




The process is designed for groups of approximately 12-24, although it can flex to 
accommodate fewer (e.g., a small decision-making team) or greater numbers (e.g., as 
many as 40). Of course, more participants add more complexity, requiring greater project 
management and facilitation, and potentially, time to include all voices. 

The participants can–and should–represent different roles and perspectives: 
executive directors, key staff (including people working directly with campers and staff), 
board members, parents, seasonal staff, even older campers, if appropriate. We also 
strongly recommend to bring in outside provocateurs (people familiar with your 
community but really not directly involved) in order to look at the challenges and 
opportunities from a new perspective and help stretch the thinking of the organization, 
especially in the early, generative parts of the conversation. 

If you are facilitating this virtual workshop, you can’t play all of the roles that must be 
filled. Keeping the process moving smoothly, listening and synthesizing ideas, and 
drawing out participants without being in the room are all tasks that tend to take more 
time and concentration online than when you are facilitating in person. If at all possible, 
distribute the following roles: 
● Session Facilitator: (This is probably you!) Open and frame all sessions, keep the 

process moving smoothly, listen and synthesize ideas, and be aware of hearing 
from all participants. 

● Camp professional lead: a point person from the organization who coordinates the 
participants, and is available to bring in institutional information and knowledge.

● Logistics manager: Manages Zoom (or other online platform), breakout rooms, 



technical issues, takes notes of things happening in the chat that you may miss, etc. 
● Breakout room leaders: you will need 4 people total (you can include yourself and 

the camp professional lead here if you would like) to ensure that the groups know 
what to do, stay on task, push for more ideas, and record their ideas clearly 

Determine the structure of your sessions. This process can take 6-12 hours and we 
recommend breaking this down across several sessions in order to let ideas form and 
solidify between sessions. The tool kit outlines four key stages:
1) Analyze Current State (Session 1)
2) Rehearse Each Future and Generation Options (Session 1)
3) Evaluate and Prioritize Core Bets (Session 2 & Session 3)
4) Plan Next Steps (Session 4)



These activities ask you to consider your organizational direction on a strategic level rather 

than on a strictly programmatic or tactical level. This means asking fundamental questions 

about assumptions you have regarding who you serve and what you offer as a Jewish 

camp. The primary goals of this work are to help your organization:  

● Build capacity to think in terms of multiple futures, plan across different scenarios, 
and create a more adaptable strategy to navigate the next 2-3 years 

● Create a portfolio of options to pursue for each scenario 

There is also an important, secondary goal for the work that you should make explicit 
upfront and carve time out to address if the conversation naturally moves in this 
direction: To raise challenging questions and/or ideas to explore about the long-term 
direction for the organization. 

○ Does the organization still have the right mission, vision and values? 
Should the organization exist in its current form? 

The scenarios themselves are shared briefly in these materials, and are published in full in 

a separate document. The full set of JFNA’s scenario planning resources can be found at 
https://www.jewishtogether.org/scenarioplanningresources. We strongly encourage 

facilitators to watch the video of the Scenario Planning Workshop (from May 2020) as an 

introduction to this work and to assign it as context prior to using these materials.

https://www.jewishtogether.org/scenarioplanningresources
https://zoom.us/rec/play/u8d4JrurqWk3E9DE4gSDAKMqW9S6Lqis0XQX8_NeyRy0V3cKO1bwMLZHMOWK9zVXN5xBTbRmRhs9RMSV


TIPS FOR USING THE COMPANION TOOLKIT

● To use this toolkit, make a copy and save it to your Google drive or download it to your 
computer.

● Decide who will own this process and who will participate along the way. 

● You may need to do this exercise in multiple rounds with different groups of camp 
stakeholders.

● Someone participating needs to have a high level understanding of what your camp 
organization does, your key programs, and your most significant expenses. 

● We hope you’ll share this work with your colleagues and partners in other 
organizations. Email Briana Holtzman, briana@jewishcamp.org, for camp specific 
support in this process and to share your results, or  
scenarioplanning@jewishtogether.org to connect with others engaged in this 
process across the Jewish communal space.

mailto:briana@jewishcamp.org


After reviewing the goals and agenda for this exercise you may want to start with quick
group introductions (and an icebreaker!).  Consider how well your group already knows 
each other, and what level of campiness they are up for. 



