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Dear Community Leader and Facilitator,

“Change” is defined as making something different from what it is, or from what it would be if left alone. Oftentimes, the most successful change efforts address programs or organizations that are viewed as “successful.” It doesn’t have to be broken to need a good tune up!

It is in this spirit that JESNA recently launched the publication of our report entitled: Making Jewish Education Work: Complementary
 School Change Initiatives. The report synthesizes lessons learned from evaluations conducted by JESNA’s Berman Center for Research and Evaluation in Jewish Education of 10 school change initiatives. Further, it contextualizes and extends the evaluations with insights from the general field of organizational and educational change and the growing literature in the Jewish field. The report is both a product of, and an advocate for, collaborative systemic change efforts. It is intended to motivate lay and professional leaders of complementary schools, synagogues, central agencies for Jewish education, and Federations to evolve and become stronger through the careful facilitation of change initiatives.
We offer the following discussion guide as a companion to the report and as a tool to stimulate the discussions that should take place in our Jewish communities around the complex issue of complementary schools. The two primary audiences for whom this guide was developed include lay and professional leaders of individual schools, synagogues and other complementary education programs, and groups of leaders meeting as a “mixed” community group. We strongly encourage you to convene those who “make things happen” in your community to discuss the learnings highlighted in Making Jewish Education Work: Complementary School Change Initiatives, and recommend that you adapt and use this guide to frame that dialogue.  
General questions which we urge you to consider include, but are not limited to:

· What actions might this report prompt in our school/community?

· What information, guidance, and/or resources can we provide to decision-makers to help them make the best decisions for Jewish education?

· How do we, as an educational community, ensure that our complementary schools are meeting the needs of our constituents and of our community at-large effectively?

Finally, we at JESNA are eager to learn about the conversations taking place in your community. By reporting back about your meeting(s), you become a part of the national conversation and enrich the research with anecdotal information from the field. Your feedback will help set the agenda for the next stages of research.
Note to Facilitator:

Please keep in mind that as facilitator, you will need to adapt or tailor the questions provided based on the particular venues and interests in your community.  It is up to you to decide which key issues to emphasize throughout the conversation.

For further information on “Making Jewish Education Work: Complementary School Change Initiatives,”  how to use the report or discussion guide, to arrange for a JESNA consultant to attend or facilitate your meeting, or to share results of your meeting, please contact

Devorah Silverman, Education Consultant at JESNA’s Learnings and Consultation Center, dsilverman@jesna.org.
The primary focus of this third volume of Making Jewish Education Work
 is process rather than content. While the report is not meant to be an exhaustive guidebook about complementary school change, it provides important insights that should inform and enlighten professionals and volunteers engaging in change and improvement initiatives. We suggest that you structure your conversation around one or more of the key learnings highlighted in the report:
· Approaching change systemically;
· Utilizing curricula as one example of a lever for change;
· Building consensus among key stakeholders and fostering internal and external collaborations; and

· The role of professional development in the change process.

“The initiatives that are characterized as systemic approaches to change encompass many dimensions: vision and goal setting, content and method, personnel/professional development and culture of change, and have a greater chance for sustained impact.” 

(Making Jewish Education Work: Complementary School Change Initiatives, page 5.)
Discussion Questions:

· What are the key elements which make up our “system” of complementary education that we might wish to change or affect (e.g., students, their families, teachers, synagogues, curricula, etc.)?

· What aspects of the school would we need/want to address in a systemic change initiative? How could working on these different aspects reinforce one another? Are there elements of our school that we would not want to change?  

· What vision do we have for our school or program as a whole? How does this vision influence what we want to see in the various aspects of our school (e.g., personnel, curriculum, etc.)?

· What resources (human, financial and other) would our school require in order to develop and implement a systemic change initiative (including the hiring of an outside consultant to serve as “change agent”)? Which of those resources do we already have? Which do we require? Do we have strategies to obtain resources we require?

· What steps should our school take to achieve readiness for change?

