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ABOUT THIS VERSION OF THE FULL PROPOSAL (FEB. 2019)
Unlike the first version of this document, this version IS a formal proposal (see page 2) for a new
governance model This full proposal contains all the information found in the shorter document, “New
Governance Proposal Summary,” plus background, explanatory material, and works cited. It has been
revised to meet the conditions required for a change in governance model provided in the proposed
amendment to the Kol HaLev Code of Regulations (bylaws), Section 11: Changing the Governance Model
(Feb 2019)
To preserve the initial scope of this proposal, this document contains sections – like the Original
Preamble (0below) – have been included in their original form. Some of the steps called for in the
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earlier versions have already been completed; in particular, the generous feedback from community
members in emails, conversations and two community meetings (2018) has been incorporated into this
version (see Appendix B: Community Feedback In The Proposal Process).
ORIGINAL PREAMBLE: ABOUT THIS WORKING DRAFT (OCT. 2018)
This document is not a formal proposal for a new governance model for Kol Halev. It’s a progress report
from the Governing Working Group which explains
1) Our process and progress over the past year
2) Our working theory about Kol HaLev’s operational reality – that is, how we actually
communicate, plan and execute the work we do together as a community and our finding that
the current governance model doesn’t offer structure for some important aspects of that work
3) A proposed new governance model with a heavy emphasis on developing, implementing and
sharing processes that will encourage us to work together fairly, openly, kindly and invitingly,
so that how we work is as imbued with our stated values (welcoming, caring, democratic, etc.)
as what we do.
In presenting this working version of our proposed governance model, we’re asking community
members to familiarize themselves and engage with the model and offer feedback. There are several
reasons for sharing out proposed model while it is still in development, not least of which is that an
important goal of the new governance model is increased member engagement in important community
issues. Inspired by the policies of other congregations which value openness and inclusion, we want to
share our ongoing work and get feedback while there is still time for that feedback to have an impact.
After all, we are a group of only five people, and we need the breadth and depth of your experience,
skills, institutional memory and imagination to fully think through the possible implications of what
we’re proposing.
We anticipate members engaging with the new governance model in whatever way and to whatever
extent they’re inclined. We will make available this working draft and a second, shorter version with an
executive summary (note to board members: still in process) and will hold community meetings at which
the model will be presented, questions can be raised, and discussion can take place. You can help by
asking questions, reminding us of things we may have forgotten, pointing out conflicts and problems,
and identifying areas that need further thought and development.
GOVERNANCE WORKING GROUP
INTRODUCTION
The proposed governance model literally began as an outgrowth of the work of the Leadership Task
Force (2016-17) – the first two of the members of the not-yet-created Working Group met up as the
Community Meeting at the Shaker Library in April 2017 was dispersing and said, “Let’s work on this.”
This proposal is result of more than 12 months [note: as of Oct. 2018] of reading, research and
discussion conducted by the members of the Governance Working Group.
GOVERNANCE WORKING GROUP MEMBERS
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member (current role)
Kelvin Arthur (former member)
Lila Hanft (C0-President)

Adina Davidson (Co-VTL for Spiritual)
Rabbi Steve Segar (Rabbi)
Karly Whitaker (Past President)

MISSION
To investigate best practice models for governance and operations structure, drawing on expertise
from the Reconstruction movement, the Alban Institute and the world of non-profit working boards, to
assess our current model in light of best practice, and in light of our own actual experience with it, and
to recommend any changes to our structure with an aim toward maximizing both effectiveness in
pursuit of our communal mission and satisfaction for those who serve in leadership roles. (Approved by
the board November 2017)
GOVERNANCE WORKING GROUP PROCESS
The members of the Governance Working Group spent about a year studying and discussing best
practices in governance in the worlds of nonprofit governance, congregational governance, synagogues
in general and Reconstructionist congregations in particular. (If you’re curious, most of our reading is
available in pdf form in this Google Drive folder). We spoke to leaders of other synagogues, governance
specialists at Reconstructing Judaism and past Kol HaLev leaders. We spent time sorting out what we
knew about our current governance model (some of us discovered we hadn’t fully understood the
current model). We looked, sometimes in vain, for organizations, both religious and non-religious, that
resembled Kol HaLev in membership size, income, amount of programming and ratio of paid staff to
volunteers.
By the spring of 2018, we’d identified issues our current governance model wasn’t addressing, and we
had gleaned from our research best practices which could help. But it wasn’t until we took time to look
closely at our operational reality – that is, how Kol HaLev actually uses its resources to get things done –
that we were able to arrive, in early summer 2018, at the idea for an integrated, flexible and uniquely
Kol HaLev model of governance. Once we synthesized what we had learned from our research with our
own understanding of Kol HaLev’s resources and culture, we developed a governance model with a
simple, practical format, aimed making operations more efficient, formalizing policies, improving
member access to information; as well as directly addressing some specific problems (listed in the
goals section below).
A glance at the organizational chart reveals that the proposed model differs significantly from the
current model, but the biggest difference will be in an aspect of governance which organizational charts
aren’t equipped to represent. An integral part of the proposed governance model is a commitment to
developing, implementing and sharing processes that will encourage us to work together fairly,
openly, kindly and invitingly, so that how we work is as imbued with our stated values (welcoming,
caring, democratic, etc.) as what we do.
THE GOALS OF THE NEW GOVERNANCE MODEL (REVISED FEB. 2019)
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The goals of the proposed governance model are:
•

Reduce number of members of the board to free members for other roles

•

Remove Executive Committee (and the separate monthly executive committee meeting) to
increase efficiency and transparency

•

o

The resulting 7-8-member board will work as closely together as the Executive
Committee does now, via email, phone, video conferences or in-person meetings as
needed

o

Greater transparency: The work that the executive committee currently does behind
closed doors will be done more openly (except for sensitive issues where member or
staff privacy must be protected; these discussions will take place in “executive session.”

o

The smaller board size comes with a mandate to intentionally, actively and continually
exchange information with and solicit feedback from the community (which might
mean the community at large or the primary stakeholders in given project or process,
depending on context. The board must create and use effective structures for engaging
in conversation with and soliciting feedback from the larger community

Articulate clearly, in writing, the processes by which the board will work together to provide
operational oversight in the absence of an executive director
o

Taking some of the burden for operations from Rabbi Steve and our education director,
Robyn

o

Establishing operational routines and an administrative calendar so we can engage in
strategic planning for anticipated events (rather than reacting at the last minute)

o

Identifying potential operational conflicts, when committees and working groups are
inadvertently working at cross-purposes, for instance.

o

Making sure that leadership communicates frequently and clearly with community (see
above)

•

Reduce levels in the decision-making process: Everything else being equal, decisions should be
made at a level closest to the implementation of the decision (see Appendix A-Decision-Making
Guidelines For Kol Halev (feb. 2019))

•

Support and appropriately resource committee chairs to exercise their authority to make
decisions and to make use of the new communication tools and guidelines (under
development) to share their committee’s work with the larger community

•

Create a more holistic, sustainable volunteer recruitment and leadership development process
organized by the new Leadership Development Committee (a new, year-round effort with the
nominating committee at its core)

•

Recognize relationships and community as fundamental to the Kol HaLev experience by
creating a VP of Community, a formal acknowledgement that promoting engagement requires
insight, patience, empathy, study, and action.

•

Increase communication about how we do things. Document and share this information
widely. An organizational chart is of limited value unless everyone using the chart understands
the policies and processes which determine how the pieces in the chart will interact. (You can
change the name of the pieces on the chess board, but you’ll still have the same game unless

Proposal: New Governance Model  Ver. 6  2/20/19 Page 4 of 38  last edited by Lila Hanft

you change the way the pieces move.) Recognizing that there’s a lot of work to do, given that
little about how we do things is currently written down, here are some starting points for the
first year:

•

o

Make it part of the work of governance to write down existing community policies and
make them available to everyone (“policy-scribing”)

o

Make it part of the work of governance to maintain dependable, routine sharing of
information about committee activities with the entire community.

o

Make it part of the work of governance to make time to listen to responses of
community members to developments taking place

o

Make it part of the work of governance to create resources which making working
together and communicating easier and more effective.

