communal activities or
leadership opportunities.
Action

Capacity

Timing

Key Participants

Refine the congregational
vision

CC
no cost

ST

Senior Staff & Board

Build/Improve CRM system

CC
$$

MT

Executive Director & volunteers

Implement an annual
membership engagement
review process

CCCC
no cost

MT

Membership Committee

Focus on inclusion

CC
$$

ST

Membership Committee

Develop an integrated
marketing plan

CC
$

MT

Membership Committee, Senior
Staff
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LEADERSHIP, GOVERNANCE, & STAFFING
Vision: We envision a congregation whose lay and professional leadership is aligned and
moving in the same direction, whose dynamic, evolving leadership has the tools, resources,
and abilities to meet current and future challenges. We dream of a congregation where
leaders want to lead, members want to be engaged, and staff want to work, where leaders are
willing to take risks because they feel supported; where board meetings address serious issues
rather than minutiae, and have a spiritual component to inspire our leaders. We dream that
members will look at our board and say, “this is a board I would like to serve on.”
Action

Capacity

Timing

Key Participants

Develop recruitment process for
committees

CC
no cost

ST

Senior Staff &
Board

Review job descriptions for committees
and work with chairs to develop goals
and agree on resources; institute best
practices for committees.

CC
no cost

ST

Board

CCCC
$$

LT

Board

CC
$

MT

Board

Realign staff to meet engagement needs


Explore hiring Director of
Engagment



Explore hiring Youth & Family
Director



Restructure Lifelong Learning

Create & implement leadership
development program for Board
members

23

SPIRITUALITY & RELIGIOUS PARTICIPATION
Vision: TBI strives to be an open-minded Jewish spiritual community with an attitude of love
and acceptance toward all. We seek to create innovative paths to deeper Jewish engagement
and spiritual fulfillment for all who choose to join our community.
Action

Capacity

Timing

Key Participants

C
no cost

ST

Clergy

CCC
$$

MT

Clergy and dedicated
volunteers

CCC
$

ST

Clergy and Ritual Committee

CCC
$$$$

LT

Board, Building Committee,
Endowment Committee

CC
$

ST

Clergy, Board, Ritual
Committee, Gabbaim

Affirm religious/spiritual nature of
congregation


Improve spiritual quality of
services



Develop clear community
kashrut policy

Develop a TBI spirituality and
mindfulness institute

Develop “Hitkarev: The Jewish
Participation Initiative”


Train and develop Torah
readers and service leaders

Create a physical space more
conducive to spirituality and family
participation


Family room off the sanctuary



Window in the chapel



Replace pews with chairs

Reorganize Ritual Committee and
other religious functions
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FINANCIAL SUSTAINABILITY
Vision: We dream of a financially stable congregation focused on building a spiritual and
cultural community while de-emphasizing constant fundraising. We envision a TBI community
where nobody feels they cannot afford to participate, where members give willingly and
joyously out of a sense of belonging. We aspire to full transparency and accountability, and to
100% participation in key fundraising efforts.
Action

Capacity

Timing

Key Participants

Implement Heshbon Lev

CCCC
unknown cost

LT

Board, Finance Committee

ST

Executive Director, Controller,
Treasurer, Finance Committee

MT

Executive Director, Controller,
Board, Treasurer, Finance
Committee

Create and implement financial C
controls
$

Revamp budget process to
align with event planning and
membership renewal

CC
no cost
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WHAT’S NEXT: IMPLEMENTATION
With the Strategic Planning project drawing to a close, the implementation of the
recommendations in this report is a critical aspect of the process. A strategic plan that is put on
a shelf to gather dust does no one any good. To ensure that the vision outlined in this document
doesn’t gather dust, a comprehensive implementation process is recommended:


The board will be asked to approve the formation of an Implementation Team of 5-7
members, ideally including 3-4 Board members who took part in the process. The other
members will be congregants that we have identified as future Board Members who will
then be in place during execution of the plan.



Two Implementation Team members will each be assigned co-ownership of each pillar.
These leaders will work with existing committees to transition their work to implement
the plan identified in the recommendations. For instance, the existing Membership
Committee will partner with the Implementation team leaders owning the membership
pillar to revamp their work to be focused on the recommendations from the strategic
plan. This transition is critical so we don’t just hand off our work, but ensure that there
is a smooth transition with existing committees. We will provide a standard approach to
transition the work as well as training, change management and a communication plan.



The implementation Lead will monitor the transition with existing committees to ensure
that a consistent process is used and this transition is seen as a positive step for the
future of TBI.



The implementation process will be "kicked off" with the distribution of the plan to the
community, an approval vote from the Board and the identification of the
Implementation Team.



The Implementation Team is the “keeper of the plan,” picking up the baton from the SC.
They are charged with setting the strategic plan in motion by delegating tasks related to
the implementation of the strategies and recommendations in this report.



The Implementation Team will monitor the status of the strategies and recommendations
in this report and should meet regularly to monitor progress.
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APPENDIX
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COMMITTEE INTERVIEWS (APPENDIX I)
Process: The data gathering team assembled a list of standing committees and attempted to
interview the chair of each group to gather feedback on the committee’s goals, opportunities and
challenges.

Truths

• Concern over finding volunteers to participate on the committee. Active members could be on
multiple committees already, so a core group performs majority of work and this leads to
burnout

• Chairs aren’t sure where to find less active members who want to participate and/or have
experience with the topic

• Confusion over role of the committee when it comes to decision making and task completion
• Desire more board involvement in the form of attendance at events and assistance with
recruitment
Trends

• Goals read like a “to do list” (i.e. run this event, create this item)
• Not clear on how to best communicate with the larger TBI population
• Could benefit from working directly with another committee based on shared goals and
resource needs

•
•
•
•
•

Committee is in transition phase due to change of chair and/or it was revived recently
Where do we go for support in the office?
Vague sense of how committees interact, what is a standing committee vs project
Some perceived overlap across committees (i.e. gabbaim vs ritual)
Balance between traditional Jewish practices and changing to meet current needs

Unique Ideas

• Leaders are “poached” from this group for larger TBI board or other committees which
depletes volunteer base

• Billing creates confusion for events: some events are added to the bill, some are PayPal and
others are via check
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TASK FORCE REPORT: MEMBERSHIP ATTRACTION & ENGAGEMENT (APPENDIX II)
Task Force Members
Co-chairs: David, Brandi
Members: Marsha, Lynne, Paula, Mike

Situation Analysis
In reviewing the data collected by the strategic planning committee and referring to the collective
experience of our task force members, we organized our focus onto three topics: TBI “Branding”,
Current Member Engagement, and New Member Attraction. For each of these three focus areas,
we identified the key challenges and opportunities faced by TBI.

