
The Kavana Cooperative

“State of the Union” Workshop – March 21, 2010

Compiled Notes from the Break-Out Groups
Different colors indicate notes from a different group.  Formatting for each group is slightly different, because we wanted to keep the group’s language without editing – this is what they said, in their own words.
Question 1:  What does being part of this community mean to me?
· A “soft landing” for a Jewish community
· Friendship
· Creativity
· Egalitarian and welcoming 

· Post-Hillel-esque

· Comfortable for spouses with different needs

· Cooperative-minded

· Good, enjoyable programming

· Community & kids

· Combination of observances and intellectual and academic abilities/backgrounds

· A place where one is valued for who one is not what one gives financially

· A place where dialogue is great!

· Coming to events, I recognize people and am glad to see them

· It's been great to see the evolving Jewish potential in myself

· The children’s education piece is a big one for me

· Standard synagogue model doesn't work for me

· Smorgasbord, a real mix of things...like life

· Not a place to go to "be" Jewish, more like a place for a Jew to go and be

· Nice "base" of friends/community

· Diversity even within a particular constituency or particular event

· Even support for diversity “within” my family too, a mix of things for everyone

· Very articulate group, really wanted to identify with these people

· The highest common denominator

· Intimate
· This community means a place to connect to other Jewish people from all different backgrounds and celebrate Judaism (I have a strong dislike of synagogues)
· Welcoming, non-judgmental, "fun, colorful experience" place to be around the Jewish culture.  Like our rabbi, huge reason why we like to come.

· Reinventing our Jewish identity.  Place to be around single Jews and other members.

· Can make decisions free from a "movement", diversity.

· Extension of Hillel idea - whatever your background is, you can come together.  Learning environment.  Free to make what you want out of it.

· The familiarity is most valuable to me, interesting that I don't see the adult programming community very often.  Programming is secondary, community is the people.

· Most "adult" and "family" members had not crossed paths before.  Two subcultures within the Kavana community
· Local

· Immersion

· Programming diversity - interesting, unique, engaging

· Accessibility & proximity

· Like UW Extension - not for credit but intriguing, value its existence even if don't use

· Interact with a diversity of people who otherwise wouldn't get to meet as peers

· Connecting to like-minded souls with a common vision

· Safe - welcoming, non-judgmental, allow for interfaith

· Self evolving community - as a benefit - community can transform as individuals do

· Small scale makes my presence matter

· Missing age groups (teens) makes connection to another community (e.g. Beth Am) necessary for some.

Question 2:  What does it mean for Kavana to be a “cooperative”?

· Coops function to serve their members’ needs. Finances and financial model for the coop should follow same. Also, coops use what they have and meet the members’ needs, at the time, with what is available. Needs will change over time; coop needs to be flexible that way.

· Coops make things happen. Members walk the talk.

· That means even if you don’t want to do the work to participate, one models the “walk the talk” anyway. (This participant offered that overcoming this inertia to participate is more difficult as the cooperative’s membership grows)

· In contrast to traditional synagogue model, coop model doesn’t support just showing up and having a reasonable expectation that programming will be there for you (this participant saw this as both good and bad). 

· No waiting in line! One makes things happen in a coop. The operations side makes room for whatever folks want to do and are willing to get off the ground.

· The coop philosophy is experiential and personal. To this end it is an asset to be unburdened from having a building-as-locus-of-events. Cites to Purim party at someone’s place; camping trip as examples of successful events that would not have happened absent a need to use other resources and make the people the glue, not the place.

· One participant is learning to be more flexible in her personal life; appreciates the coop model as a proponent of flexibility. Participant wonders how, as Kavana grows in numbers, to keep that flexibility.

· Brief discussion of Rachel as irreplaceable. Coop model and she are inextricably linked for some of us. Discussion ensues re coop as an intimate “institution” and Rachel as embodiment of that. Discussion ensues re value of pods to retain Jewish coop spirit. Offer that rabbinical intern was great, and that Kavana as a Jewish coop may also mean being a leader-breeder “institution.”

· Meaning of Jewish coop includes: being an active member in a participatory entity.
· Includes being in a pluralistic organization. Discussion ensued about whether it is the coop model that creates pluralism, or whether something else does (like the folks who are involved, regardless of the form of the entity)

· Includes embracing differences among our members.
· Discussion that the coop gives value to various types of equity.

· Discussion that showing up, because you want to, is key to the (this) coop model.

· We're creating the community...directional

· As a "partner"...creative action

· You really do get out what you put in (but more and less over time is ok)

· Often the best activities have been the activities where folks are working together (volunteering, cooking, etc.)

· Diverse contributions (and as related to diverse needs from before)

· Some "clear conscience" type feelings sometimes when I participate (and I guess guilt sometimes when I don't)

· Everyone lends their own pixie dust to the group...and that may wax and wane over time

· It's a Jewish community, after all, so I suppose I would have been disappointed if I wasn't allowed to bring myself to the table in some significant, holistic way

· Share responsibility and a  choice of how much we want to participate - people will initiate when they are ready to - really need structure and leadership to work (no leadership is bad) - we all have lives and jobs, unrealistic to believe we could have unpaid leadership

· Partnership - more committed - more likely to want to give back

· Great to see everyone participate, some of them are partners

· OK to participate in other ways, volunteering but not partner

· Meaning of partner is a mystery (lots of agreement)

· Some  members felt they were not contributing as much as they might if they were asked and if their talents were utilized (one member mentioned her total contribution to preschool was bringing drinks when she wished she could use her artistic talents somehow and feel more meaningful)
· Thus: we need to develop logistics which allow the cooperative to match needs and resources of its members. And we need to ask members.