Implement new governance model as a pilot program so that the model can evolve as we
evaluate its effectiveness from multiple perspectives.
o

Don’t expect everything to be resolved immediately.

o

Create a 2-3 year plan for implementation that includes a process for making changes –
a primary, immediate goal

o

Evaluate the model regularly (evaluations at 6 month and a year are built into the trial
run) to document progress in specific areas (such as member engagement, reciprocal
communication, relationship-building, etc.)

o

Add an amendment to the bylaws permitting us to implement the pilot program

VALUES, MISSION AND GOVERNANCE AT KOL HALEV
OUR CURRENT MODEL
The current governance structure, the Value Teams (VT) structure, took all of Kol HaLev’s committee
and organized them thematically in teams named for Kol HaLev’s values, drawing the teams’ names
from words used in Appendix C: Kol Halev Values, Vision And Mission Updated 7/29/2013. This the
result:
Welcoming, Caring & Communicating
• Hesed
• Newsletter
• Weekly Update
• Website
• Marketing/PR
• Technology
Spiritual
• Religious Practices
• Holidays
• Mindful Judaism / Meditation
• Music

Learning
• Youth & Family Education
• Adult Education
• Young Families/Tot Shabbat
• Childcare
• Torah Study
• Book Group
• Lunch and Learn
Informed & Involved
• Greater Cleveland Congregations
• Tikkun Olam
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Democratic & Fiscally Responsible
• Cemetery
• Fundraising
Participatory
• Membership
• Greeters
• Kiddush
• High Holy Days (with other Values Teams)

• Women’s Group
Board-accountable Committees
• Security
• Finance
• Ratner Liaison
• Rabbi Liaison / Rabbi Support Task Force
• Strategic Planning
• Nominating

The VT structure, as our first formal governance model, is the first attempt we made as a community to
map and organize all our activities in a single structure. The addition of Values Team Leaders to the
organizational structure was an attempt to use distributed leadership to relieve the work load of our
officers (President, Vice Presidents, Secretary and Treasury), which had grown increasingly heavy as
Kol HaLev had grown, to the point that many considered them impossible jobs.
The VT organizational map provided a necessary theoretical framework for seeing all of Kol HaLev’s
committees as parts of a system, one which sometimes works efficiently and sometimes does not. A
Google search of synagogue websites will reveal that many synagogues organize their committee into
similar groups or subdivisions, perhaps under more familiar terms like Communications, Education,
Social Justice (or Tikkun Olam), Fundraising, and Community Engagement.
HOW CURRENT PRACTICES DIVERGE FROM OUR MODEL
The Values Team structure makes several assumptions about the way Kol HaLev gets its work done,
based on operational model founds in most nonprofit organizations:
•
•
•
•

That most of our work happens in committee
That committees work primarily in isolation
That work is either programmatic or administrative
That our work flow is hierarchical, i.e., that committee work is directed by or subject to
approval, from the board (or the rabbi, president or executive committee).

These assumptions aren’t borne out in reality, and over time. situations have cropped up which can’t be
easily addressed within our current structure because they weren’t anticipated (and, arguably, had we
been following the work flow implicit in our organizational model, would not have arisen).
1

For instance, what do we do when an issue arises which:
•
•
•
•
•
•

Isn’t within the purview of an existing committee?
Involves the interaction between or among committees?
Is caused by rumors and fueled by lack of transparency?
Is raised by community members who are not directly involved with the governance structure?
Requires a decision about whether it should be reviewed by the entire community?
Involves holding a committee, officer, or the board accountable for her/her/its decisions?
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When these kind of issues occur, we have no definite processes in place for bringing them to light.
Who raises the issue? Who brings it to the board? Who investigates? What would trigger a community
discussion of the issue? Who is responsible for finding a solution? Who is responsible for explaining the
resolution to stakeholders?
MISSING FROM THE CURRENT GOVERNANCE MODEL
A careful look at operations reveals that Kol HaLev, in order to produce its full schedule of services,
celebrations, education and other events with a minimum of paid staff (see the section about All
Volunteer Organizations, below), has an organic workflow that is seldom hierarchical and is only partly
committee based.2 In reality, much of our work requires cross-committee collaboration and is led by
not by board members and committee chairs but by small teams of volunteers who may hold
leadership positions or may not.
•

•

Cross-committee collaboration. A significant amount of what we do requires input from and
interaction between two or more committees. But there’s no indication of the collaborative
nature of our work in the governance model, and no processes in place to make sure we
implement community values as we collaborate.
Team-based leadership outside committees. A significant amount of the work that makes
what we do possible isn’t instigated, carried out or monitored by the members of a committee
or in the collaboration of two committees. Our work is often done in very small groups, forged
by personal relationships or common interests, rather than by committee membership.

This aspect of our operational reality exists almost in secret – not intentionally, but because neither of
these modes of operation (small teams, cross-committee collaboration) is described or accounted for in
our current governance model (see the footnote for a couple examples).3
RELATIONSHIPS AND COMMUNITY-BUILDING
Because it’s based on what we do and not on how we do it, the current VT organizational structure is
missing an entire sphere of human endeavor, one that’s particularly important to Kol HaLev: The
intentional work of relationship- and community-building. Both the bullet points above (crosscommittee collaboration and extra-committee team leadership) are examples of Kol HaLev operation
that aren’t accounted for in the current model. Other crucial activities in this category of sometimes
labor-intensive and sensitive work include:
•

•
•

Onboarding new members and deepening friendships with existing members– Personal
relationships are the foundation of Kol HaLev’s community. Not all of us want to make new
friends when we join, and none of us can be close friends with everyone, but nearly every
person who joins Kol HaLev says they decided to join because they felt welcomed and accepted
for who they are, without judgment.
Understanding how the community can best support members –new members, in particular.
Volunteer recruitment and retention – looking carefully at the experience of volunteering in
our community: Do we know what people’s skills are? Are we able to match them up with work
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•

they’d enjoy doing? Are we giving them enough support and/or autonomy to do their job well?
Do they feel valued and appreciated?
Listening to the community’s voice – intentionally providing opportunities for members who
aren’t in leadership positions to tell leaders what they think, whether that’s in the form of
feedback on changes, participating in future plans, or raising issues the board may unaware of.

These activities aren’t just important at the operational level; they are the means for living our
values as a democratic, participatory community.
OUR OPERATIONAL REALITY: THE WAY WE ACTUALLY WORK
Our goal was to create a new, straightforward governance model that would support and improve our
current operational reality while establishing a framework for increased member engagement and
satisfaction. The section gives an overview of how we believe Kol HaLev works.
•
•
•
•

What do we mean by work?
Three areas of focus: Community, programming and administration
In the overlap: Project teams/working teams
An end to information silos

WHAT DO WE MEAN BY “WORK”?
In this document we use the word “work” to refer to all the activity that goes into creating the Kol
HaLev experience, which includes services; youth, family and adult education; membership in-reach
like community Shabbat dinners and Hesed support; interest groups, like the book club; tikkun olam,
including political action and interfaith outreach; communications, planning, logics; and so on.
But to the extent that work means simply “stuff we have to get done,” it’s an inadequate word. There’s
an extra value – spiritual, creative or relational – to the work we do, that extra something that
motivates us to join this community and to continue to participate in it. We sometimes talk about this
work as the work of “creating our Jewish community” or “participating in creating our own Jewish
experience,” but perhaps it’s best articulated in these quotes from members:
•
•
•
•
•

I like that I am a part of creating the environment and the conversation. Things don’t get done FOR
me. We are all a part of making our future.
I chose Kol HaLev because I want to create the Jewish community that I want! You can't get this
anywhere else.
(I love the) profound process orientation - it involves everyone and helps people OWN their Judaism
and own their community
[I appreciate] the depth and breadth to which I can engage in helping create what we are and what
we do as a community.
People are encouraged to find places where they can lead and bring their strengths to the
community and/or OR do learning for themselves by learning to explore where their strengths are.4

We’ll continue to use the “work” to mean “all the things we, as a community, bring into being,” but
please keep in mind that we’re not just talking the things we do because they’re expected of us as
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members of this community, (e.g. the way hosting a kiddush is). What we bring into being by virtue of
our work includes the things you like best about Kol HaLev, including the creation of possibilities and
opportunities – to try out new ideas, to foster creativity in one another, to grow spiritually and
personally, to exercise your skills and strengths, and to find comfort and connection.
THREE KINDS OF WORK: COMMUNITY, PROGRAMMING & ADMINISTRATION
Our operational reality can’t be accurately represented by a linear chart of work areas which break
down into smaller and smaller working units. Dividing our working processes into values teams, or
even, as we do here, into functions, does not account for the high degree of collaboration which is
always taking place among a changing cast of personnel (committee chairs, paid staff, senior volunteer
staff and/or members with no formal title but the skills and commitment to make things happen).
So while Figure 1 : A MODEL OF OUR OPERATIONAL REALITY displays the work we do as a community
(committee w0rk, tasks and functions)5 over an operational landscape created by three overlapping
areas of endeavor – Community, Programming and Information – the point is of the illustration is to
show how much of our daily and monthly work takes place in the areas of overlap and require
interaction between multiple committees and personnel.
First the basics: We’ve divided the
operational landscape of Kol
Halev into three overlapping
areas of endeavor, according
to a mixture of function (who
is served) and role (whose
skills are required). The areas
are:
•

•

•

Community
(community-building,
personal engagement,
caring, relationships);
Programming
(education, religious
services, youth and
family education)
Information
(administration,
communications,
logistics, finance).