TBI "Branding"
 Lack of a clear and known mission statement per the congregational survey


Current vision does not seem differentiated from other area synagogues and represents more
of what we do than what our vision or mission is



Primary reason most members joined is location and Conservative affiliation, which does not
reflect a TBI brand or differentiated reason for membership



Significant recent changes in staffing and clergy, as well as membership, compound the
feeling that it’s unclear "who" or "what" TBI is



In TBI Values Survey from 2016, "Family Judaism", "Schmoozing", and "Jewish Continuity"
were the top common community values, with Shabbat, Jewish Law and other values near
the bottom of the ranking



Need to ensure we “walk the walk” of our values, not just “talk the talk”

Current Member Engagement
 A small number of members are over-engaged, while most participate in very little


No system in place for matching members with opportunities to engage



New members fill out a survey with interests that is not thoroughly used



Committees report difficulty identifying congregants who would be interested, while
uninvolved members who are not top-of-mind feel they are ignored and/or that there are
significant barriers to getting involved
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Lack of coordination across communities and interest groups makes it impossible for
members to participate across groups and creates a sense that there is no cohesiveness to
the community



More interpersonal connections desired



Feeling that primary TBI driver of current member engagement in fundraising - programs
seem to be driven by funding concerns rather than Jewish or communal values; this also turns
off members who feels they are only engaged when being asked for money



Gaps in programming or support for certain demographic groups:



Lack of intergenerational programming/opportunities



Lack of engagement opportunities for post-bnai mitzvah families



Lack of sufficient programming for empty nesters



Members unaware of accessibility/inclusivity options

New Member Attraction
 Opportunity to connect more to the local community to represent TBI


A need to be more visible when it comes to our inclusivity



New clergy not yet known in the community



Lack of clear vision and differentiation



Need to better understand surrounding population and needs/interests of potential
members



Could be doing more marketing - e.g., website, Facebook, other social media

Data Collected
Our task force split up a variety of data collection tasks including outreach to other Jewish
organization (both growing and shrinking, and near and far) to identify strategic opportunities.
In addition, we collected a number of additional data points including current congregant
participation in different activities, an index of Conservative synagogues within a 25 mile radius
of TBI, and a number of public reports on relevant topics. These data are referenced in several of
the action item recommendations and are included as appendices to this report.
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Task Force Vision
TBI is a spiritual home for all who seek to connect to and enrich their Jewish experience. With an
attitude of love and acceptance, our family celebrates and nurtures the joys of Jewish tradition,
community, and commitment to the teachings of Torah.
Strategic Objectives with Action Items Summary
1. Strategic Objective #1: Develop a new TBI vision that speaks to the unique value proposition of
the TBI community and who we aspire to be
1.1. Build a vision based on the concept of family/home
1.2. Integrate the TBI vision and values into the program planning process
2. Strategic Objective #2: Create a more structured support system for engaging current
members
2.1. Restructure TBI staff to separate engagement and development functions
2.2. Build a CRM system for managing member information
2.3. Create an annual member engagement review process
2.4. Make inclusivity more visible and central
3. Strategic Objective #3: Improve marketing to new members reinforcing TBI’s distinct value
proposition

Strategic Objective #1: Develop a new TBI Vision that speaks to the unique value proposition
of the TBI community and who we want to be
Action item 1.1: Build a vision based on the concept of family/home
Description: Our task force felt that the most critical finding from the strategic planning survey
was the lack of a commonly known, concise, and differentiated "branding statement"/vision for
TBI that both tells people who we want to be and helps us stand apart from other synagogues in
the area. After a rich conversation about what drew in and has kept each of us at TBI, we zeroed
in on the concept of TBI being our family or home dedicated to Jewish faith. In reviewing the
2016 values survey, we saw these same themes reflected in the values that stood at the top of
survey, which aligned more to family, Jewish continuity, and social engagement than ritual or
religious observance.
In thinking about how to incorporate these themes into a concise TBI vision, we gravitated
towards verbs and language the supported the family essence, like "nurture", "embrace",
"belonging", "warmth" and "love". This language resonated with why we are personally engaged
at TBI and with what we were each looking for when investigating synagogues, as opposed to any
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specific programming or religious views. Ultimately, we crafted the below vision statement:
TBI is a spiritual home for all who seek to connect to and enrich their Jewish experience. With an
attitude of love and acceptance, our family celebrates and nurtures the joys of Jewish tradition,
community, and commitment to the teachings of Torah.
Action item 1.2: Integrate the TBI vision and values into the program planning process
Description:
From the research we conducted and the results of the survey, there was a clear lack of pullthrough of the TBI vision to the programming as well as a general lack of cohesiveness to TBI
programming. Many programs seemed to be driven either by different committees without
coordination and with varying agendas, or for fundraising needs. As a result, it is hard for
members or prospective members to see what unites TBI and what the congregation stands for.
For example, this year during High Holidays it was announced that the theme for the year would
be Hesed, but aside from the discussion during the holidays and the tree, it was unclear if/how
this theme was being pulled through across the various parts of TBI. In addition, the past process
for program planning has focused only on scheduling conflicts and room availability, with
programs being chosen on a first-come, first-served basis, which creates an incentive for groups
to over-reserve dates and focus on quantity over quality and purpose.
Our Task Force believes that in combination with developing a new concise and differentiated
vision, we need to institute a process for ensuring that this vision and our core values become
embedded in everything that we do, so that it becomes very clear what we stand for and how
we are different. This needs to start at the clergy, staff, and board level to set an overall agenda
and priority for each year, to ensure that we have a baseline of cohesive programming upon
which the committees can build.
We also recommend creating a new program proposal form to be filled out whenever a group in
the congregation wants to plan an event. This form would ask for details about the event,
including proposed dates, locations, and planning team, as well as for a description of how the
event furthers the TBI vision and/or aligns to our synagogue’s values. The Programming
Coordinator would review the proposals to determine whether or not they are consistent with
TBI's vision statement, offer suggestions for program enhancements, and use the form to
facilitate program scheduling and room reservations. There would be a need for deadlines for
the proposals to allow adequate time to add events to the synagogue master calendar.
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Strategic Objective #2: Create a more structured support system for engaging current members
Action item 2.2: Build a CRM system for managing member information
Description:
TBI currently lacks a system for tracking and promoting member engagement. While interests
and backgrounds are collected as members join, the information is not warehoused in an
accessible database and is not updated over time to reflect changing interests or participation at
TBI. This contributes to a situation in which members are sub-optimally engaged, creating
challenges both with recruiting participants for different committees and programs as well as
with making members feel valued and engaged. Instead a small group of members ends up
overcommitted, and often without regard to where they would prefer to be involved, which can
result in burnout.
To remedy this situation, our Task Force recommends the adoption of a Customer Relationship
Management system, which facilitates optimization of member involvement. This system should
include:


A database for storing member profiles, including:
o Family demographics, important dates
o Profession
o Academic background
o Interests (non-religious)
o Interests (religious participation)
o Capabilities/skills



A simple system for tracking participation (e.g., import RSVP lists, link to accounting
software)



Advanced search capability (keyword, cross-referencing, exclusions)