It is critical to note that curricular change, though the focus of many of the Berman Center-evaluated projects in the report, is only one of many levers for change within complementary schools. Other potential levers include lay leadership development, professional development for educators, changing the structure of the educational program, and vision/goal setting – any of which could be explored similarly during a change process. 
JESNA very strongly advocates systemic change, as previously highlighted. 

“Curricular interventions affected both the content of learning and teaching style…  Implementing new curricula necessitated that teachers develop new skills and take on new and different roles.”

(Making Jewish Education Work: Complementary School Change Initiatives, page 6.)

Discussion Questions:
· How do the curricula currently being taught in our school align with our school’s educational goals and vision? 

· What curricular changes could/should be made so that both the content being transmitted and the methodologies by which children are learning better reflect our school’s educational goals and vision?

· Is there consensus among all key stakeholders in the school, and the faculty, that those curricula should be replaced?

· Have we identified and/or developed curricula that we would like to implement? Do we have the resources to obtain and/or develop it/them? Do we know of other schools/teachers that have successfully used other curricula and that would be available to strategize with our faculty/principal?
· Are members of our faculty ready to learn and implement new curricula?
· Do we have the resources and supports (human, financial, and other) that we will need to properly train our faculty to implement new curricula both prior to and during its implementation?  Do we know what that training should include? To whom (people and institutions) could we turn for these supports (e.g., local central agency for Jewish education, CAJE, national denominational movements/programs)?
· What role(s) will other faculty and/or the principal play vis-à-vis coaching or supervising the implementation of the curriculum?

· (How) will we inform parents and students that a change in curriculum is planned?

“Collaboration is both a process and an outcome in the work of organizational change… Respondents from congregations that successfully cultivated key stakeholders’ buy-in reported many benefits, including: lay leaders’ greater understanding of the educational issues facing their schools, increased familiarity with the school’s program, and greater support for financial implications.”
(Making Jewish Education Work: Complementary School Change Initiatives, pages 7 and 10.)

Discussion Questions:

· Who are the key stakeholders in our school/our community whose input and participation is critical to the change process (e.g., community leaders, rabbis, education directors, lay leaders, faculty, parents, etc.)?  
· How can we most effectively secure their buy-in (e.g., formal meetings, informal discussions, press releases)? What obstacles and supports will affect their buy-in? What strategies or people might help us maximize supports and minimize obstacles?
· Once they have “bought-in” to the process, how can we maximize their participation in the process, from its inception through its evaluation?

· What information needs to be shared about the change process, with whom, and at what junctures?
· Who are the key “change agents” for our change process? How can we best empower him/her/them to guide our change process?
· How and by whom will the change process be documented?
· Do we have the necessary resources to maintain a connection with our change agent at the end of the change process?


“As a result of professional development opportunities, teachers were more innovative and showed evidence of improved content knowledge and pedagogical skills.”
(Making Jewish Education Work: Complementary School Change Initiatives, page 15.)

Discussion Questions:

· What PD opportunities offered within our school and outside of it, including networking and peer support opportunities, are/will be available to our faculty? Have we developed a continuum of such opportunities to ensure ongoing professional growth for our faculty?  
· What supports and/or obstacles exist to positively or negatively affect to the provision of PD opportunities to our faculty, and their active participation in such opportunities? What strategies, incentives, or people might help us maximize supports and minimize obstacles? 

· What role(s) will the professional and lay leaders of the school play vis-à-vis PD of educators?

Other learnings about complementary school change initiatives are also identified in the report. The following are suggested discussion questions that relate to these learnings:
· Pace of change initiatives
Does the anticipated timeline for our change initiative reflect the reality that significant change always takes time, but that visible progress is important in the short-, intermediate- and long-term?
· Transiency of educators
What can we do/avoid to ensure that our key professional and lay leadership and faculty remain at our school?
· Changes within the field of Jewish education at-large
Given the importance of responding to demographic and other changes within our community, how frequently could we commit to reviewing the curricula implemented within the school?  
· Lack of funding and time
Do we CURRENTLY have adequate financial, human, and other resources that we will require to facilitate the change process well, from start to finish? What allowances have been made for expenses that arise during the process?
· Evaluation
How, when, and by whom will the change process be evaluated?  What will be the indicators of its success?
· Broader impact of change initiatives
What do we expect will be some of the “ripple effects” of our change process? How will we manage those broader impacts?