When you look at Figure 1,
remember that it
represents not a proposed
organizational model, but a

Figure 1 : A MODEL OF OUR OPERATIONAL REALITY

COMMUNITY























INFORMATION

PROGRAMMING
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functional assessment of who and what is involved in some of the work which keeps our
programming and services going. (The figure doesn’t include absolutely every kind of work we do as a
community, so don’t be dismayed if your favorite project doesn’t appear here).
We tend to think of committees as self-sufficient and independent, but that’s both inaccurate and
unhelpful. If, for example, the Adult Ed committee comes up with a great idea for a speaker, it will rely
on the resources (time, skills, energy) provided by the calendar, newsletter and Weekly Update teams
in order to draw an audience. Programming can’t happen without someone whose work is to
communicate with the larger community. Hesed and Kiddush require someone whose work is to
engage and recruit members but also someone to and manage the data side of sign-up, communication
and instruction. Social interest groups, like the book group, fall under both Programming and
Community for another reason – their purpose is both 1) to educate and entertain (Programming) and
2) to provide opportunities for members to make and strengthen relationships (Community).
When searching for the best governance model for our community, we were looking for something that
takes into account the operational reality depicted in Figure 1.
PROJECT GOVERNANCE
One model for understanding work that takes place outside committees and the personnel who do the
work is that of the project team. With some notable exceptions6, lots of the work we do at Kol Halev
are projects, with stages involving different personnel and a delivery date – a special service, an
educational experience, a publication or a holiday celebration.
Looking at Figure 1, you can see why initiating work on a project often starts off the current
organizational grid – with a private email or chance conversation between leaders or volunteers.
Someone asks, “Hey, X is coming up. What are we going to do?” and others are brought into the
conversation as people think of them. It’s inevitable the highly collaborative projects (like the High Holy
Days, or experimental programming like the D’var Tikkun) begin with a few key stakeholders-- anything
else is unwieldly.
What isn’t inevitable is what often happens next – planning continues off the organizational grid,
sometimes without key personnel, usually without any communication with the larger community. And
then, a couple weeks before the projects at its end, the stakeholders need support –recruiting
volunteers, getting articles in the communication vehicles, planning food or logistics.
This is why we’re sometimes flying by the seat of our pants, scrambling to share important information
or make arrangements at the last minute. That last-minute scramble and the sense that all the
responsibility for a project is falling on the shoulders of the initial stakeholders also contribute to leader
burnout.
Because our work is so often project-based, Kol Halev’s governance model needs to provide
governance at the project level as well as the institutional level, and it can do this by making project
work an acknowledged, transparent way of working and by establishing processes and practices that
will provide stakeholders with community support and the community with a chance to be engaged.
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AN END TO INFORMATION SILOS
One of the most exciting things about this new organizational model is that it has the potential to end
what we call information silos, where one committee or group of stakeholders develops an idea and
works on it for a long time without anyone knowing about it, despite the fact that eventually people
who work in other part of the community – the people who will make the flyers for the event, or the
people who will be needed to serve as volunteers – need to hear about it, too, if their help is to be
gained.
We hope that by thinking of the way we’re organized as a set of three interlinked circles and by keeping
in mind, as you work in your committees, that it’s highly likely one or both of the other domains of
communal life will need to play a part in the success of your project, that it will become easier and less
frustrating to make good programming happen, to communicate effectively with most of the
congregation, and to engage volunteers and participants in worthwhile ventures.
THE RIGHT GOVERNANCE STRUCTURE
Given that we often work in fluid, multi-disciplinary project teams, what kind of board and governance
structure would be most helpful to us? On one hand, we’d like to remain fluid, responsive and creative,
so that we can make decisions quickly, adapt to new challenges and be free of unnecessary
bureaucracy. On the other hand, while working this way and can be energizing and fulfilling, it can also
be very stressful; it requires a good deal of human attention and energy that often leads to burnout.
Ultimately, we need to invest more of our energy in planning and preparation so that our operational
reality is more stable and reasonable, more of our community is engaged in creating the Kol HaLev
experience, and we’re free to do higher-level organizational work like strategic planning.
The right governance model for Kol Halev needs to encourage fluidity, creativity and adaptation while
providing processes and structures which promote stability, consistency and continuity.
WHAT IS GOVERNANCE?
Governance is an amalgamation of policies, systems, and structures, along with a strategic,
operational framework that aligns an organizational leadership to take action, so that they can make
effective decisions with accountability.
Jeremy Barlow, “Board Governance Models: A Comprehensive List,” BoardEffect.com7
Governance is the processes, structures and organizational traditions that determine how power is
exercised, how stakeholders have their say, how decisions are taken and how decision-makers are held to
account.
~Mel Gill, “Effective Approaches to Governance,” The Nonprofit Quarterly8
The organizational chart is usually the easiest part of a governance model to explain – you can draw it,
you can describe each position and use lines and page position to describe how they relate to each
other. When an organization is hierarchical, you look at an organizational chart and identify the lines of
accountability, responsibility and authority.
Proposal: New Governance Model  Ver. 6  2/20/19 Page 11 of 38  last edited by Lila Hanft

When an organization isn’t strictly hierarchical, however – when there aren’t clear lines as there are in
the corporate world, between shareholders, workers, and customers or in the nonprofit world between
board members, professional staff, and clients – organizational charts are much less useful for
explaining the relationship between the organization’s stakeholders.
In a very real sense, the Kol HaLev community is the ultimate authority on what does and doesn’t
happen at Kol HaLev: What matters to us is spelled out in our mission statement and values; our work is
dictated, at least in part, by what we’re willing to volunteer to do, and the ultimate arbiter of the
success of that work is the community, who shows its satisfaction by engaging in the community and
can show its dissatisfaction, ultimately, by voting with its feet.
MORE THAN STRUCTURE: POLICIES, PROCESSES, TRADITIONS AND SYSTEMS
The processes, policies, procedures and traditions included in the definitions of governance (but which
are so often over looked in favor of the easier-to-grasp organizational chart) play a major role in the
development and implementation of any new governance model.
Without policies and processes, leaders may know what their job titles are, but they won’t really
know how to do their jobs.
As we describe the role of the board in the new governance model, you’ll see that its initial work will be
overseeing the recording and dissemination our policies, by which we mean writing down as clearly as
we can things like 1) the principles that guide our community attitudes, 2) the steps involved in planning
and executing projects, 3) the implicit rules for how we interact around money, how we welcome
people to our community, what we expect from members, and how to change things we don’t like.
Where we lack operational procedures, the board will ask stakeholders to design and test them, so that
working together will be smoother and less stressful. The ultimate goals of this work are:
•
•
•
•
•
•

To give every Kol HaLev member access to community attitudes, behaviors and procedures in
order to be a more transparent, welcoming and democratic community.
To create operational procedures that express our community values for interacting with one
another in order to make sure the way we work is as inclusive, positive and inspiring as possible.
To make procedural information and support readily available to leaders so that they don’t feel
they have to reinvent the wheel and won’t burn out or become frustrated.
To distribute authority so that the board neither acts as permission-givers nor serves as sort of
appellate court to resolve conflicts.
To locate decision-making as close as possible to the implementation of the decision (see
Appendix A-Decision-Making Guidelines For Kol Halev (feb. 2019))
To foster creativity, change and growth by giving stakeholders independence to experiment
within the scope of our values and policies

THE ALL-VOLUNTEER ORGANIZATION (AVO)
Looking through our research for other organizations that looked like us, we noticed something unique
about Kol HaLev. Despite our full schedule of services, celebrations, education and other events,
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compared with other congregations our size, we have fewer paid staff and likely a smaller operating
budget.9 This insight had some clear implications for designing our governance structure.
•
•
•

We don’t have an executive director, or anyone named as the chief operations officer
Volunteer staff serve as the senior staff member in key operational positions (financial,
communications, technological, administrative, etc.)
We don’t want our paid senior staff – Rabbi Steve (full-time) or (part-time) to take on any
additional roles in the new model; in fact, we’d like our new governance model to spare them
the operational tasks that sometimes fall to them, despite being outside their job descriptions.

Thinking of ourselves as an All-Volunteer Organization (AVO) is not an attempt to dismiss the huge
contribution of Rabbi Steve and Robyn, who are instrumental not only to the work we do but to the
ruach (spirit) and heart of our community. In fact, the virtue of thinking of ourselves as an AVO is that it
encourages us to create a governance model in which we do not add any managerial or operational
responsibility to a workload that already exceeds their job descriptions. An AVO is a nonprofit
organization without paid management. Instead the job of management is done by the board.
In addition to taking responsibility for the organization’s legal and ethical obligations to donors,
clients, and the government, AVO boards shoulder the responsibility of providing guidance to the
organization by managing the organization and leading the other volunteers with their hands,
minds, and spirits.
Jan Masaoka, “All Hands on Board: The Board of Directors in an All-Volunteer Organization”10
In our current governance model, no one has the specific job of overseeing operations and as a result,
our operational model often stumbles and doesn’t get back on track until someone -- a volunteer, or at
times, the rabbi or education director – leaps into the breach and picks up the task (picking up a challah
for kiddush, finding a location for an event, organizing names tags, calling members in search of
volunteers).
The board of the new governance model has a specific management responsibility:
•
•
•
•

To act as clearinghouse for all information related to Kol HaLev operations, including
programming, events and religious practices, as well financial and legal concerns
To identify potential issues, conflicts and/or items that require advance planning
To alert the relevant stakeholders
To delegate (and in the case of vice-presidents, facilitate) resolution of the issue.