Ability to export member profiles and lists



Permissions management



Open notes capabilities



Cloud-based and/or remote access capabilities



Automated alerts and report generation



Member dashboard with cross-sectional and longitudinal analyses



Online survey functionality
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In addition to the system itself, TBI would need to allocate time and budget for staff training on
the system, as well as 25-50% FTE to enter data and manage the database. This could be a single
individual’s role, such as a Director of Engagement, or the responsibility could be split between
staff (e.g., new member data intake, event attendance/rsvps, accounting integration). For more
information, a helpful data source can be found at https://uscj.org/assets/resources/SynagogueManagement-Software-Evaluation-Report.pdf. However, it may be worth the effort for TBI to
investigate other corporate or church CRM systems outside of those niched to the Jewish
community, as these may have more robust functionality and/or lower cost.
Action item 2.3: Create an annual member engagement review process
Description:
As noted in prior sections, there is currently a gap between the way we engage members and the
way they want to be engaged. There is a small, over-committed core of members who have a
tendency to burn-out and feel that they are being asked to do too much, and often not what they
want to do, and a majority of members who are very minimally engaged; many of whom have a
expressed a desire to be more involved but are waiting to be asked or have only been asked to
do something they are not interested in. Additionally, for many members, the only regular
touchpoints they have with TBI are High Holiday services and calls from the board and/or letters
about dues and financial commitment.
The CRM system recommended previously will greatly enhance the capability of TBI’s staff and
leadership to track member interests and skills and to identify ways to effectively engage
members; however it needs to be paired with a new process for actually reaching out to these
members on a personal level to secure their participation. Building on the Task Force’s
recommendation to ground the TBI vision in a sense of family and home, we feel this must take
the form of individualized, personal outreach to create a connection between the TBI core and
the broader associated membership.
We recommend that the TBI board institute annual member engagement reviews in the place of
current calls about financial commitment. In preparation for these meetings, the TBI staff will
export member profiles from the CRM system providing a clear picture of each member unit –
who they are, what they do, what they are interested in, and how they have been involved at TBI
over the past year. Each board member will be given a list of members to meet with, their
profiles, and a categorized list of planned events/programs and other involvement opportunities
(e.g., committees). The board members can then choose to reach out to the members on their
list over the phone or in person (preferred) and have a discussion about each member’s
involvement.
Using the notes from the profiles, this can be a personalized discussion that thanks the members
for their past involvement, demonstrates that we know and value, and allows the members to
talk about how they could be more involved and/or how TBI could better meet their needs. With
the categorized list of opportunities, this would also be a real-time responsive brainstorming
session in which the board member could suggest specific relevant opportunities for the
members to engage. The board member should take notes during the session of what interested
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the members and send these back to the TBI staff to update the member profiles as well as send
the information on to the relevant program planners/committees to ensure appropriate follow
up.
Strategic Objective #2: Create a more structured support system for engaging current members
Action item 2.4: Make inclusivity more visible and central
Description:
The programming process needs to promote a cohesive kehillah, instead of catering to a few
cohorts.
The synagogue could sponsor several "brainstorm" forums wherein members of the entire
congregation would meet to generate ideas for activities that would be meaningful to them. Such
a brain storming meeting could take place annually, semi-annually, or quarterly. Based on the
ideas generated from the brain storm, congregants could vote for 2 or more of the most
appealing ideas. New members and/or those who made particular suggestions would become
chairpersons for their own events.
A variation of this concept would be to invite the populations we miss (e.g. post b'nai mitzvah,
empty-nesters) to have their own think tanks to generate activities that may be meaningful to
them & engage them in the programming process.
The programming process might also include some type of service to the larger community
beyond the synagogue walls. An example would be to expand TBI's involvement with Mitzvah
Food Pantry. Our congregation already supports this endeavor, with donations being delivered
to food pantries in Philadelphia. We could consider establishing a food pantry at TBI, staffed by
volunteers or pre-Bar/Bat Mitzvah youth. This would create a more visible presence for TBI
within the community as a whole.
Fully embrace Jewish Disability Awareness Month & have an inclusive Shabbat weekend open to
the community with outreach done to Jewish disability-related organizations locally (there are a
ton). This should be a special service (like Shabbat, Friday night a la the spirit of Sababa, etc.)
dedicated to recognize, acknowledge, laud, praise, and empathize with, whatever, diversity and
inclusivity.
Create a group/committee, or have a subcommittee included within Hesed, to contact, interact
with, create a chat group (in the style of Book Nosh or Yiddish Vinkl), etc., in a friendly/spiritual
way with families of TBI who are of a diverse composition, especially if those families are
interested in having TBI folks reach out to them for chats, comfort, warm fuzzies, friendship,
support, or whatever else.
Have an accessibility/inclusivity tab under "about
accommodations/services offered & contact person

us"

on

the

webpage

listing

Have accessibility/inclusivity symbols on our homepage (along w/uscj/usy/etc logos)
Make Shabbat Greeters aware of all of the assistive technology & accommodations available at
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TBI (& where to locate them)
Survey TBI's congregants to see what else we can provide

Strategic Objective #3: Improve marketing to new members reinforcing TBI’s distinct value
proposition
Description:
The Union for Reform Judaism1 states that almost 80 percent of North American Jews will likely
join a synagogue at some point in their lives. Unfortunately, about half of them will leave usually
in three to five years, many times after celebrating their child’s bar or bat mitzvah. Times of
personal transition such as the loss of a spouse, a divorce, becoming an empty-nester, a child’s
graduation from nursery school are when people will either embrace their synagogue or reject
it.

Many synagogues offer meaningful worship experiences, thoughtful Torah studies and social
justice programs, but if those same synagogues are not welcoming places, people will never join
in the first place, or will exit soon after. It is all about building a Jewish community by reaching
out to the needs of current and future congregants. This can be achieved by providing members
a friendly environment that provides a spiritual energy, offers dynamic programming and by
becoming a valuable resource in helping members navigate their daily lives.

Therefore, it is not enough to get new members in the door, a successful recruitment plan must
also integrate its new members into the fabric of synagogue life, if it hopes to retain them.

DEVELOPING A MARKETING PLAN
Every organization big or small should have a marketing plan. For many small nonprofits it can
be a relatively straightforward document that outlines the activities needed to reach the goals
the organization wishes to achieve. With limited resources many nonprofit organizations focus
on one primary goal at a time to meet the most success. According to Julia Campbell, a nonprofit
digital and online fundraising strategist, the four most common nonprofit marketing goals are:



New donor or membership acquisition



Community engagement

1

*The information in the above overview can be found in the article titled, Recruitment, Integration & Retention of Synagogue Members. To
read more go to: https://urj.org/what-we-believe/resolutions/recruitment-integration-retention-synagogue-memberswww.urj.org
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Raise awareness



Become a thought leader and a go-to resource on an issue

Interestingly, the activities employed to meet the four goals outlined above to some degree will
overlap each other. By focusing on one at a time it is likely the other three will benefit.

It is important to remember; a marketing plan should outline the entire year’s activities. Many
times, organizations take a shot gun approach and try one tactic and if it doesn’t work they try
another. Organizations do not look at the year in its totality. One activity should build on another.

For example, the messaging that appears on your website, should be reflected in your social
media posts, paid advertisements and press releases. Content is key and must be consistent
throughout all media outlets. Marketing initiatives need to reach prospects at the moments of
their lives that most influence their decisions.

Marketing has always sought times when consumers are open to influence. Potential members
start by considering several likely synagogues (brands.) Marketing is directed at them as they
explore their options and continue through their decision-making process. Today, this process is
more complex due to many more outside influences resulting from the explosion of digital
channels directed at an increasingly discriminating, educated consumer. A more strategic
approach is required to help prospective congregants decide on TBI.
Obviously, it is premature to write a marketing plan for TBI, but it is something that should be
considered to ensure all activities to recruit, engage and retain members are consistently
followed. A budget must be established to ensure affordable tactics can be employed. Most
importantly, the activities outlined in the plan must reflect the “brand” of the synagogue. For the
purposes of the task at hand, below is a list of areas and suggested activities the synagogue could
incorporate in such a plan:

DIGITAL STRATEGY:


Website – Professionally audit the existing website to ensure the site serves the needs of
its viewership. Is it user-friendly and easy to navigate, and ADA compliant? Examine the
site’s SEO effectiveness. Does it capture the brand of the synagogue both visually and
narratively? Is it engaging? Does it tell a story? Are there opportunities to comment and
interact with the Rabbi and other leaders? Does the calendar of events provide enough
information? Can people easily signup on line for activities? Consider posting video
testimonials. When you visit the site does it make you want to learn more and does it
convey a vibrant organization?
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Social Media Platforms – Update the synagogue’s Facebook, Twitter, Instagram, etc.
platforms with consistent messaging. Have someone in the organization dedicated to
managing the platforms daily.



Electronic Communications – Review the email newsletters and messages sent. Use a
template that follows established graphic guidelines, so when an email is received the
recipient knows it is from the synagogue. Is the newsletter visually appealing to make
someone want to read the entire message?

PRINT AND DIGITAL STRATEGY:


Advertising – Determine what time of the year recruitment for the synagogue has been
most successful. If funds are available, consider designing and placing a print campaign in
select publications to reach prospects. Or, depending on the audience the synagogue
wishes to reach, consider a digital campaign. If there are special community-wide events
hosted by the synagogue a budget should be established to advertise the event to attract
attendees.