In your first session you will tackle steps 1 & 2:
● Provide an overview of the whole process (10 minutes)
● Introduce the goals and agenda of the first session specifically (5-10 minutes)
● Start with quick group introductions (and an icebreaker!).  Consider how well your 

group already knows each other, and what level of campiness they are up for. (20-40 
minutes)

● Analyze your current state by looking at organization mission, vision, and values (10-
20 minutes)

● Name organizational assumptions in groups with share out (15 - 30 minutes)
● Rehearse each future and generate options (20-40 minutes)
● Report back (5-15 minutes)
● Look ahead to next session (5-10 minutes)



This is an introductory slide – just a visual of the types of areas you will be discussing



If your group is ~15 or fewer, this activity could be done as one group. If larger, we 
recommend spending the first ½ of the time in small groups to ensure everyone is heard 
and leaving time to share back from each group. 

You or the camp professional lead should have on hand the camp’s mission/vision 
statement and articulated values (if they exist in written form).  If the group is not familiar 
with this text, share it with them for this part of the discussion. If you are aiming for shorter 
sessions, consider filling in existing mission and/or vision and/or values in advance to avoid 
wordsmithing. 

In each category, do a quick brainstorm with the group – What are we proud of? What is 
really working? What has been especially relevant these days?
What might we want to flag as a potential change in the future? Does anything not resonate 
with your organization any longer?

Be careful not to get too in the weeds here – this is not the time for wordsmithing 
documents, or voting on new mission statements.  This is an opportunity to reflect on how 
group members feel about the core essence of camp, and if the global pandemic has 
caused a need for a closer look at anything (for better or worse!). 



Break into groups of 4-5 people to answer the following questions. If you’d like each group 
to add their own notes, you can duplicate this slide and let your group facilitators know 
which ones to write into, or you can leave these prompts for each group and ask a 
notetaker to bring answers back to the full group. 
Spend about ⅔ of the time in small groups working through these questions reflecting on 
pre-pandemic times. Leave ⅓ of the time to debrief answers and combine. 

This work of looking back at the organization provides a solid foundation for scenario 
planning process and ensures that all participants have shared understandings before 
looking ahead.





Now we are going to customize the scenarios to the people you serve, the work you 

do, the ways you operate, and the partnerships you have, as well as challenges and 

opportunities the scenario might bring. By the end of this step, you’ll begin to 
generate options for how you might shift camp’s strategic direction to remain 
resilient for possible futures.

Split the larger group into 4 smaller breakout rooms, each led by one of the 4 

individuals you identified earlier.  You can assign these groups randomly, or pre-
assign them to strategically mix folks from different roles/perspectives up.  

Instruction for breakout groups:

● Each group will have a different possible future scenario – exile, manna, plague or 
tribes

● First read over the description of your scenario and make sure everyone in your 
group understands

● For the next bit of time, this is the reality you are living in! Even if you personally 

do not think this future will occur, we are now going to be playing in a simulation
for the time being.  

● Follow the instructions on the next 2 slides in your color/labeled with your 
scenario and fill out each of the boxes

● Let the group know how much time they have to complete their 3 slides, and how 
they can reach you or the technology manager if they have questions



























Before you move on to this next section, ask each group to share back (briefly!) about their 
scenario – it’s important that the larger group have a general familiarity with each of the 4 
scenarios and their implications on camp.  Keep this part moving quickly. (If you’ve done 
this at the end of Session 2, you might share a quick facilitator highlight to refresh 
everyone’s memory)

In your second session, you will be prioritizing the different scenarios based on what you 
believe to be the most likely scenario to occur and developing an organizational plan. 

● Reminder about each global scenario
● Prioritizing scenarios - decide amongst your group what you believe is the most likely 

scenario over the next 2 years
● Develop a core bet
● Evaluate your core bet





You may want to utilize an online voting technology (like Mentimeter or the Zoom annotate 
feature) to make this discussion and voting process more interactive.  To democratize the 
process, you could also create a shared GoogleDoc where everyone writes in how they 
would divide the chips and you take the average.  Of course, a group discussion to reach a 
consensus is great too! 



If the most likely scenarios are different in year 1 and 2, start with year 2 and use 

this as the basis of your core bet. The scenario receiving most votes in year 1 will 

be the basis of at least one important side bet, along with other scenarios.

Note: The “core bet” is not which of the scenarios you believe is most likely to occur - but 
the bet that your organization makes IN the scenario that you believe is most likely. For 
example, if you believe that society will exist in Tribes, your core bet is a description of the 
strategic path your organization will pursue to be most successful and thrive in this 
scenario. It is the unique plan for your organization. 