How this will happen will be discussed in greater detail later, but the end goal is a board that has less
decision-making authority, but a greater ability to support and facilitate the work of committees and
project teams through discernment and oversight.
CURRENT BOARD DUTIES AND COMPOSITION
In our current governance model, the board consists of 14-15 members:

Proposal: New Governance Model  Ver. 6  2/20/19 Page 13 of 38  last edited by Lila Hanft

•
•
•

5 officers: President, Vice President, Immediate Past President, Secretary, Treasurer
6 Value Teams Leaders: Welcoming, Spiritual, Learning, Involved, Democratic & Fiscally
Responsible and Participatory
3-4 At-Large Members

The executive committee, which consists of the 5 officers and the Rabbi, plan the agenda for board
meetings, making discussions about what issues the board should look at. Although this isn’t always
the case, in recent years board members have felt unsatisfied with the limited scope of their roles, as if
their role were only to show up to meetings and vote; the executive committee having already done the
governing and the full board is expected to go along with conclusions.
Officially, the board has specific financial responsibilities but a good deal of unspecified authority when
it comes the management and regulation of the community. According to the bylaws, the board’s
duties are to:
•
•
•
•
•
•

•

implement the policy decisions of the membership
manage the day-to-day affairs of the Havurah, including, but not limited to,
having control of the property of the Havurah;
designating the bank or banks wherein the funds of the Havurah shall be deposited; and being
responsible for all expenditures and disposal of Havurah funds and property.
approve the annual budget and present it to the Members at a Meeting
make such rules and regulations, consistent with the Articles of Incorporation and Regulations,
as they may deem advisable, for the proper conduct of their meetings and for the furtherance
of the purposes of the Havurah and its administration
establish or abolish such Ad Hoc Committees as it may from time to time deem advisable and
may also recommend to the membership the establishment or abolition of Standing
Committees.

THE BOARD OF THE NEW GOVERNANCE MODEL
PRIMARY DIFFERENCES
SMALLER SIZE
The primary difference between the old and new board’s structures is size. There are several reasons we
want to reduce the size of the board:
•
•

Freeing members up to be involved in the community in other ways
Making it easier for the board to meet, discuss and act.

Smaller boards are a national trend, and not just because people don’t want to go to meetings
(although that too is true). A smaller board is likely to be more democratic, according to Dan
Hotchkiss. Larger boards purport to be representative of the entire congregation and too often skip the
crucial step of consulting the congregation in decision-making, assuming that the board are varied
enough in composition to represent everyone (when in fact, they represent a subset of members
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interested in or able to dedicate time to governance). In Hotchkiss’s view, seven is the ideal size for a
board 11
TWO CO-PRESIDENTS
Two co-presidents, one of whom will rotate out of the role every year as a new co-president rotates into
it. The advantages are continuity during transitions, the opportunity for mentoring, collaborative
leadership, and a lighter work load.
SUCCESSION PLANNING
In the new model, one member not currently serving as president is designated as co-president elect at
the annual meeting. It could be any of the three vice-presidents, the secretary or the treasurer, but it
will be someone who has board experience and can spend part of the next year observing what is
involved in the co-president’s role.
MORE DELEGATION, LESS DECISION MAKING
The entire governance model provides the board with more information for the purpose of operational
oversight, but less decision-making responsibility. The Appendix A-Decision-Making Guidelines For Kol
Halev (feb. 2019) establishes policies that will locate decision-making as close as possible to the level at
which the decision will be implemented. It also sets guidelines for when the board must take decisions
to the community.
Instead of making operational decisions itself, the board, when it identifies potential issues, will
delegate responsibility for conflict resolution, additional planning or other activities to the stakeholders
concerned. If no one has been charged with responsibility for this area of operations, the board will
establish and recruit an ad hoc committee to do the work.
DUAL DUTIES: OPERATIONAL AND GOVERNANCE
The board will have both operational/management and governance duties, and will be intentional
about keeping the two separate in their own minds and within the space of public meetings. Our hope
is that the operational duties of the board will shrink as we do policy-scribing and policy-making and as
we implement procedures and tools to facilitate operations. As operations become more stable,
consistent and self-contained, the board will increasingly work in governance mode.
THE NEW BOARD: ESSENTIAL DETAILS
1. The Board: Composition and Function
Information in this section details requirements of the new governance model as per the proposed
amendment to the Kol HaLev Code of Regulations (bylaws), Section 11: Changing the Governance Model
11.1.d. Provisions for the legal and fiscal duties of the board (Feb 2019). Referenced sections of our
bylaws will be replaced in practice during the trial run of the new governance model as outlined
below.
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a. Smaller board size.The new board will consist of a total of 7 members, plus the Rabbi as an
ex-officio member, who will work together as a team and will meet once a month in public
meetings open to all members. Each board member has a specific portfolio – either a set of
tasks or an operational area in which s/he provides oversight. See Section 2 below for
Individual Board Roles and Responsibilities.
b.

Elimination of Executive Committee and Values Teams/Values Team Leaders
(Reference: Kol HaLev bylaws Sections 6.1 – Executive Committee, 6.2 – Values Teams; and
6.3 – Values Team Leaders)
i. No more executive committee, values teams or values team leaders
ii. Board uses Decision-Making Guidelines, below, to delegate decision making to the
closest possible level to the implementation of the decisions.
iii. Board meets publicly once a month and may divide the agenda according to its
different board functions (for example; half the meeting spent identifying
operational issues and meeting with stakeholders; half the meeting on a
governance issue, like commencing the budget process, with finance committee
members present).
iv. Agenda for board meetings set by Rabbi and co-presidents and shared with the
community at least one week before board meeting

c. TWO distinct functions: Management and Governance:
i. Management
1. Serve as information clearinghouse in the way an executive director might,
getting an overview of and helping to prioritize operations
2. Alert stakeholders to conflicts/problems/issues, which the stakeholders
solve
3. Oversee the development of procedures and processes to support and
improve operations (e.g., administrative calendar, project management
model).
4. Support committees and working teams in achieving their goals
ii. Governance
1. Perform governance work of discernment, management, oversight and
strategy, including fiduciary
2. Oversee policy-scribing and policy-making goal (put everything in writing,
make it available to all members, leaders, volunteers, etc.)
3. State-mandated and other financial and legal duties; crisis management
2. Individual Board Roles and Responsibilities (Reference Kol HaLev bylaws Sections 4.1 – Board
Composition, and Section 5.1 – Officers)
i. Two co-presidents serving staggered 2 year terms* (See 3.d. below)The copresidents shall share the duties elucidated in the Kol HaLev Code of Regulations
Section 5.3 – duties of the President, and in Figure 2: Board Roles and
Responsibilities which is included in this proposal.
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ii. In the event neither of the co-presidents are able to act, they may designate one or
more board member to act on their behalf.
b. Three Vice-presidents elected in staggered years, representing three crucial kinds of work:
Programming, Community Building and Administration (aka Information). (Reference: Kol
HaLev Code of Regulations section 5.4, the duties of Vice President.)
i. VPs will support and guide committee chairs, understand the budget as it pertains
to their area and communicate availability of resources to staff and committee
chairs
ii. VPs will facilitate decision-making process in their area(s) when those issues don’t
need to go to the whole board (see Decision-Making Guidelines, below)
iii. Addition of a vice-president of community building is a formal recognition of the
indispensability of the work of in-reach (communication, volunteer recruitment,
sharing knowledge, soliciting feedback, etc.) in meeting our community’s goal of
being democratic and participatory.
c. Secretary whose duties will basically be the same as now (details on page 19)
d. Treasurer who duties will basically be the same as now (details on page 20)
e. The President elect: The president elect is designated at each annual meeting as the
person who will be the subsequent incoming co-president, to ensure continuity and prevent
loss of institutional memory. That person can be:
i. One member of the board not currently president (i.e., the Secretary, Treasurer or
one of the three Vice Presidents),
OR
ii. A member with leadership experience (such as a previous board member or
committee chair) who will spend their President Elect year learning about the
presidency and other areas of operation
3. Election and Term limits: The board is elected in slate format at the annual meeting (Reference Kol
HaLev bylaws Section 4.5.1 – Tenure; Section 4.5.2 – Term Limits; and Section 4.5.5 – Vacancies)
a. The co-presidents serve staggered two-year terms.* The other board members serve a
minimum of one two-year term and a maximum of four terms
b. Vacancies: Should a board position come open, whether by suspension, removal or
resignations (see Code of Regulations), the board will draw on the resources of the
Nominating Committee to fill the position as soon as reasonably possible. (This provision
supersedes the first sentence in Kol HaLev Code of Regulations 4.5.5.)
c. * The length of all board terms may be changed by the board in extenuating circumstances.
4. Committees. (It is our intention to write procedures for committee chairs into the next version of
the governance model to be written during a trial run. This is what we have so far:)
a. Committee chairs will be responsible for
i. Making sure their activities are on the community calendar
ii. Communicating the committee’s activities and needs to their Vice President
iii. Using new project management form for new proposals
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iv. Working on succession with leadership development committee
v. Making appropriate use of community resources, including human resources
b. Committee appointments and Term limits
i. Committee chairs will be chosen by the board in dialogue with the leadership
development committee and the current committee chair
ii. Chairs serve in two-year terms, renewable for a total of four year of service in the
roles; in extreme circumstances (meaning that there is no way the committee can
continue to function otherwise), terms can be extended. We see there is value in
balancing continuity with new energy and new perspectives