VISIBILITY & AWARENESS:


Media Relations – Press releases and stories pitched to the media (not just Jewish outlets,
but community wide) on activities and events. Promote the Rabbi and/or other
synagogue leaders through speaking engagements, intergenerational activities. Consider
submitting op-ed pieces to the local newspapers (if appropriate.) Develop a speaker’s
bureau and invite outside speakers to the synagogue to speak on timely topics.



Collateral Materials – Produce a brochure on the history of the synagogue and its vision
for the future for distribution at community activities. This brochure is not just for
solicitation of new members, but to seek engagement with other organizations.



Social Engagement – The development of unique programming that dovetails with the
synagogue’s recruitment activities.

OTHER SUGGESTIONS:


Establish “Ambassador Program” – Match new members with longtime members.



Recruit Hospitality Representatives – Role includes making certain prospective members
and existing members have people to interact with at a synagogue functions. Do research
on interests of congregants (new and old) to ensure people are matched appropriately
and feel welcomed. A CRM system will help with this.



Membership Committee – If this committee is an all-volunteer entity, review charge of
committee and consider reinvigorating body with new members. Send membership
chair(s) to special training program to help gain community-building skills.
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Develop Intergenerational Activities – Seniors interacting with younger members in
shared programs in an outside of the synagogue.



Participate in Community Opportunities – Build goodwill in the community by
volunteering with other synagogues in feeding the hungry, special marches (for example,
Israeli parade). Show the community that the synagogue cares.



Participate in Joint Services with other Houses of Worship – This is a way to be known in
the community and learn tolerance of other beliefs.

This document is just a start for further discussion. Membership goals must be established that
tie directly to the synagogue’s objectives, mission and future. The goals for membership growth
must be Specific, Measurable, Achievable, Relevant, and Time-based (SMART.)
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VALUES OF CONSERVATIVE JUDAISM*
Our values define who we are and how we work. We hold ourselves accountable to these pursuits
each and every day as we demonstrate what an authentic and dynamic Judaism looks like.
We thrive in the tension of old and new.
Balancing tradition and modernity is a dance, which ignites innovative ideas—those that shape
our work to strengthen kehillot and those that influence how we live meaningfully as Jews today.
We find unity in diversity.
A range of viewpoints and backgrounds—religious, racial, ethnic, sexual, socio-political—
strengthens us all. We celebrate our differences and believe that those differences make our
wholeness possible.
We are dedicated to lifelong Jewish growth.
It is our imperative to ensure that Jews at every age have meaningful opportunities to learn and
grow—through traditions, study, Torah, prayer, and mitzvot - and to feel inspired to take action,
serve the world, and connect to God and a higher purpose.
We act with integrity and strive for excellence.
Our success is defined by the success of our partners. We are accountable to each other, to
our kehillot, and to the larger Jewish community, which means being responsive, communicating
honestly, and always doing our best work.
We are part of something larger than ourselves.
Our connections to the Jewish people in North America, Israel, and around the world strengthen
us intellectually, emotionally, and spiritually, and active collaboration among sacred communities
benefits every kehilla and the larger world.
* From the United Synagogue of Conservative Judaism website.
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LIST OF LOCAL CONSERVATIVE SYNGOGUES
VALUES, VISION, BELIEFS, AND MISSION

ADATH JESHURUN BELIEFS AND VISION
We believe that Judaism must be deeply meaningful and compelling, and responsive to the
needs and concerns of our people and our world.
We believe in the power of a supportive community, engaging Torah, and passionate prayer;
we believe that through connecting deeply with our sacred community, our inner selves, and
God, we can be inspired to have a profound impact on the world.
We believe that the intellectual, the emotional, and the spiritual are profoundly connected, and
we strive to integrate them through prayer and study.
We believe in the vibrancy of Shabbat. Shabbat can be a day like no other.
We dare to dream of a better tomorrow, and we work to create a better world for those who will
follow us. Our eyes and hearts are open to the brokenness and suffering that exists both near
and far, and we believe in our power to bring healing, making a difference on both a local and
global level.
BETH SHALOM MISSION:
Beth Sholom is a Vibrant, Egalitarian, Diverse Conservative Congregation. We combine a love of
Jewish tradition with innovative approaches to experiencing the richness of Jewish life. We strive
to create a sacred community that embodies the core values of:
Torah - Inspired Jewish learning that is spiritually uplifting and intellectually honest.
Avodah - Prayer and connection to God through warm, participatory services.
G’milut Hasadim - Acts of loving kindness that help those locally, in the Land of Israel, and around
the world.

TEMPLE SINAI CONSERVATIVE MISSION:
Temple Sinai is part of a world-wide movement of Conservative and Masorti congregations. We
adhere to Jewish traditions, laws and practices which are dynamic and engaging. We are guided
by the principles of Tikun Olam (improving the world), Ahavat Yisrael (love of Israel) and Yirat
Hashem (reverence for God). We welcome people of diverse backgrounds and practices. Every
member of our congregation will be encouraged and helped to grow Jewishly. Through
education, worship and shared experiences we will create a community which respects the
Jewish past and which finds both purpose and meaning in living a Jewish life in the present.
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VALUE STATEMENT: CHANGE
Temple Sinai is a living and evolving congregational community. As a Jewish religious institution,
we are guided by the values and teachings of the Torah. We call the Torah Etz Hayim – “A Tree
of Life” – it is a living document which remains fresh and vital because we continue to engage it
and interpret it and finding meaning in its words for our own generation and our own lives. Like
the Torah, Temple Sinai has evolved and changed over time. We recognize that changes in our
policies and our worship practices are a natural part of our evolution. Therefore, we will develop
processes to ensure that the changes which are introduced are reasonable and appropriate.
We are committed to sharing with the members of our congregation both the impetus and the
goals of such change, and we will work to ensure that our members experience these changes
with comfort, dignity and respect for their feelings.
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Geographic Distribution of TBI Membership
(2017/2018 Women’s Calendar Directory)

City/Township

Zip Code

Number of Families

Blue Bell/Pennlyn

19422

118

Lansdale

19446

53

Norristown/E&W Norriton/Audobon/

19401

Eagleville/Trooper

19403

45

Plymouth Meeting

19462

26

Collegeville

19426

19

North Wales

19454

14

Ambler

19002

12

King of Prussia

19406

11

Lafayette Hill

19444

10

Harleysville

19438

9

Schwenksville

19473

9

Lower Gwynned

19002

7

Gwynned Valley

19437

6

Upper Gwynned

19446

4

Telford

18969

4

Hatfield

19440

4

Ft. Washington

19034

3

Dresher

19025

2

Skippack

19474

2

Souderton

18964

2

All Others
TOTAL NUMBER OF FAMILIES

32
395
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AREA CONSERVATIVE SYNAGOGUES – WEBSITES