This slide is a facilitator tool to articulate the differences between your core bet and your 
side bets. 



You may find reviewing the FJC’s field wide scenario planning exercise results helpful in 
providing an overlay for the field of Jewish camp as you dive into specifics for your own 
camp institution. The FJC exercise developed a core bet with the assumption that the most 
likely scenario across the field is “Tribes” - our field wide core bet is written with that 
context, though your own camp may plan with a different scenario in mind. This may be due 
to local regulations, culture, or unique resources (or restrictions) that your organization has. 



In the event that another scenario materializes in our world/society, you don’t have to throw 
out your entire strategy.  What parts of your core bet (your strategy) are still useful in each 
of these different future realities?  

The goal of this exercise is to check that your core bet is adaptable to a degree, if things 
take an unexpected turn. 
For groups larger than 15, we recommend doing this exercise in small groups and reporting 
on results. 

For a shorter session: You could break into three groups, with each one focusing on one of 
the remaining 3 scenarios. 
For a longer session: Break into groups of about 4-5 and have each group explore the 
remaining 3 scenarios. 

Alternatively, if you have a large group, but want to run a shorter session, split your group 
into two with one focusing on this page (evaluating & refining the core bet) and one 
focusing on the following slide (revenue implications for the core bet). 





In your third session, you’ll move to determine, evaluate, and prioritize side bets. 

● Confirm and revisit your core bet (10-15 minutes)
● Introduce side bets background and agenda for the session (10 minutes)
● Generate a series of side bets for each “alternative” scenario (the three you did not 

select as most likely) (25-45 minutes)
● Prioritize side bets (15-25 minutes)
● Share out top priority side bets (15-20 minutes)
● Bring it all together (15-30 minutes)



Side bets: These are areas with smaller resource and time allocations, ready to go if 

needed. This might be a contingency to deal with a challenge  or an opportunity to 

expand your portfolio if one of the other scenarios emerges. Side bets could either be 

simply a plan that you can pull of the shelf quickly when needed or an initiative with 
allocated funds.

For smaller resourced organizations, thinking about side bets will give you a playbook 

to start executing against quickly in response to changing conditions. Some 
organizations may also choose to resource the side bets in anticipation of change.



In advance of the session: fill in the name for the following three slides - assigning 1 of the 
less likely scenarios to each page. 

Break your participants into three groups, each one focusing on one of the three scenarios 
you identified was NOT the most likely. Revisit the stop/start/continue ideas from session 1 
for your assigned scenario AND look at the core bet. The side bet generation will focus on 
ideas that would need to exist in should this particular scenario surface that is not already 
covered in your core bet strategy.

Each group should highlight 1 (maybe 2) of their most essential side bets for each scenario 
to focus prioritize and share with the group 



Break your participants into three groups, each one focusing on one of the three scenarios 
you identified was NOT the most likely. Revisit the stop/start/continue ideas from session 1 
for your assigned scenario AND look at the core bet. The side bet generation will focus on 
ideas that would need to exist in should this particular scenario surface that is not already 
covered in your core bet strategy.

Each group should highlight 1 (maybe 2) of their most essential side bets for each scenario 
to focus prioritize and share with the group 



Break your participants into three groups, each one focusing on one of the three scenarios 
you identified was NOT the most likely. Revisit the stop/start/continue ideas from session 1 
for your assigned scenario AND look at the core bet. The side bet generation will focus on 
ideas that would need to exist in should this particular scenario surface that is not already 
covered in your core bet strategy.

Each group should highlight 1 (maybe 2) of their most essential side bets for each scenario 
to focus prioritize and share with the group 





Use this slide to bring all of your work together – review as a group



In your final session you’ll look ahead to develop an action plan for your organization. 
● In groups of 4-5, identify must do activities across all scenarios (30-45 minutes)
● Share out “must do” activities (15-30 minutes)
● *Develop a timeline (30-60 minutes)
● Thank participants for their involvement in the process

*Depending on the participants in your group, you may want to focus the timeline 
conversation with only a few key professionals and lay leaders. If this is the case, you might 
skip this step and move directly to thank you’s, letting participants know you will be sharing 
a timeline. 



In groups of 4-5 people, consider all the questions here. Feel free to make a copy of this 
slide to take notes, or elect a notetaker. 