Figure 2: Board Roles and Responsibilities
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THE ROLE OF BOARD MEMBERS IN GREATER DETAIL
THE CO-PRESIDENTS
Some recent presidents have experienced the role of president as lonely, isolating and stressful. It
certainly carries a good deal of responsibility for initiating and concluding our important governance
processes (personnel reviews, contract negotiations, new policy decisions, etc.). The idea of having copresidents, with one rotating off each year while the other stays on, joined by a new c0-president, came
from our research into the governance structures of other Reconstructionist synagogues.12
The co-president model offers an opportunity for collaborative leadership and provides a mentoring
structure for presidents, while significantly shortening the time commitment asked of presidents in the
current model (currently a president serves one two-year term as vice-president, a second two-year
term as president, and a third two-year as past president, with responsibilities to the board and
executive committee).
One president rotates off and the other stays on with a new co-president (that new co-president will
have been designated as President-elect the year before and will have already familiarized him/herself
with the president’s role a bit). Each president will serve a total of two years, although the board may
change the length of a president’s term in extenuating circumstances.
Collectively, the co-presidents have a specific portfolio of activities which they are responsible for
initiating and overseeing to completion. We haven’t attempted to divide the duties between the copresidents; perhaps we will find we need to do so, but at this point the co-presidents may divvy them up
according their skills or preferences in the way that best supports their working relationship.
The presidents are not intended to do the work they initiate and oversee; fact, they are encouraged to
delegate and draw on the collective skills and experience of the entire community when overseeing
legal, financial and personnel activity. (Some of us like the idea of creating presidential advisory groups
made up of members with legal, financial, fundraising, human resources, marketing or other
specialized skills/education, who have committed to help with projects initiated and overseen by the
presidents. This could include a “council of elders,” a group of long-time members and leaders who can
provide institutional knowledge that may otherwise be lost).
THE SECRETARY
As in the current governance model, the secretary's primary role is to take minutes at all regular and
special board meetings, community meetings, and the annual meeting, and to make an account of all
business available to the community in the form of board minutes and a month newsletter report.
Other key responsibilities include: scheduling board meetings, emailing notice of upcoming meetings
to the board, along with an agenda and relevant documents; submit electronic minutes to the office
manager, and maintain the "minute books" which include treasurer's reports, policy briefs, newsletters
and other documents important for the long-term, as well as minutes.
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Under the new governance structure, additional, temporary duties of the secretary could include 1)
taking an active role in policy-scribing 2) taking an active role in developing internal communication
guidelines, 3) assuming some content management responsibilities in the creation of a new website.
THE TREASURER
The treasurer’s role is to oversee, support, report and advise on the financial health of the community,
and that job remains the same as it was in the VT structure. The treasurer’s key responsibilities include:
financial reporting and forecasting to the community, maintenance of accurate accounting
information, interaction with members concerning their financial commitments, and oversight of the
community’s bank accounts and investments.
Under the new governance structure, an additional, temporary job of the treasurer could be to take
active role in choosing new website/database solution with the goals of 1) ensuring data integrity and
security and 2) exploring how technology (specifically CRM software) can provide support for financial
analysis, operations, final record-keeping, congregant communication, banking and other aspects of
the treasurer heavy workload.
THE VICE PRESIDENTS AS PROJECT MANAGERS
The vice-presidents have operational oversight of the committees, tasks and functions located in the
three work areas: community, programming and information.
By “operational oversight,” we do not mean decision-making authority or approval of others’ ideas. The
collection of information is crucial so that the board has a bird’s eye view of our operations, but the
important principle here is that there is a distinction between collecting information as part of an approval
process and collecting information as a tool for democratic, informed participation.
So, the VP:
•
•
•

•
•

collects information from the committees and project teams at work at any given time in his or
her area
keeps the board informed of that information
supports committees and working teams by
o empowering them to move forward without seeking unnecessary approval
o facilitating cross-disciplinary partnerships so the projects make use of existing
resources
o developing a project management procedure in which committees and teams take into
account all the stages of their project and set a viable timeline
o facilitating transparency by encouraging frequent communication between
stakeholders and the community, including the regular inclusion of project descriptions
and meeting times on the organizational calendar.
Works with other vice-presidents on scheduling and policy issues that occur in overlapping
areas.
Singly or in combination with other vice-presidents, anticipates and resolves problems before
they reach the full board or paid staff.
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•

Understands the budget as it pertains to their areas and will help staff and committee chairs
understand the financial resources available to them.

In many ways, the role of the vice-president is an extension of the role of Values Team Leader in our
current structure. Each has a specific area he or she oversees, with the responsibility of communicating
with the full working board about issues in programming, member engagement and administration so
that committee chairs don’t have to attend board meetings (as they once did, and as they do in some
synagogue governance models).
The difference is that the vice-president contributes to operational flow by helping working groups and
committees with project management,13 holding them accountable for communicating with the
community as a whole, and looking ahead to discern issues only someone with full knowledge of
multiple projects could anticipate.
THE VP OF COMMUNITY
The roles of Vice President of Programming and Vice President of Information (formerly
Administration) are not new ones for Kol HaLev. 14 The role of the Vice-President of Community is a
new one, created so that the work of relationship-building has a formal identity in our operational
structure, ensuring we legitimize the work that goes into member engagement, onboarding new
members, volunteer recruitment, etc. (see section on Relationships and Community-Building, above).
As a new position, the Vice-President of Community will develop new committees and tools that can
help us with engagement issues that affect nearly ever area of the organization. Some of the things we
thought a Vice-President of Community could address:
•
•
•
•

Creation of a member skills database so that we can invite members to volunteer for things
they like to do.
Conduct Listening Campaigns which invite the community to share thoughts the aspects of Kol
HaLev which matter most to them.
Improve the experience of volunteering, putting into practice the insights from the Leadership
Task Force research
Study the onboarding process for new members to ascertain how easy they feel it is to meet
new people, learn about activities and policies, and get involved in the community in a
meaningful way

THE LEADERSHIP DEVELOPMENT COMMITTEE
An important component of the governance model’s emphasis on community-focused work is the
transmutation of the ad hoc Nominating Committee into a year-round, standing Leadership
Development Committee. This is in recognition of the fact that leadership development is something
we ought to be doing all the time and not just when it’s time to elect a new board. The new committee
also provides a place to implement the insights of the Leadership Task Force, which found that what
matters most to Kol HaLev members serving as leaders and volunteers isn’t the end goal but the
quality of their experience while reaching that goal.15
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With the implementation of the new governance structure, there are additional roles the Leadership
Development Committee could take on, including the mentoring of Committee Chairs and project
leaders.
COMMITTEES AND WORKING GROUPS AS THE PRIMARY ENGINES OF WORK
Although the Committees never lost autonomy under the values team structure, for whatever reason
community members came to believe that committees were no longer in charge of themselves and
answered to values team leaders. Committees, for their part, seem more prone to acting in isolation
(see section on information silos, above), remembering only belatedly the need to collaborate with
volunteers who serve on other committees or are responsible for tasks in different work areas.
The new governance model, then, remembers that committees and working teams are the primary
engines of work at Kol Halev. Members of the community join committees in order to contribute to
the Kol HaLev experience in some way, whether by serving other members directly, making beautiful
things or experiences for the community as a whole, working with our children, supporting the Rabbi or
Education Director, or helping make policy or create programming.
Principle: If possible, every Kol HaLev member might serve on at least one committee over the course of
their lives at Kol HaLev so that they have the opportunity to contribute to our community experience and
understand how we operate. Many Kol HaLev members serve on several committees over course of their
lives at Kol HaLev, sometimes serially, sometimes simultaneously.
It’s important that members serve on committees for their own sake, and that committee chairs are
open and encouraging to all members interested in joining their committees. The meetings of all
committees are listed on the Kol HaLev calendar, so it is easy for members to attend.
The new governance model encourages committee chairs to make use of community resources as well
as their authority as chairs to make decisions without second-guessing themselves or seeking
unnecessary approval form the board or rabbi. In cases where a committee chair needs additional
guidance or where there is a conflict between two committee chairs, the Vice-President(s) most closely
involved will have the authority to decide the issue and need only bring information about the outcome
for to the board. See Appendix A-Decision-Making Guidelines For Kol Halev (feb. 2019).
THE WORK OF THE BOARD AS WHOLE
Principle: While the board oversees the work of the congregation, it doesn’t do the work. It doesn’t decide
what the work is, and it doesn’t decide how the work gets done. The nature of the work and the intent to do
the work is determined by the community as whole, formed in the community’s expressed values, mission
and vision, then shaped in the creative interaction with everyone who is involved in the work, from the
rabbi on down.
Board members, as individuals who serve on committees and hold other volunteer roles, may contribute a
lot to the creative work of the community, but the board as whole stands back. The board’s relationship
to the creative work of the community is primarily strategic: ensuring that the work the community does is
in line with its stated mission and values.
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BE TRANSPARENT AND OPEN
The board as whole will hold a public monthly meeting, just as it does now. The agenda of board
meetings will appear in the Weekly Update on the Thursday prior to the board meeting.
Each meeting may service more than one purpose; e.g. part of a board meeting might be dedicated to a
meeting of the finance committee, which consists of all board members plus a selection of other
qualified volunteers.
Community members, committee chairs and project leaders who need to present information to the
board on current activity, should contact the board secretary at least seven business days in advance of
the board meeting so that there’s time to add the item to the agenda published in Weekly Update.
In addition, the board must create a communication policy which provides accessible two-way
communication with community members. In combination with the VP of Community, the board will
design a method for community members to share opinions and concerns with the board, which will
then make sure the leaders closest to the topic of concern become involved, if appropriate.
Given the smaller size of the board and the discontinuance of the executive committee and its monthly
meeting, all board members must be willing to be in frequent contact via email for the purposes of
information-sharing and be able to work together via email, Skype or another method when not
meeting face-to-face. Those serving on the first boards under the new governance structure are
encouraged to create policies about the frequency and methods of intra-board communication in the
interest of preventing information overload and volunteer burnout.
CREATE OPERATIONAL STABILITY
The essential work of an AVO board includes operational tasks, large and small, that aren’t done in
committees or working teams, but which keep operations humming along. These are mostly inglorious
tasks few people would volunteer for – negotiating leases, reviewing and renewing contracts,
approving the budget, supporting the leadership development process, keeping an eye open for
potential programming conflicts, making sure we have enough insurance coverage, maintaining
communications with the Reconstructionist movement, planning for the Rabbi’s Sabbatical year,
sending out thank you notes for donations. These are things most community members don’t think
about, things that often don’t have dedicated committees to take care of, and things that sometimes
catch us unawares, leaving us reacting to a situation rather than planning ahead. The board, along with
the committees which report to it, will continue this work.
WEAR DIFFERENT HATS: GOVERNANCE & MANAGEMENT
In the governance model we’re proposing, there is only one board, consisting of only 7-8 people, plus
the Rabbi, but it will be performing at least two separate, recognizable functions: management
(facilitating operations) and governance (ensuring our work is in line with our values and mission,
managing policies, taking responsibility for organizational resources).
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This is quite typical of the board of an all-volunteer organization, as you can see in Figure 3. The danger
of an all-purpose board is that “If they are allowed to, operational activities will take over the board’s
Figure 3