Temple Sinai – www.tsinai.com
Beth Tikvah B’nai Jeshurun – www.btbj.org
Lake Success Jewish Center – no website found
Har Zion Temple – www.harziontemple.org
Germantown Jewish Centre – www.germantownjewishcentre.org
Melrose B’nai Israel Emanu-El – www.mbiee.org
Congregation Beth Am Israel – www.bethamisrael.org
Beth Sholom Congregation – www.bethsholomcongregation.org
Congregation B’nai Jacob – www.congbj.org
Congregation Adath Jeshurun – www.adathjeshurun.info
Adath Israel – www.adathisrael.org
Temple Beth Hillel-Beth El – www.tbhbe.org
Congregation Or Shalom – www.orshalom.com
Shaare Shamayim – www.shaareshaamayim.org
Ohev Shalom of Bucks County – www.ohev.org
Temple Beth Zion-Beth Israel – www.bzbi.org
Tifereth Israel of Lower Bucks County – hosted on city seeker site
Congregation Brothers of Israel – www.cboi.org
Temple Sinai of Cinnaminson – www.templesinainj.com
Beth Israel Congregation of Chester County – www.bethisrael.pa.org
Congregation Ohev Shalom – www.ohevshalom.org
Congregation Beth El – www.bethelyardley.org
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TASK FORCE REPORT: LEADERSHIP, GOVERNANCE, & STAFFING (APPENDIX III)
Task Force Members
Rachel Blum
Becky Cornacoff
Amy Polis
Scott Sherman
Andy Siegel
Rebecca Slavin-Phillips
Strategic Objective #1: Strengthen TBI’s strategic commitment and resources toward
“engagement” and “youth and family” priorities, and realign education responsibilities.
Description: The TBI community identified the opportunity to strengthen the presence and
importance of dedicated professional leadership in areas of congregational engagement and
community outreach, and in focusing on attracting and retaining families (especially younger and
religious, high and post- school). This is a sustainability and financial imperative.
·
Action Item 1.1:
Develop vision and job description for “Director of Engagement”
based on current, unmet and anticipated needs in areas of membership, events, engagement,
lifecycle and intergenerational experiences, etc.
·
Action Item 1.2:
Develop vision and job description for “Youth and Family Director”
based on current, unmet and anticipated needs in areas of Chaverim, Kadima, USY, young
families (including “Mommy and me”), etc.
·
Action Item 1.3:
Explore restructuring Lifelong Learning scope to have Director of
Congregational Learning focus on Mitzvah Kids through High School and have shared
responsibility for adult education amongst Rabbi, Cantor and Director of Congregational
Learning.
·
Action Item 1.4:
Assess existing TBI staffing and responsibilities (including
volunteers) to realign “Engagement” and “Youth and Family” work to address TBI’s changing
needs and staff strength, and if deemed appropriate, increase hours of each position to ensure
future success.
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Capacity: Taskforce with workforce planning, HR and consulting experience to conduct analysis.
Cost: TBD
Timeframe: 3-5 years
Strategic Objective #2: Foster better coordination and communication between Board and
Committees, and between Committees and members. Maximize quality, variety, timing and
manageable number of events/programs to meet various TBI constituents’ needs and increase
sense of community.
Description: Committees and programs often are competing with one another for participants
and volunteers, families’ financial commitments, etc. Building themes/messages and calendar
more strategically should improve volunteerism experiences, minimize burnout of programming
staff, reduce participation and financial fatigue. The Steering Committee SWOT Analysis and
Committee interviews clearly identified challenges in intra- and inter-committee confusion and
overlap, competition for financial and staffing resources, committee member poaching, and
concerns about finding volunteers.
·
Action Item 2.1:
Increase Board involvement in proactively setting and managing
event/program priorities/themes for the year to ensure appropriate balance of fundraising,
community building, and learning experiences. Determine appropriate number and variety of
events/programs that can be successfully managed by professional and administrative staff and
volunteers.
·
Action Item 2.2:
Schedule annual Board meeting to be attended by Committee
leaders to allow for coordination of fundraising, scheduling, and sharing resources.
·
Action Item 2.3:
Intentionally shift calendaring and planning by establishing themes
and allocating resources earlier (financial, staffing, volunteers needed, etc.) to improve planning,
marketing, solicitation and engagement, and ultimately, success.
·
Action Item 2.4:
Increase Board oversight of Committee leadership to prevent
overlap between Board/committees (i.e., members cannot serve on both Board and Committee
leadership, or leadership of two or more Committees) . Board should require each Committee to
plan leadership succession planning 1-2 years in advance to avoid volunteer burnout, and to
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create “Assistant” positions to key leadership roles on each Committee to strengthen new
volunteer pipeline.
Capacity: Requires volunteer and professional/support staff buy-in, improved committee/group
planning, and Board and senior staff setting strategic direction.
Cost: N/A
Timeframe: 6-12 months
Strategic Objective #3: Build on TBI’s current “Musical and Ruach Experience” reputation to help
this become one of TBI’s “differentiators” in engaging and retaining existing congregants and
attracting new ones.
Description: Musical programs and music itself have helped serve as a community builder at TBI.
It is important that music continues to be one of the unifiers across our community and is used
to help attract families to our community.
·
Action Item 3.1:
Assess how the Cantor’s new part time status and the temporary
hiring of a B’nai Mitzvah Coordinator and Family Music Educator will help TBI achieve desired
distinction. Explore other staffing models to meet the needs of TBI longer term.
·
Action Item 3.2:
Explore the feasibility of introducing a Junior Cantor to meet the
expanding and unmet music needs at TBI. This is a best practice being used at comparable
synagogues.
Capacity: A taskforce, with the support of the clergy and professional staff, will need to plan how
we can build on this reputation and not back off. This will require honest and creative dialogue
about what the community needs going forward.
Cost: TBD
Timeframe: 2-3 years
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Strategic Objective #4: Given the size of the TBI staff, it is important that we look for ways to
create the most skilled, efficient, and effective team to meet TBI’s needs. Also with the recent
resignations and the Executive Director’s intent to retire, it is critical that we plan and use this
opportunity to be ready for planned and unplanned future changes.
·
Action Item 4.1:
Assess how clergy, professional and support staff’s work is
distributed, aligned and assessed, and make necessary changes to accommodate TBI’s current
and anticipated needs, employee strengths, etc. Focus on cross training and succession
opportunities (planning for staff retirement, resignation, etc.) is needed.
·
Action Item 4.2:
Assess key processes to ensure they are working efficiently and
effectively and making the best use of staff time and talents.
Capacity: Taskforce with workforce planning, HR and consulting experience to conduct staffing
and workflow analyses.
Cost: TBD
Timeframe: 2-3 years
Strategic Objective #5: Reorganize and consolidate Committees
Description: TBI has over thirty active and semi-active Committees, many of which have
overlapping missions and purposes and compete for fundraising, volunteer and building
resources. Consolidating and clearly defining each Committee and seeking out opportunities to
combine resources can promote member interest and engagement. The Steering Committee
SWOT Analysis and Committee interviews clearly identified challenges around too much time
primarily spent in committee activities, concerns about finding volunteers, pathways to
involvement, committee confusion and overlap.
·
Action Item 5.1:
Implement Board review of current committee structure for
overlap of mission and, where appropriate, recommend consolidating committees. Require
Board approval for creation of additional Committees.
Possible Committee restructuring:
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1.

Finance Committee

·

Fundraising

·

Development/Yachad

·

Endowment

2.

Women’s League Committee

·

Z’havah

3.

Men’s Club Committee

4.

Young Families Committee

5.

Education Committee

·

Lifelong Learning

·

B’nai Mitzvah

·

Adult Education

·

PTO

·

FELS Liaison

6.

Ritual/Spiritual Committee

·

Music

·

Masghiach/Kashrut

·

Hinei Ma Tov

·

Cemetery

7.

Membership Committee

8.

Operations Committee

·

Human Resources

·

Programming

·

Building

·

Décor/Beautification

·

Security

·

Marketing

·

Communications

9.

Social MediaTikkun Olam/Community Involvement Committee

·

Hesed

·

One Justice

·

Ahavati
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Action Item 5.2:
Create defined Board process for approving new committees at annual
meeting, with requirement that new committees have clear and unique purpose.

