
Ecosystem Meeting Recap 

Over 50 professional staff and volunteers representing 25 Jewish community organizations met at the 
Tucson Jewish Community Center on May 11th for the inaugural meeting of the Southern Arizona Jewish 
Ecosystem. The gathering focused on re-acquainting the group with Rosov Consulting Group’s study: 
Southern Arizona Jewish Community Pathways to Enriching Jewish Life, which forms the basis of the most 
recent community plan. The meeting provided opportunities for networking, introduced the group to 
Collective Impact, outlined the first Ecosystem pilot project, laid out the governance structure of the 
Ecosystem, highlighted progress the working groups made to move the community plan forward, and 
mapped existing community resources available across the life span.  

Collective Impact 

Amy Glass, PhD, who brings with her years of community-building experience from her time at the Jewish 
Federation of Greater Atlanta introduced the group to Collective Impact, a framework for collaboratively 
addressing complex community challenges which will be used to guide the work of the Ecosystem. 
Collective Impact is built on five core conditions which serve as a foundation for facilitating community 
change over time and creating a continuous learning culture. The core conditions include: 

• A common agenda – Starts with and evolves from the 
community plan as determined by the Ecosystem 
• Structures for continuous communication – Includes 
regular Ecosystem, Leadership Team, and Work Group 
meetings to support application of Ecosystem strategies 
as well as learning from implementation results 
• Shared measures – Provides a data-driven approach to 
determining success and informing the direction of future 
community strategies 
• Mutually reinforcing activities – Encourages 

coordination among community organizations to support implementation of strategies selected by the 
Ecosystem 
• Backbone support is provided by the Community Impact Team at Jewish Philanthropies of Southern 
Arizona (JPSA), ensuring the Ecosystem has everything needed to move the work forward (e.g., data 
collection and analysis, facilitation tools, and additional resources as needed). 

This framework equips the Jewish Ecosystem of Southern Arizona with the necessary communal 
infrastructure to implement and adapt pilot programs addressing strategic areas informed by the 
community plan and identified by the Ecosystem.  

 

Ecosystem Governance Structure: How Decisions are Made 

The Ecosystem Leadership Team is made up of volunteers and professionals from across the Southern 
Arizona Jewish community. The Leadership Team will provide guidance, leadership, and governance for 
the larger Ecosystem group from a community perspective, valuing the needs of the Jewish community 
over the needs of any individual organization, and will oversee the democratic decision-making process 
of the Ecosystem. The following is a brief outline of the role of the Leadership Team, the Community 
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Impact Team, and the governance structure of the Ecosystem. We look forward to continuing to discuss 
this in future Ecosystem meetings.  

The Leadership Team will: 

• Plan and facilitate Ecosystem meetings, 
• Generate an agenda for the areas of focus, 
• Provide recommendations to be voted on by the Ecosystem members, 
• Work with the Ecosystem to develop and monitor shared measures associated with pilot 

projects, 
• Identify the need for and monitor progress of working groups. 

The Ecosystem Leadership Team will organize working groups to develop and refine community-wide 
strategies. These strategies build off and evolve from the community plan and existing visioning work, to 
address the following broad areas of focus: 

• Jewish education, 
• Jewish engagement, 
• Tzedek and Tikkun Olam through community service, social justice, and social action. 

 
The Leadership Team is assisted by the Community Impact Team at Jewish Philanthropies of Southern 
Arizona, who’s role is to: 

• Support the overall success of the Leadership Team and the Ecosystem initiative through: 
o Preparation of relevant information, research, and data analysis; 
o Structural and logistical support for meetings and the Ecosystem as a whole; 
o Content expertise; 
o Continuous communication with the Ecosystem; and 
o Support for pilot projects as they are created by the Ecosystem. 

 
 
First Ecosystem Pilot Program 
 
Nationwide, the 20th century model of transactional, institution-based communal Judaism (membership 
models grounded in institutional settings) no longer fulfills all the needs of a Jewish Population with 
changing demographics and priorities. Relationship Based Engagement offers a promising approach for 
increasing engagement by broadening the tent, thus ensuring all demographics feel welcomed to 
participate in the Jewish community. It acknowledges there is no “one size fits all” model for leading a 
meaningful life guided by Jewish values, and Judaism needs to be more broadly accessible.  

The core principles of this model involve elevating relationships and the needs of people over the needs 
of a specific program. Relationship Based Engagement asserts meaningful connections to Jewish life 
necessitate the formation of genuine and authentic relationships through persistent, quantifiable 
outreach with both aspiring and longtime community members to cultivate their connection to the young 
adult community.  



Gather D.C., a pioneer of Relationship Based Engagement, increased connections within the Jewish 
community of the Greater Washington D.C. area using one-on-one meetings with constituents, known as 
“coffees,” which were tracked over time. This strategy increased the depth and breadth of engagement 
and participation within their community. 

 In Southern Arizona, this model could benefit existing efforts, such as PJ Library, Hillel, synagogues, and 
others as they explore new avenues for Jewish engagement for those not currently engaged and those 
looking for alternative approaches to engagement. The skills associated with Relationship Based 
Engagement have the potential to strengthen our community’s work in all 3 priority areas identified in 
the community plan. To jump-start the Ecosystem in its pilot project work, the Community Impact Team 
is working with Gather D.C. to bring Relationship Based Engagement training and data infrastructure to 
our community.  

Organizations from the Ecosystem are encouraged to participate in the pilot. Please reach out to Amy 
Glass if you would like to explore this further. 

 

Ecosystem Timeline: Year 1 

 

Lessons Learned from the Meeting 

Once oriented to the community plan, Collective Impact, and the Ecosystem agenda for the year, the 
group participated in a series of exercises designed to provide background and contextual information 
necessary to ensure future planning is relevant, useful, and accessible for the entire Southern Arizona 
Jewish community.  

Participants in the Ecosystem had the chance to review the progress of the initial working groups 
convened following the community plan’s publication and to highlight ways their organizations are 
moving forward with strategies aligned with the community plan. The group recognized the world has 
changed since the pandemic, and the work of the Ecosystem will need to evolve to address these changes. 
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To illustrate the vast impact on Jewish life 
organizations within the Ecosystem 
already have in Southern Arizona, 
participants were asked to create a 
“Lifespan Asset Map,” where each 
organization placed sticky notes detailing 
their programs for specific age groups. 
While this was a subjective exercise and 
does not represent a comprehensive 
picture of programs and services provided 
within the Jewish community, it does 
provide insight into where overlaps in 
coverage may exist, as well as in existing 
community resources. The data from this 
exercise is summarized in Figure 1.  

Next Steps   

The idea of a “learning culture” is a central pillar of the Collective Impact model, and encourages all 
participants to celebrate successes, and identify challenges with the goal of continuously improving the 
process. Though there were many successes in the first Ecosystem meeting to reflect on, there were also 
opportunities to improve. Notably, while there was broad representation from different community 
stakeholders, representation from young adults, LGBTQ+, families with young children, and other key 
constituent groups was lacking. As the Ecosystem Leadership Team begins to take shape, this will be an 
early area for growth, and we look forward to welcoming an even broader cross-section of Southern 
Arizona Jewry to future meetings.  

The next Ecosystem meeting will be held this coming fall and will focus on taking a deeper dive into 
national and local data to inform future work. The meeting will also feature a presentation from Gather 
D.C. explaining how their Relationship Based Engagement model will aid engagement in the Southern 
Arizona Jewish community. If your organization in interested in hosting the next Ecosystem meeting, 
please reach out to Amy Glass. 

 

Figure 1 
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