agenda and leave little or no time for important governance matters” (Mitch Dorger, “What Staff?
Keeping Operations and Governance Separate in an Organization with No Staff.”16
To keep governance and management issues separate the board will divide meeting time and be
explicit about whether they’re wearing their “governance hat” or “their management hat.”
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(If at this point, you’re tempted to ask why our board is getting involved with management, return to
the sections on our operational reality and all-volunteer boards. Right now, it’s no one’s job to take an
overview of Kol HaLev’s work and head off potential conflicts or problems; in the new governance
model, the board will spend some of its time (perhaps via email or virtual meetings), doing just that.
To do resolve operational issues the board identifies, it will delegate freely. Once identified,
stakeholders (working teams, committees) have the authority to find their own solutions, supported, if
necessary, by the appropriate vice-presidents.
BOARD MANAGEMENT DUTIES
The board’s management duties include some of the centralized oversight duties –identifying
upcoming needs and potential conflicts --that would normally form part of an executive director’s job.
Unlike an executive director, the board won’t do the work of resolving conflicts or preparing for
upcoming needs. It will delegate that work - decision-making, logistics, communication, fundraising,
etc. – to the stakeholders most closely involved in the work.
Although we have some ideas about how the board might operationalize these duties—collect,
exchange and synthesize information, and communicate findings – using a project management
approach, the first boards under the new governance model will take responsibility for finding the best
way to approach this duty.
LIMITED OPERATIONAL DECISION MAKING
Operational decision-making, in particular, will not lie with board, except in the rare situation when
the physical safety or financial health of community is at stake, and when acting quickly is necessary to
reduce risk, protect against liability, or preserve resources.
Instead, the board will apply the principles laid out in Appendix A-Decision-Making Guidelines For Kol
Halev (feb. 2019):
Principle: Generally speaking, decisions that:
•
•
•
•

involve changes to use of current financial or human resources,
impact on more than one organizational arena,
have more than short-term implications,
involve wading into new territory programmatically or philosophically,

should involve at least 2-3 people in leadership positions and possibly incorporate
input from an even broader group.
Principle: Everything else being equal, it is desirable for decisions to be made at the level
closest to the implementation of the decision.
Principle: There should be built-in feedback structures for appreciative comments and
constructive criticism.
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For a more detailed account of how these principles will be applied, please see Appendix A-DecisionMaking Guidelines For Kol Halev (feb. 2019)
As a result, the board as whole will no longer act as a sort of appellate court to overrule other decisions
(although it might be inspired to ask whether we need to create a policy to guide those decisions).17
Instead, the three vice-presidents are tasked with holding discussions and finding solutions for
persistent issues (see The Vice Presidents As Project Managers).
INFORMATION CLEARINGHOUSE
By acting as a clearinghouse for information about everything that is happening at Kol HaLev, from the
routine (service, communication vehicles, youth education) to the singular (holiday celebrations, new
programming ideas, major fundraisers), the seven members of the board will be better able to have an
overview of operations, in the way an executive director might. Please note: The board’s need for
information is not part of an approval or decision-making process.
Principle: The board’s need for complete, timely and accurate information about Kol HaLev’s operations is
in the service of 1) operational stability and 2) promoting a democratic, participatory community of
informed members.
INSTITUTE BETTER OPERATIONAL PROCESSES
It is our hope that the first boards working under the new governance structure will institute processes
and tools which will solve current SNAFUs and make operations smoother, more efficient, more
consistent, and less labor-intensive for staff. We have long needed to establish an administrative
calendar which will facilitate long-term planning, along several concomitant timelines: the Jewish
calendar year, holiday planning, special events, fundraising campaigns, etc.
The goal is to identify additional actions – like scribing and publishing policies and procedures; creating
a new website with joint data and financial management functionality; facilitating collaborative work
through project management, to name a few – which will make Kol HaLev operations run more
independently.
As that happens, the board can devote increasing attention to “big picture” governance and strategic
planning tasks in which research, planning and discussion time are necessary.
DIRECTING THE BUDGET PROCESS
It’s been several years since we’ve been able to staff a finance committee, which has forced recent
Treasurers into the unwelcome position of having to oversee the budget process, for which Treasurer
are not usually responsible (for good reason).18
In the governance model, the board will act as the finance committee, directing the budget process
and publicly designating part of board meetings as finance committee meetings, at which the board
will be joined by member volunteers.19
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BOARD GOVERNANCE DUTIES
BYLAWS-DETERMINED DECISION-MAKING
Our bylaws, which require a board vote on certain items, in part due to State of Ohio guidelines for
nonprofits, and in part because board oversight in those areas (financial, legal, personnel) is a legal
requirement for non-profit governance. For example, each year’s budget must be ratified by the Board
of Trustees.
The board will continue to vote on those governance issues dictated by our bylaws, but with an added
commitment to consult with leaders and community members according principles set out in Appendix
A-Decision-Making Guidelines For Kol Halev (feb. 2019).
CRISIS RESPONSE AND MANAGEMENT
It’s unlikely, but there could be a time when an emergency or threat means that the board, as the fiscal
and legal guardians of Kol HaLev, must make a decision in the best interests of the community.
OVERSEE COMMITTEES THAT REPORT TO THE FULL BOARD
There are several committees that report to the full board, rather than to vice-presidents. These
include: Rabbi Liaison, Ratner Liaison, Fundraising, and Security and Leadership Development. The
board is responsible for initiating the tasks carried out by those committee, recruiting leaders and
members, and ensuring they complete their missions. An ad hoc committee for policy-scribing/policymaking may also report to the board.
DISCERNMENT, STRATEGY, MANAGEMENT AND OVERSIGHT
Dan’s Hotchkiss’s Governance and Ministry is the gold standard for understanding the varieties and
complexities of congregational governance structures.20 He sets out four areas of work that
congregational boards must engage in: discernment, strategy, management and oversight and these
are also our goals for the board in our new governance model.
•
•

•

•

Discernment is the work a congregation does to discover and articulate its vision and values.
Strategy includes the big decisions that guide how a congregation uses its resources to fulfills
its mission and vision. Decisions about staff, fundraising and sacred space are initiated by and
are the ultimate responsibility of the board but must be informed by the congregation’s
ongoing discernment work.
Management is the ordinary day to day running of the congregation. In Hotchkiss’s model, the
congregation has operational policies in place to insure that congregation runs in accordance
with its values.
Oversight is the ongoing evaluative work the board does to make sure the congregation’s
resources – human, material, financial – are being used to benefit the congregation’s mission.
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POLICY-MAKING AND POLICY SCRIBING
Given that management is already part of Hotchkiss’s formula for an effective board, you may be
wondering why we specified why the board will need to operate in a second, managerial mode, especially
in the first years of the new governance model.
The answer is that we need more attention to management right now because we lack the policies,
processes and procedures that are a crucial component of any governance model.
That’s not entirely true. We do have policies, processes, procedure, traditions, attitudes and behaviors
which shape the way we work and play together – it’s just that they aren’t written down, or aren’t
written down in a place where they can be easily found and utilized. As a result, we don’t know if
we’re all operating according to the same policies.
That’s why we’re using the work “policy-scribing” in combination with “policy-making.” One of the
boards biggest tasks during the first year will be to oversee a process of identifying existing unwritten
policies and writing them down, facilitating consensus when needed. A second, closely-related task will
be to identify where no clear policies exist and make them. Both tasks may necessitate the creation of
a Policy committee.
The end result will be a collection of policies on every aspect of Kol HaLev operations, including
membership and participation, religious practices, finances and fundraising, use of congregational
resources, volunteer recruitment and retention, and communications including social media.
Part of the project is to make policies readily available to all community members in user friendly
formats that speak directly to member concerns (for example, “How to get involved at Kol HaLev” or
“Who to contact about . . . ?”) and the needs of committee chairs and board members (“How to recruit
members to your committee”) as well as comprehensive policy guides.
POLICIES AND PROCESSES, A START
DECISION-MAKING GUIDELINES
In working on a new governance model, we’ve begun the process of restoring and recording processes,
beginning with decision-making. Appendix A-Decision-Making Guidelines For Kol Halev (feb. 2019), sets
out principles for determining what size and type of decisions need to go the whole community or to
the board or can be made by a VP or a Committee Chair or volunteer carrying out a task.
COMMUNICATION GUIDELINES, PENDING
An under-informed community can’t truly be democratic, nor will it truly be participatory, since learning
about community plans and events at the last minute, and never being offered a chance to offer
feedback, has a negative impact on morale and volunteerism. What’s needed are guidelines for what
size of type of information can and should go to the whole community and how to share information
about an upcoming event with the community early enough for members to become invested.
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EVALUATION DURING IMPLEMENTATION
Six months after the new Governance structure is implemented, there will be a first round of
evaluation. This will consist of open-ended questions (What is working? What is not working at all?
What is working partially but needs to be tweaked?) directed to committee chairs, board members, and
senior staff. The answers to these questions will both direct changes to the governance structure and
the questions to be asked after 12 months. After 12 months the same people will be polled and there
will be an online survey of the membership (or a focus group? or both?) The Governance Working Group
will take responsibility for implementing the evaluation process.
TIMELINE
TENTATIVE TIMELINE (OCT. 2018 – NOT REVISED)
•
•
•
•
•
•
•
•
•
•
•