Capacity: Taskforce will need to meet with key Committee leaders to discuss overlap in
Committee missions and resources and evaluate opportunities for consolidation. Possible need
to revise TBI Bylaws to amend the list of required committees.
Cost: N/A
Timeframe: 1-2 years
Strategic Objective #6: Promote best practices for Committees.
Description: Create guidelines for Committees to follow to increase member involvement,
maximize efficient use of resources, and retain institutional knowledge.
Action Item 6.1:
Create annual “rush” event during key weekend (e.g., first Sunday school
weekend) for Committees to encourage new volunteer signup
Action Item 6.2:
Create annual refresher of member database data via survey/email, with
new questions focused on member interests and possible Committee engagement.
Action Item 6.3:
Create standardization for emails from TBI and committees to avoid
duplication of marketing resources and member confusion.
Action Item 6.4:
Update TBI website update to better define Committee mission, include
contact information, important dates, pictures, link to separate site (if any), etc.
Action Item 6.5:
Encourage better use of web resources (i.e., Constant Contact, Survey
Monkey) to track member attendance at Committee events and follow up with first-time
attendees.
Capacity: Requires improved committee/group planning, and Board strategic direction.
Cost: N/A
Timeframe: 6-12 months
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TASK FORCE REPORT: SPIRITUALITY & RELIGIOUS PARTICIPATION (APPENDIX IV)
Chairs: Heather Stein, Rabbi Eric Woodward
Committee: Margie Kerbel, Rachel Granger, Gloria Katz, Ed Grossman, Debbie Goldberg

Tiferet Bet Israel is an open-minded Jewish spiritual community. With an attitude of love and
acceptance toward all, regardless of relationship or family arrangement, income, or Jewish
background, we reach across Montgomery County to spread love, meaning, and Torah. We guide
and join people in their lives as they worship God, seek, celebrate, journey, and mourn. We
promote vibrant and meaningful prayer and Torah, and deep relationships and service. We foster
love for the State of Israel.

The Situation
It is hard to capture spiritual and religious data, which is necessarily qualitative, in a quantitative
survey. What kind of data is measured to look at spirituality? One can look at the write-in
comments, but those are still quantitative in nature -- they are discrete opinions of individuals
expressed in prose.
Our committee, however, decided to look in the report for other indicators of religious and
spiritual health at TBI. It also investigated various programs and dynamics. We noticed the
following dynamics:
Despite warm feelings toward TBI as a whole, few congregants are able to elucidate whether we
stand for anything beyond ourselves.
Congregants see our rabbi and cantor as spiritual leaders who inspire them, through
teaching/writing, music, and their emotional presence in their lives.
There is a sense that religious/spiritual values do not guide our synagogue in all places, but that
they should. People want to be inspired.
We see declining attendance at our more traditional services – the regular Friday night services
and Saturday morning services.
We have a segmented community: some people connect deeply to one style of worship, some to
other styles.
There is stress about a perceived tension between “traditionalists” and “changers.”

Our congregants are diverse, and we see from the data that this diversity tracks as well with new
members. That is: not all people come to the synagogue with the same assumptions of what
constitutes Jewish prayer.
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At the same time, we believe that, although not all people are religious, all people are spiritual,
and it is the work of Judaism to help them to uncover their spirituality.

Outside Data
Some of the best sociology of religion gives us important tools for understanding our situation:
We see that there is a general decline in the success of the “peoplehood” model of Judaism, and
an increase in the success of the “religious values” model. See books by Shaul Magid, Elie Kaunfer,
Yehuda Kurtzer, Robert Wuthnow, the Pew Study, and much more. We are seeing the
development of a post-ethnic Judaism in which peoplehood no longer moves Jews.
We see across our society an interest in “meaning-focused” religion. Whether this is in the
evangelical world or the Jewish world, what moves people is not a sense of obligation to the
institutions of the past (witness the decline of mainline protestant churches), but a sense that a
message is being promoted that is urgent and compelling.
Although we see an increase in geographic mobility for most Americans, who will move over their
lives, there is a counterbalancing desire for local connections within a geography. One need is to
facilitate a “new local community,” a community of people that connects to a specific area but
that recognizes that this is not the same as a community that used to connect to a specific area.
There are several Jewish organizations that have dealt with these challenges head-on.
One of the most significant is the work of Elie Kaunfer out of Hadar. Rabbi Kaunfer’s work
suggests that Judaism already has the resources it needs to deal with our challenges, but that
these resources are often obfuscated by our institutions.
In a world in which so many connections are digital, financial, or otherwise ephemeral, there is a
desire to connect in a way that is analog, spiritually moving, and long-term. (Notice we left out
the clause, “connect to what”; this connection may be to God, to others, to meaning – but it is
connection itself, the yearning and reaching itself, that constitute the desire.) We see this quite
clearly in the paradox of this synagogue: that many people feel warmly toward it, because of
what it could represent, but find themselves stuck in a frustration when it does not lift up beyond
the mundane.
Recommendations
The affirmation of the religious and spiritual nature of our synagogue
TBI should affirm its nature as a religious institution, being more deeply committed to the
authentic practice of its value.
By being a place that is emotionally and religiously authentic, TBI can cut through the Gordian
knot of “tradition and change,” the false dichotomy that often houses conflict. The Jewish way
has always been to navigate this tension through living religious authenticity.
In order to achieve this, TBI should pause committee meetings for our evening minyan.
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TBI should seek to improve the spiritual quality of evening and Sunday morning minyan, by
devoting conversation and time to questions of what works and what doesn’t.
TBI should develop its calendar from a base of the Jewish calendar.
The clergy should (continue to) teach from a place of personal religious authenticity.
Board member religious obligations should be discussed.
TBI should develop a clear and community-wide kashrut policy.
TBI should offer classes and teaching on traditional Jewish content.

The development of a TBI spirituality and mindfulness institute
Without regard to synagogue membership or even Jewish status, TBI should develop a Spirituality
Institute that is a force for meaning for people in our central Montgomery County area. It would
offer classes and services, Jewish meditation and contemplative work, and chant. This should
have its own branding, separate from TBI. It would also take over the branding of several
currently operating TBI spirituality programs, perhaps including Nafshi, Contemplative Service,
Women’s Circle, and Meditation.
This would involve the physical reconfiguration of space at TBI, to be determined as needed by
experts in the field, such as Cantor Shammash.
We can see an example at the Jewish Mindfulness Center of Washington at Adas Israel
(https://www.adasisrael.org/jmcw), a large Conservative synagogue in downtown Washington,
D.C., but we would push the envelope farther, and bravely brand this mindfulness initiative
without reference to TBI.
We see an intense hunger for this kind of spirituality among our congregants, but all research has
shown that this kind of hunger is present among Jews and non-Jews, as a function of our
postmodern age.

Hitkarev: The Jewish Participation Initiative
TBI should engage in an intentional program to empower more Jews in Torah reading, tefilahleading, and tefilah-participation. This effort would involve the training and development of
Torah readers, with classes and buddy-systems to teach and integrate layning into the
community. It would involve the training of musically inclined congregants in Hebrew prayer
leadership skills, the training of Hebraically knowledgeable congregants in music, and the training
of all congregants in the technique and practice of Jewish prayer.
The most successful Jewish lay-worship institutions, like Kehilat Hadar of New York, The DC
Minyan of Washington, D.C., the Washington Square Minyan of Boston, Shira Chadasha of
Jerusalem, AltShul of Brooklyn, Pico Egal of Los Angeles, feature lay-led davening where the goal
of davening is to have a profound prayer experience. This means that quality-control is a
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fundamental aspect of operating a lay-davening operation. The success of lay participation
initiatives is dependent on requiring both 1) a high level of quality in davening leadership and 2)
a culture of followership and respect.
We also focus on niggunim as a way to build participation and musical community. Joey
Weisenberg (https://joeyweisenberg.com/site/), local to Philadelphia and one of the most
significant Jewish musicians, specializes in this type of work with synagogues.