· There is a problematic definition of ‘cooperative’ and the imprecise meaning is projected to the outside by the use of the term. Does it mean free? Does it mean “come when you can?” Our public face “is not clear” and leads to a sense of miscommunication.

· We all agree it should mean a community of producers and not consumers but because Kavana is so new and different, perhaps we don’t yet have the terms with which to adequately define ourselves. The right definition, one member added, would attract the ‘right’ people, people who are intellectually curious, intrepid, entrepreneurs, to the organization. But then we must face the question of how large to we want to be and will ‘too large’ lead to a lack of community and intimacy.

 
· Individual has an influence on the community.  Partners as producers not consumers.

· Expectation of partners to invest/add value to co-op

· Tapestry

· Is it that it's a co-op or that it's small & new?

· Are programs cooperative?  Think that Saturday minyan is.  Especially in terms of logistics, if not generation of content.  Purim megila reading was in both logistics & content.  Adult learning during Rachel's leave was lead by partners.  

· Adult program is more cooperative in both respects than kids programs in which a bit of the logistical support is cooperative.  

Question 3 Notes – the Role of Money
  

· No question that money does matter.

· Please don’t grow the membership simply for getting the numbers up.

· Kavana should push people who give now to give more.

· Make people aware that they can contribute on a monthly basis (this participant did not know that!)

· Tell people, a la KEXP, that we need $Xk in the next 30 days or we’re off the air!

· Have core group make a multi-year pledge, above membership fees

· Offer our programs to other orgs. and communities (especially programs that do not compete with those other orgs) 

· Sliding scale is great

· People hate the baseline ask for money (the global YK appeal, or a “membership” fee before you get in the door)
· People like having the Rachel conversation

· People like the internal demands (pay to play for a particular program or event)

· Bring people in face to face and ask them to give.
· Identify the top 5-10 donors. Make them Kavana’s internal “top donor” fundraisers. Their job is to, after they have made their annual pledge of support, make personal visits to their (financial) peers for a sit-down ask. Top donors need to be asked by their peers.   

 

· A little ambivalent at times, sure

· Wanted to come to the high holidays, but $180 worth of wanted to come?

· Nice to pay in to a community all year round

· This is what the community needs so you give, but odd sometimes paying for prayer

· I sincerely hope that the fees/dues cover the programs we love...if not, they should

· I want to contribute, not burdensome

· I was not paid for chores as a kid, but received an allowance apart from my chores...I'm a part of this community (family) so I give and participate

· It's a relief to find a place where 1-2% finally feels right

· Payment structure is very "laid back" currently...I've forgotten stuff occasionally or needed to get caught up...I wouldn't mind more structure

· Maybe the process this year could yield 2 or 3 financial models not just for choosing, but as a reflection of the diversity within the community...different models for different constituencies

· ...and because financial comfort and personal triggers are so different for so many of us

 

· Why be a partner, I don't see an advantage

· I don't want to be a partner because I don't have faith that this won't to turn into a synagogue

· Like the freedom of "no pressure", of not being a partner, to participate as I like

· I don't feel it should be exclusive to partners, appreciate the fluidity of partners and participants

· I think there is a "negative stigma to membership"

· money is awkward
· One member suggested we look carefully at other non-profit cooperative models in our mode to see how they sustain themselves.

· Another suggestion was to pursue the financial support of ‘family and friends’ as a way to increase our base finances.

· Another suggested a minimum dues structure.

· And another made the point (also brought up in the meeting) that creating the right organization with the right programs and passion would generate sufficient revenue if members were asked. (Another suggested that we lose financial opportunities because we are so reticent to ask for money – more asking one on one would generate more income).

· Needing to revise the rubric for the income range in terms of contributions vs. increasing the offer of what you pay to never have to pay individual program fees again (like belonging to the Zoo), or along the same lines, buying a "subscription" to a certain program for a full year, to guarantee income for that particular program, i.e. buying a year-long "subscription" to Coffee Shop Shabbat.

· Now internally vs. externally focused do we want to be?  Open door (Hillel) vs. Closed door (traditional synagogue model)

· Volunteers vs. dues, time & money-should they be linked?? And how?

· If you are a partner, having both the monetary investment and monthly involvement, and making sure that both of these components are met.  This could be based off of the current partner intake model that is set up, but then it could be in a contract setting too, where you sign to the obligations that you will uphold. 

· Brackets of income instead of the normal 1-2% rule.  If you make over a certain amount, your dues are “blah.”  Alternately, you could sign a 1 year contract and at the end of the year renegotiate, by either working it out to pay more or less based on your income and involvement level or a larger lump sum with no program fees.  

· Someone mentioned a synagogue that she is familiar with in Syracuse, NY that has a $100 fee for dues for the first year that you belong, as an introductory fee, so that you can more inexpensively become familiar with the synagogue community.  This was something that we thought could maybe bring more people in initially.  

· We discussed the idea of what is our "mainstream"?? Are non-members paying enough?  How can we account for that?

· "The more I feel this is for me, the more I want to give"

· Orthodox communities have a culture of tithing & mutual support

· Requirement to become a partner in order to be allowed to participate is not the way to go.

· "Unclear if I'm supposed to be paying a fee-for-service for the activities I participate in now"

· Align program fees to actual costs

· Like a-la-carte 

· Partnership contribution shouldn't be tied to participation
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