Community meetings and other feedback from community (October 2018)
Revised draft and/or proposal for trial run of new structure returns to board (November 2018)
Board votes on proposal to begin a trial run of new model I FY2020 (December 2018)
Bylaws are revised so that we’re in compliance with Ohio law (December 2018)
Leadership development committee recruits for new board (January 2018)
Community votes on new governance structure (February 2018)
Community votes on new bylaws (March 2018)
Annual meeting and installation of new board (June 2018)
New board begins serving in July 2019
Three-year plan with transition goals for each year?
Ongoing evaluation of model and revision

REVISED TIMELINE (FEB. 2019)
•
•
•
•
•
•
•
•
•

Community meetings and other feedback from community (October 2018)
Revised draft and/or proposal for trial run of new structure returns to board (November 2018)
Bylaws are amended so that the trial is in compliance (December 2018)
Community votes on new bylaws amendment (above) (Feb 2018)
Board votes on proposal to begin a trial run of new model I FY2020 (March 2019)
Nominating committee begins recruiting for new board (March 2019)
Annual meeting and installation of new board (June 2019)
Three-year plan with transition goals for each year?
Ongoing evaluation of model and revision
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APPENDIX A-DECISION-MAKING GUIDELINES FOR KOL HALEV (FEB. 2019)
LEVELS/CATEGORIES OF DECISIONS/ACTIONS WITHIN KOL HALEV
Principle: Generally speaking, decisions that:
1. Involve changes to use of current financial or human resources*, or
2. Impact on more than one organizational arena, or
3. Have more than short-term implications, or
4. Involve wading into new territory programmatically or philosophically,
should involve at least 2-3 people in leadership positions, or the board, and possibly incorporate input from
an even broader group.
Principle: Everything else being equal, it is desirable for decisions to be made at the level closest to the
implementation of the decision.
Principle: There should be built-in feedback structures for appreciative comments and constructive
criticism; new projects/programs/procedures should include a process for seeing if it is working or not.
GOVERNANCE LEVEL DECISIONS AND ACTIONS
1. Entire community involvement:
•

Changes to dues structure

•

Change of congregational home

•

Changes to bylaws

•

Major changes to staffing structure

2. Board involvement:
•

Anything at the level of policy

•

Annual budget process/extra-budgetary monetary questions and issues (including collections)

•

Member status

•

Inter-institutional cooperation

•

Hiring and dismissal of professional staff

•

Strategic planning/Visioning

•

Oversight (this term needs more definition) of operations (mostly by way of vice presidents)

•

Legal issues

•

Contracts

•

Role models of member engagement

•

Leadership development

•

Changes directly related to the safety and security of the community
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•

Any potentially highly contentious operations issues—at the request of relevant VP for more
input (more detailed process?)

•

Any new proposal involving significant resources, defined as above $250 (per year per
committee) and staff time (or volunteer time, especially of people already in leadership
positions).
Note: Our staff and funds are normally already fully used, so any initiative that requires an
investment of staff time will be taking that staff person away from other things. Proposals
should, when possible, suggest alternatives.

Principle: In accordance with our values, the board will try to say “yes” to new ideas which have member
support. Operationally, if we don’t have the staff, volunteer or financial resources available for the new
proposal, the board will help the proposers find alternatives ways the proposal could come about.
3. President/(Treasurer)/VP/Rabbi-involvement
•

Sensitive issues around personnel behavior

•

Sensitive issues around member behavior

OPERATIONS LEVEL DECISIONS AND ACTIONS
Operations is divided into 3 overarching categories: Programming, Community-building (Hesed,
Membership, etc.) and Information (communication vehicles, budget process, data collection and
entry, etc.). At each level, members are accountable to Kol HaLev’s mission and values, principles
and budget.

1. Operations Team as a whole/Chaired by the 3 VPs/includes committee chairs and
professional/lay staff-----•

Major events that of necessity involve most aspects of the community: High Holy Days, Major
Fundraising Events, Shabbaton

•

Decisions around major operations protocols

2. VP in consultation with committee chair and staff
3. Committee/Committee Chair/professional and volunteer Staff
•

Program specific decisions

•

Educational themes

•

Styles of services

•

Volunteer staff recruitment

4. Committee chair and/or designated Staff person (Steve, Robyn, Deb)
5. Task or Committee-based Volunteer Person directly responsible for carrying out the task, such as
•

a service leader

•

a Torah Study leader

•

a Hagiga teacher,

•

the newsletter editor
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APPENDIX B: COMMUNITY FEEDBACK IN THE PROPOSAL PROCESS
Much of the feedback offered in the community meetings held on October 30, 2018 and November 4,
2018, has been incorporated into this version of the Governance Proposal. What follows are the
unaddressed issues raised in the community meetings. Some are slated to be addressed in the first
year of the trial run, since the trial run will be implemented with the understanding that we’ll make
changes to the governance model in situ as we discern problems and create solutions. Some of the
creative ideas listed below, while not relevant to our governance models, per se, speak to how to
work together more effectively under the new governance model.
1. Project management initiative. A project management form which committees and working
teams will use in to plan their use of community resources and to share information about their
projects with the larger community, is in development.
2. Resolve policies and processes for committees
a. Answer questions such as:
i. What’s the process for joining a committee?
ii. How much discretion does the chair have regarding size and makeup of the
committee?
iii. Matchmaking – what role do committee chairs play in helping new members find
the right committees? Who helps committee chairs find new committee
members when they’re needed?
iv. How do new committees get started (answer: by the board identifying a need or
members who have excitement about a new idea).
b. Define duties of chair
i. Communication with the community (can other committee members help with
this?)
ii. Finding and mentoring successors
iii. Guiding the committee in making use of available resources in its work
3. Support teams for the board:
a. “Council of Elders” -- Advisory committee of past presidents (and other officers?)
b. Experts – on-call teams of members willing to pitch in with professional expertise (for
example, real estate/contract law experts for leases).
4. For the Decision-Making Guidelines:
a. When does the board get involved in an issue that should be resolved at another level
but isn’t? Ideally, any potentially contentious operational issue is resolved by the relevant
VP(s). What if VPs can’t resolve it? Develop a process for determining which contentious
operating issues rise to the level of needing board involvement
b. How to say yes as often as possible. Dan Hotchkiss in Ministry and Governance says that
congregations invariably become resistant to change. Incorporate a principle or process
for saying yes as often as possible into the Decision-Making Guidelines, below.
5. Ideas that the new Community VP might take on
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a. Establishing a core of “worker bees” – members who enjoy short-term or project-based
volunteer opportunities but don’t want planning responsibility or long term commitments
b. Distinguishing between engagement and membership (or in-reach and outreach) and
having two different committees serve those more specific roles–
i. One dedicated to recruiting and onboarding new members and tracking their
integration into the community
ii. One developing programming and other initiatives that keep current members
engaged
6. Ideas that an Information VP might take on
a. Revise tools and processes related to gathering information about our membership,
such as
i. Tracking membership paperwork and using it for follow-up; integrating it into a
permanent record for each member
ii. A member census (who are we?)
iii. A survey of member communication preferences
Better member database with members-only access: Accurate, up-to-date contact information;
enough demographic information for members to find other members (e.g., with kids, in the same
stage of life, with similar interests, etc..; information about skills and interests they would like to
make use of in their Kol HaLev lives).
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APPENDIX C: KOL HALEV VALUES, VISION AND MISSION UPDATED 7/29/2013
The KOL HALEV VALUES:
A learning community spanning and bridging generations
A participatory community committed to open and democratic decision -making grounded in
Jewish traditions and contemporary perspectives
A welcoming community embracing a diversity of life experiences and Jewish journeys
A warm, caring community nurturing connection and support among its members
A vibrant spiritual community celebrating and cultivating self-expression and holiness in the
rhythms of Jewish life
An involved community dedicated to Israel, Reconstructionist Judaism, and repairing the world
The KOL HALEV VISION:
A sacred Jewish community that celebrates the Divine, builds meaningful human connections and
repairs the world.
The KOL HALEV MISSION:
Kol HaLev is a vibrant Reconstructionist Jewish community dedicated to the continuity and
evolution of our people and tradition.
We are a welcoming and caring community that embraces a diversity of life experiences and
Jewish journeys and fosters connections, communication and support among our members.
We are a spiritual community celebrating and cultivating self-expression and holiness in the
rhythms of Jewish life through thoughtful rituals, meaningful religious services and joyful
celebrations.
We are a learning community providing creative and engaging Jewish educational experiences
encompassing youth, adult and intergenerational programming.
We are an informed and involved community, serving the needs of both our members and
broader society, dedicated to Israel, Reconstructionist Judaism, and repairing the world (tikkun
olam).
We are a fiscally responsible and participatory community, sustained by our members’ financial
commitments, voluntary efforts and involvement in our open, democratic decision-making
process.
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COMBINED ENDNOTES / WORKS CITED
1