Physical Improvements for Spiritual Space
Our synagogue is in need of a variety of physical improvements for the spiritual space it seeks to
create.
The creation of a family room off of the sanctuary (in the location of the closet on the southern
side) that can allow children and parents to engage in the worship experience while being near
the action.
The replacement of our physical pews with high quality, moveable chairs.
The procurement of new Torah-reading and prayer-leading tables for the chapel.
The construction of a window in the chapel to allow in natural light, as per the halakhic
requirement that a sanctuary have a window, and to allow a space that is more appropriate for
smaller services to be more beautiful and spiritually uplifting.

Reconstitution of Ritual Committee and Other Religious Function Committees (Kashrut, Gabbai)
Our Ritual Committee must be organized as a committee with a distinct and limited mission
statement, with a set number of seats, term limits, and an application process to serve on it. The
mission of the committee should be to advise and consult with the rabbi on halakhic issues and
provide a voice of the community to the rabbi on the rabbi’s halakhic deliberation.
The ritual committee should supervise the gabbai and kashrut committees. The gabbai
committee should function with a chair, and the kashrut committee as well needs a chair. Each
chair should sit on the ritual committee. Those chairs as well should rotate.
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TASK FORCE REPORT: FINANCIAL SUSTAINABILITY (APPENDIX V)
Co-Chairs: Jeff Llewellyn, Pamela Kuperstein
Members: Lynn Ozer, Jonathan Yuengling, Phil Silverman
Strategic Objectives and Action Items Summary
1. Implementation of Heshbon Lev
1.1. Summary
1.2. Action Items
1.2.1.Approval and Support for the model
1.2.2.Heshbon Lev Implementation Committee
1.2.3.Staff education and training
1.2.4.Develop pledge letters
1.2.5.Marketing to the broader community
1.3. Sample language for marketing Heshbon Lev
2. Creation and Implementation of Financial Controls
2.1. Summary
2.2. Action items
2.2.1.Develop written internal controls
2.2.2.Increase financial transparency and accountability
3. Revamp the budget process
3.1. Summary
3.2. Action items
3.2.1.Alternative timeline
3.2.2.Increase input from clergy and staff
3.2.3.Earlier input from the board
3.2.4.Increase transparency
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Strategic Objective #1: Implement Heshbon Lev
1.1 Summary:
Description of Model
Heshbon Lev is an alternative model of raising funds from our congregants which would replace
our current dues model. The goal of this model is to change the culture of giving in our
community. It would empower congregants to give freely and from the heart based on the value
they place on being part of the community. We would no longer require a specific amount for
annual membership, nor would we hold numerous fundraisers throughout the year. This change
would allow the staff the freedom to focus on creating meaningful programming that is in line
with our vision and values, instead of focusing on raising money. This model would also promote
inclusivity by eliminating all the membership categories and labels. The financial aspect of this
model is an expression of value, meaning, and relationships instead of a fee-for-service
transaction.
Under Heshbon Lev, we would calculate a minimum sustaining contribution, which is based on
projected expenses and the number of households in the congregation (see action item 1.1 for
more details). This amount would be shared with the broader community as a guide. Each
household would make an annual pledge that is meaningful and appropriate for them.
Recommended Timeline
Spring 2018 – Bring to the BOD for approval and meetings with large donors
Summer 2018 – Development of marketing materials and pledge letters
Fall 2018 – Parlor meetings
January 2019 – Pledge letters sent out
January-March 2019 – Receive pledges and reach out to individual members as necessary
Recommended Design
The minimum sustaining contribution:
We recommend a sustaining amount that would cover all fundraising except for the annual gala.
We feel that the annual gala is a valuable event where we can honor our congregants and is thus
a good community builder. We propose eliminating all other fundraising, including, but not
limited to, Yachad, and High Holiday seats and parking spots. We also recommend eliminating
the building fund charges and various other fees, including, but not limited to, B’naiMitzvah fees
and room rental fees.
Based on our recommendation for fundraising events, we suggest setting the sustaining
contribution at $3,600. This is a rounded number based on the budget for the fiscal year 20182019. It is calculated as total expenses, less endowment grants and the revenue from the gala,
divided by estimated membership of 364. Below is the calculation.
Operating expenses

$1,554,205
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RS Loss

77,504

Total expenses

1,631,710

Total endowment grants

(296,658)

Revenue from Gala

(55,200)