· Which of these topics – and any others we may have noted in our reading of the report – deserve further attention?

· What might be the next steps for our school/community?

· Who might we approach to sit at the table the next time we convene on this topic?

· How do we determine what is OPTIMAL for our school/community and how do we get there?

Note to facilitator:
The following quotations could be used as a part of a reflective summary, but could be equally effective at the start of the meeting, as an induction piece that sets the stage for the conversation. For example, the following questions could stimulate a discussion:

· What comes to mind when you hear the word “change”? Does it feel scary? Exciting? Overwhelming?  

· Are the thoughts represented by these quotations reflective of your school/community’s experiences vis-à-vis change? Do they highlight dreams or visions you have for your school/community?

· What role(s) do you think the following key constituencies should play in strengthening your school/community: teachers, parents, principal, board of directors, rabbi, central agency for Jewish education, federation?
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“Change has a considerable psychological impact on the human mind. To the fearful, it is threatening because it means that things may get worse. To the hopeful it is encouraging because things may get better. To the confident it is inspiring because the challenge exists to make things better.”


King Whitney, Jr.








“Teaching is a fragile art. Something moves a teacher’s heart. The heart causes words to flow. The teacher’s voice then sends moving molecules of air across the room. With luck, they reach the student’s ears. And, perhaps, they then move the student’s heart.”


Kotsker Rebbe





“Never doubt that a small group of thoughtful, committed people can change the world. Indeed, it is the only thing that ever has.”


Margaret Mead








“Even individual success stories don’t last long without an appreciation of how to keep changes alive.”


Michael G. Fullan and Matthew B. Miles








“Ultimately, only three things matter about educational reform. 


Does it have depth: Does it improve important rather than superficial aspects of students’ learning and development? 


Does it have length: can it be sustained over long periods of time instead of fizzling out after the first flush of innovation? 


Does it have breadth: can the reform be extended beyond a few schools, networks or showcase initiatives to transform education across entire systems or nations?”





(Andy Hargreaves and Dean Fink)
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“Good ideas and missionary zeal are sometimes enough to change the thinking of individuals; they are rarely, if ever, effective in changing complicated organizations (like the school) with traditions, dynamics, and goals of their own.”


(Seymour Sarason)





“A metaphor for a holistic approach to educational change is that of tikun…  We used to think of the supplementary school in fragments, with lots of separate components. For example, the curriculum was often publisher driven and not driven by the needs of the individual synagogue. Teachers, curriculum, and teacher training were all viewed as separate entities. Our goal… is to make everything connected. We want to repair the broken pieces…  Only when all parts of the synagogue work hand in hand with one another (toward a common shared goal) can the institution change in ways that can truly impact congregants in a meaningful way.”


(Isa Aron)








"It is no longer sufficient to study factors associated with the success or failure of the latest innovation or policy. It is no longer acceptable to separate planned change from seemingly spontaneous or naturally occurring change. It is only by raising our consciousness and insights about the totality of educational change that we can do something about it."


(Michael Fullan)








“Most leaders instigating change are like gardeners standing over their plants, imploring them: 'Grow! Try harder! You can do it!' If leaders don't understand the forces that keep significant change from taking root and growing, all their entreaties, strategies, and change programs will produce more frustration than real results.”


(Peter Senge)











� In his work Recent Trends in Supplementary Jewish Education (2007), Jack Wertheimer notes that there is “no elegant term for the range of schools and educational programs run primarily by synagogues.”  JESNA’s publication refers to this form of education as “complementary schools” instead of “Hebrew,” “congregational,” or “supplementary” schools, which is consistent with the terminology adopted by the Partnership for Effective Learning and Innovative Education (PELIE).


� The first two volumes focused on Community Hebrew High Schools and Mentoring Jewish Educational Professionals, respectively. 
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