We decided not to spend time investigating how, when or why the discrepancy between our
governance model and our operational reality occurred. Once we knew we were going to develop a
new model based on current operations, we focused solely on practices and processes that could
support and improve current operations. Some successful aspects of the VT governance structure
persist in the new model: for example, the Vice-presidents each have a portfolio – areas of operations
they monitor and support – much as Value Teams leaders did.
2

Hotchkiss, Dan. "Great Committees." Date accessed: 2018-10-08. www.danhotchkiss.com/greatcommittees/
Dan Hotchkiss argues that what we think of as committees aren’t true committees, but function like
project teams: “Most standing committees in churches and synagogues are really not committees at
all. They have charge of an activity like education, worship, building maintenance, or social service. In
effect, they function as department heads. If I ran the world, such committees would be called teams.
In larger congregations, the paid staff would generally appoint their leaders, direct their work, and
take responsibility for their performance.”
3

Cross-committee work or small 2-3-person teams, while instrumental on getting work done, is rarely
mentioned or made public. What members do observe is that volunteers have been asked to help
with a project by friends, before anyone else in the congregation knows that a new project is
underway or has a chance to get volunteer. Or in the case of cross-committee teams: if a committee
has a programming idea that will require effort from others in the organization (say, the
communications people), they’ll start the idea unilaterally, with the assumption that the other
stakeholders will make time for their project; or if two committees think to collaborate, they go
through an intermediary – usually Rabbi Steve—to set the project up, sometimes without the full
knowledge of their own committees. These behind-the-scene workflows have several disadvantages
– inadvertent loss of transparency and increasing the work load of staff are two of those – but a new
governance system which recognizes that this is the way we work, and institutes processes for
interaction and decision-making can restore transparency to the process and help committees make
best use of community resources to their own decisions.
4

These quotes come from interviews for our 2010 brand study. The 2010 brand study was undertaken
in response to the need for clarity around what makes Kol HaLev unique, and how to communicate
the specific Kol HaLev flavor for the purposes of marketing, both internal (e.g., for programs, for
encouraging member engagement, etc.) and external (e.g., to drive new membership). The analysis
included market research as well as a values-based inquiry with the Kol HaLev membership. The
study was undertaken and crafted by Halle Barnett with assistance from Benjamin Barnett.
5

This illustration doesn’t provide an exhaustive list of all committees, tasks or functions – just enough
for you to get a sense of the interrelatedness of our operations.
6

Work that isn’t project based would be the work that’s done continuously and routinely, with great
value placed on consistency. Some examples: The programming work done by the Religious Practices
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Committee, the oversight provided by board and the finance committee, the goal-setting done by a
strategic planning committee.
7

Barlow, Jeremy. “Board Governance Models: A Comprehensive List,” Board Effect.
www.boardeffect.com/blog/board-governance-models-a-comprehensive-list/, Date Accessed: 2018-0925
8

Mel Gill, “Governance Models: Building Effective Approaches,” Nonprofit Quarterly
nonprofitquarterly.org/2002/06/21/building-effective-approaches-to-governance-models/, Date
accessed: 2018-10-06
9

This statement is based entirely on deduction. Most synagogues don’t publicly share their operating
budgets and we haven’t approached any to ask. But going by the number of paid staff and the
number of member families, we think it’s not unreasonable to assume that many other congregations
our size have larger operating budgets.
10

Masaoka J. All Hands on Board: The Board of Directors in an All-Volunteer Organization. Pamphlet
Board Source.
https://www.compasspoint.org/sites/default/files/documents/All%20Hands%20on%20Board.pdf. Date
accessed: 2018-10-06.
11

Hotchkiss, Dan. Governance and Ministry: Rethinking Board Leadership, 2nd edition. Rowman &
Littlefield Publishers, 2016.
12

The source of our information on co-presidency in Reconstructionist congregations came from the
LIST-SERV for Reconstructionist congregational presidents.
“Havurah Shalom in Portland changed our governance structure about 5 years ago to one with copresidents,” wrote Bill Kwittman in November 2018. He continues:
We have a four year cycle: the first year as vice-president, the next year as "junior" co-president,
the third year as "senior” co-president, and the last year as immediate past president. While it
has proven difficult to get people to commit to four years, this system allows for continuity and
helps with institutional memory. In addition, since our congregation is governed/run by its leaders
(and does not have an Executive or Administrator), this structure helps divide up the
responsibilities, not just between the co-presidents, but in reality amongst the four executives. I
can't imagine having all the responsibilities resting on just one person's shoulders.
Cheryl Whatley of Shir Hadash in St. Louis wrote her congregation “was very well served for 2 years
by co-presidents. Dividing responsibilities helped, as did good communication and compatibility.”
There is growing interest in co-presidencies among Reconstructionist communities, and there was a
panel on the topic at the November Reconstructionist convention is Philadelphia in which our current
co-presidents, Halle Barnett and Lila Hanft, participated.
13

A possible goal for VPs during the governance transition period is to develop project management
tools (forms, processes) that guide stakeholders from the outset in thinking comprehensively about
their project’s needs for organizational resources.
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14

. If you’ve been a member of Kol HaLev long enough, you may see a resemblance between this
board structure and the one before last, which had a president, two VPs (one for Programming, one
for Administration), the Secretary and Treasurer. Going back even farther, you may remember a time
when the board consisted of those position plus committee chairs. One of primary complaints about
that structure was that the roles of President and the two VPs, especially Admin, were so onerous no
one could do them, and so the next governance structure, the Values Team system, used distributed
leadership to prevent any one person’s load from being too large. We think several things will save us
from the pitfall of the earlier model: 1) the co-presidency; 2) three VPs instead of 2; 3) the
foregrounding of operations work and the goal of automating it; 4) the increased responsibility of
committee chairs for decision-making, recruitment, and communications.
15

A volunteer who works on a successful fundraising project but comes away feeling undervalued or
criticized won’t volunteer to do that again. Processes that give volunteers the opportunity to give
input or have access to other mentors might improve the volunteers experience.
16

Dorger, Mitch. "What Staff? Keeping Operations and Governance Separate in an Organization with
No Staff." Nonprofit Quarterly. Date Accessed: 2018-10-07. nonprofitquarterly.org/2013/09/27/keepingoperations-and-nonprofit-governance-separate-in-an-organization-with-no-staff/.
Dorger goes on to say:
[N]onprofit board members are drawn to operations like a moth to light. It has an
almost irresistible attraction.
Why is it that board members gravitate to operations? I have some ideas, and
while they have not been scientifically validated, I believe they are fairly accurate
reasons for the attraction to operational matters.
• Board members can get their arms and minds around operational issues. I know
people who believe it is easier to run a 150-person operating committee than to
develop a two-page policy statement for the board. Governance can be hard work,
and sometimes it seems very esoteric to those trying to grasp the fundamentals.
• The psychic and emotional payback in operations is relatively quick. You know in a
short period of time if the decisions made are good ones and if the impact can be
seen. Governance issues take much longer. It may take years before a new policy
or governance decision provides any positive psychic reward to the board
members involved.
• In many organizations, operational activities are where the action is. It is not
nearly as much fun to work on a governance matter as it is to run an event or
provide some useful service.
17

From the Storrs, CT church governance papers, “Governing Board: What does it not do?”

18

Walsh, Dennis. “Treasurers of All-Volunteer Organizations: Eight Key Responsibilities.”. Blue
Avocado 2010. Date accessed: 18-10-8. https://blueavocado.org/editors-picks/treasurers-of-allvolunteer-organizations-eight-key-responsibilities/
19

. Isakson, Trina. "Governance in an all-volunteer organization." Date accessed: 2018-10-07
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www.slideshare.net/trinaisakson/governance-in-an-allvolunteer-organization.
Trina Isakson suggests alternative ways to structure the working board of an all-volunteer
organization, one which does both management and governance. Once the new governance
structure is implemented, the board may want to revisit and consider the practicality of these
options.
20

Hotchkiss, Dan. Governance and Ministry: Rethinking Board Leadership , 2nd edition. Rowman &
Littlefield Publishers, 2016.
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