Total expenses to be covered $1,279,852
Member units

366

Sustaining amount

$3,497

Pledge letters:
We recommend that the pledge letters be individualized for each member. They should include
three contribution levels: the minimum sustaining amount, the amount that was contributed in
the prior year, and some percentage increase to the amount that was contributed in the prior
year. We also recommend including some sort of short survey in the pledge letter that would ask
about our members’ capabilities and desire to volunteer their time. This would provide members
with non-monetary way to support our community.
Pledge letters should be sent out at the beginning of January 2019. Following up with individual
members will likely be necessary following the pledge letters. We also recommend reaching out
to members who have left in the past 5 years to inform them on the new model.
1.2 Action Items
1.2.1 Approval and Support for the model
The first step is to get board approval to move forward with the implementation. This should be
done by the treasurer before the fiscal year end.
Following board approval, we recommend a strong marketing push to all membership levels. We
recommend the following items for educating our community about the model.
Step 1: Individual meetings with large donors.
Our large donors are crucial to the success of this model. Based on market research, successful
implementation requires that the top 10% of donors give more than the minimum sustaining
contribution. Individual meetings with the large donors will allow them to gain an in depth
understanding of the model with the hope of gaining their support. These meetings can begin
happening as soon as possible and do not need to wait for board approval.
We also recommend a group meeting for our large donors. Some of the large donors prefer to
maintain anonymity, so a group setting would allow them to participate in discussions.
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Step 2: Parlor meetings
We recommend holding parlor meetings, divided by demographic group, to educate and inform
the community about the new model. Suggested demographic groups include young families, RS,
B’nai-Mitzvah families, empty nesters, and retirees. We recommend an additional parlor meeting
for our large donors. The large donor parlor meeting is necessary for those donors that wish to
remain confidential. During these parlor meetings, we recommend handing out information to
attendees on how much they contributed to the synagogue in the prior year.
Step 3: Meetings with related parties - WL/MC
WL and MC are significant groups that are affiliated with our synagogue. They function semiautonomously from the synagogue. Currently, their dues are a separate line item on members’
bills and their operations are not included in the TBI budget. They also hold numerous fundraisers
that are outside the purview of TBI oversight. As a result, the chair of the Heshbon Lev
Implementation Committee should meet with the presidents of both groups to lay out the new
model and discuss how these two groups can be a part of the new model.
Other items:
 Transparency of TBI’s financials is key to the buy-in of our members. What aspects of TBI’s
financials should be emphasized (e.g. cost of RS and related subsidy from general
operations)? How should financials be disseminated to the community? What would be
the best format to present the information?
 We recommend emphasizing that this is an experiment. Based on the recommended
timeline, we will know before full implementation whether this will achieve our financial
goals. Thus, it is important to maintain the option to back out if we are not successful.
1.2.2 Heshbon Lev Implementation Committee
We recommend the formation of a small committee (3-4 members) who will be responsible for
rolling out the Heshbon Lev model. Specifically, they would be in charge with developing the
marketing materials, pledge letters, parlor meetings, and decisions regarding the details of the
model. The chair of this committee would serve as a liaison with the board and staff. This would
be a short term committee that would exist only through the implementation period. The chair
of the committee should be the treasurer.
1.2.3 Staff education and training
We recommend holding at least one meeting with the staff and clergy to teach them about the
details of the model. The goal of this session is to ensure that the message members receive
regarding the model is consistent from all sources.
Clear delineation of duties amongst the staff must be developed. A staff person should be
assigned as the owner of the implementations and maintenance of the model. This person will
act as a liaison with the Heshbon Lev committee. This person will review the pledge letters for
accuracy. Though the pledge letters will be written by the Heshbon Lev committee, the controller
will populate and plug in the information regarding prior year contributions. There should also
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be a person who serves as the contact person should members have any questions about the
model.
The staff must also be empowered to develop programming that will increase value to our
members. This is imperative to the success of the model, as it will help us to increase pledge
amounts and grow membership in the long term.
1.2.4 Develop pledge letters
The pledge letters are outlined in the summary. Sample language to be considered is included at
the end of this document. There remain a number of open items regarding what to be included
in the pledge letters, which are outlined below.
 What percentage increase over prior year’s contributions should be suggested? We
recommend 5%-10%.
 How to personalize the letters?
o For families who received financial assistance in the 2018-2019 fiscal year, we
recommend considering an alternative letter that does not include the minimum
sustaining amount, but just the prior year contribution and some percentage
increase over the prior year. This model promotes inclusion and we do not want
anyone to feel less than because they are not able to pay the minimum sustaining
amount.
o We recommend including language specific to the items for which members have
paid in the past. For example, for those members who have purchased HH seats
and/or parking, there should be language explaining the new process for these
reservations.
o The demographic of the members should be taken into consideration. For
example, if we know that a family is about to send their children to college, we
know that they are about to incur significant expenses. As a result, they may be
considering leaving TBI. We need to be clear that this new model would allow
them to retain their membership at whatever level they are able to contribute.
 What else should be included in the pledge letter?
o We recommend including some sort of short survey in the pledge letter that would
ask about our members’ capabilities and desire to volunteer their time. This would
provide members with non-monetary way to support our community.
o What broader financial information should be included in the letter?
1.2.5 Marketing to the broader community
We recommend a two-fold marketing push to the broader community. First, we recommend
reaching out to members who have left in the recent past (e.g. 5 years) to inform them about the
new model. This marketing push should be done in consideration of the demographic of these
former members and the reason that they left. For example, we tend to see a loss in families
post-B’nai Mitzvah. These families have recently spent a large sum of money on a Bar or Bat
Mitzvah and don’t see the value in continuing their membership at the current dues level. Our
new model will offer them the opportunity to contribute the value they place in membership.
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Similarly, we have seen a loss of members who have moved away. Marketing materials should
be developed specifically for this group (prior members)
Second, we recommend a more general marketing push to the broader community. This would
include placing ads and attempting to get coverage in relevant new outlets.
1.3 Sample language for marketing Heshbon Lev
We are proud to be a community in which members give freely and from the heart. The financial
support of our members enables us to provide high quality religious, educational, cultural, and
social programming. It is our dream to create a Jewish spiritual community that is open to any
and all who wish to join, regardless of financial limitations. However, our staff and Board of
Directors grapple with maintaining a fair and inclusive funding structure that is respectful and
sensitive to members while ensuring TBI’s financial strength and sustainability.
After many months of discussion and research, we feel that it is important to take the step to
better align our financial culture with Torah and Jewish values. To do so, we seek to change the
culture of giving within our community by replacing our current dues model with the Heshbon
Lev model. The goal of this model is to allow our members to give freely and from the heart based
on the value they place on being a part of our community. We would no longer require a specific
amount for annual membership, nor will we hold numerous fundraisers throughout the year.
With this change, we seek to promote inclusion and build a community around a love of Judaism.
Such a change will also allow our staff to focus on creating meaningful programming that is in
line with our vision and values.
How would this work? Under this model, we would calculate and suggest a minimum “sustaining
contribution,” which is based on projected expenses and the number of households in the
congregation. There may be further adjustments to this amount to accommodate various
circumstances. For example, approximately 25% of our congregation currently requires financial
assistance and this would be factored in to our calculation. This amount would be shared with
the broader community as a guide. Each household would then make an annual pledge that is
meaningful and appropriate for them. The financial aspect of this model is an expression of value,
meaning, and relationships and not a fee-for-service transaction.
Though new to TBI, this model has been making waves across the American Jewish community.
Congregations who have switched to this model are overwhelmingly positive about the impact
on congregational culture. Based on a study performed by UJA on over 60 synagogues, the
average increase in annual membership is 3.6% and 60% of congregations reported seeing an
increase in member engagement after moving to a voluntary commitment model.
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Strategic Objective #2: Creation and Implementation of Financial Controls
2.1 Summary:
Though we currently follow some best practices and procedures related to financial controls, we
do not have a written internal control policy. Development of clear internal controls will help to
ensure proper financial management and reduce the risk of misappropriation of funds. In
addition, internal controls will enhance financial transparency and accountability.
The Finance Committee developed a Finance Manual that outlines general procedures related to
financial management of the synagogue. This manual can be used as a guide to our current
procedures in developing internal controls. In addition, Goldenberg Rosenthal, LLP, an accounting
firm that TBI used in the past, provided a memo on internal controls in 2004. This memo identifies
opportunities to develop controls and can be used as a guide.
Sue Parris, our Controller, has identified software that could assist in the development of internal
controls. This software would help guide us in the creation comprehensive controls and would
assist in the implementation and use of the controls.
2.2 Action Items
2.2.1 Develop written financial internal controls
We recommend the development of a written internal controls policy. This policy should keep
the following items in mind:
 Separation of duties is key to successful controls. However, the size of our staff and
layperson leadership must be taken into consideration.
 Delineation of duties should be clearly established. Everyone should understand the role
they play. We recommend creating a flowchart to show how information and money
flows through the organization.
 Appropriate limits and thresholds should be established to ensure that the controls do
not become restraints.
The policy should also consider ongoing maintenance and how the staff and layperson leadership
will interact with the controls on a regular basis.
2.2.2 Increase financial transparency and accountability
We recommend a large increase in financial transparency with our membership and the
community at large. The following items should be considered:
 Posting our financial statements on the website
 Making the budget accessible to the entire community on a regular basis
o The format of the budget needs to be evaluated for such distribution
 Regular financial updates to the entire community
 Updates regarding revenue and expenses that occur outside of the budget
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Strategic Objective #3: Revamp the budget process
3.1 Summary
Pending the implementation of Heshbon Lev, we recommend that the budgeting process be
revamped in terms of timing as well as development process.
3.2 Action items
3.2.1 Alternative Timeline
We recommend adjusting the budget timeline to reflect the timeline of Heshbon Lev. Specifically,
the pledge letters that contain the minimum sustaining contribution will be sent out in January.
As a result, we need a general understanding of our budgetary needs for the following year prior
to the dissemination of those letters (i.e. in December). Though a full budget does not need to
be created, a general understanding of our upcoming expenses is necessary. The form and level
of detail required at this stage is an open item.
The full budget should be compiled during February and March as we receive Heshbon Lev
pledges. This will allow us to base the final budget on more realistic revenue assumptions than
our current procedure allows.
3.2.2 Increase input from clergy and staff
The clergy and staff should be empowered to create their “wish lists” of programming and/or
spending priorities for the upcoming year. This should occur in the December before the
applicable fiscal year. There should be open communication of these wish lists with layleadership. After all of the unavoidable costs are accounted for, (i.e. contractual obligations),
inclusion of items from the wish lists will be considered.
3.2.3 Earlier input from the board
To maximize the efficiency of the process, we recommend that the board be given the
opportunity to provide input on spending priorities prior to the presentation of the final budget
for approval. Under the current system, the board does not have any input into the process until
it is essentially too late to make changes. We thus suggest a providing an opportunity early in the
process for the board to voice their preferences and concerns so that they may be addressed in
the final budget.
3.2.4 Increase transparency
We recommend increasing transparency to the entire community by providing an easily
accessible version of the budget (e.g. provide access online). We recognize that the full budget
in its current form may not be appropriate for broad consumption and thus suggest that the
development of appropriate materials to be disseminated to the entire community.
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